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Turning Strategy Into Reality
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Organizations Must Do Change Well



What is Strategy to Reality Success?

Successful strategy execution is the 
ability to define clear strategic intent and 

then translate it into organized effort 
across people, process, and technology 
with transparency, accountability, and 

intentional change management 
from end to end. 

The key is for organizations to build a 
cohesive, end-to-end capability for 

strategy execution.
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Why Effective Strategy Execution Matters
Organizations must do continuous change well.  Effective strategy execution = competitive advantage.
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Why It Matters Now: 
 Pace of change and disruption
 Volume of transformation
 Working in ecosystems 



“No organization can win if its parts are not all aligned to execute the same 
strategy and achieve the same goals. Even the “perfect” strategy within a 

competitively advantaged business model will ultimately fail if the organization is 
not fully aligned internally and does not understand how to execute the strategy, 

or if it works at cross-purposes.” 

– Rick Kash and David Calhoun in How Companies Win

“A good strategy has coherence, coordinating actions, policies, and resources so as to 
accomplish an important end.  Many organizations, most of the time, don’t have this.  

Instead, they have multiple goals and initiatives that symbolize progress, but no coherent 
approach to accomplishing that progress other than “spend more and try harder.”” 

- Richard Rumelt in Good Strategy, Bad Strategy
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STRATEGY EXECUTION: 
THE CHALLENGES
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Turning Strategy Into Reality
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Most Organizations Are Challenged – and Have Become Used To It
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What challenges do you see 
with turning strategy 

into reality?

Why do these 
challenges occur?



Common Strategy Execution Challenges

• Competing or misaligned strategies

• Strategy diffusion (lost in translation)

• Translating, designing and planning in silos leading to inconsistent, fragmented, 
redundant solutions and poor customer, partner, and employee experiences

• Difficulty prioritizing (everything is a priority)

• Lack of enterprise collaboration and decision-making

• Change management challenges (e.g., change saturation)

• Disconnected disciplines and teams

• Inability to align initiative results with objectives

• And more…
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Common Strategy Execution Challenges
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66% of HR and IT organizations 
develop strategic plans that are not 
linked to the enterprise strategy.

Source: Robert Kaplan, Harvard Business Review

95% of employees in most 
organizations do not understand 
their organization’s strategy.

Source: Robert Kaplan, Harvard Business Review

For more, see 94 Mind-Blowing 
Strategy Execution Statistics: 
https://boardview.io/blog/strategy-
execution-stats/

https://boardview.io/blog/strategy-execution-stats/
https://boardview.io/blog/strategy-execution-stats/


Reasons Why the Strategy Execution Gap Exists

• We have not been taught how to do strategy execution.

• The approach to strategy execution is consistently unformalized and fragmented.

• Strategy execution-related decisions are typically approached in silos.

• Our business knowledgebase has not been comprehensive enough.
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Only Part of the Problem is Covered

Strategy Execution Courses Don’t Go Deep Enough

Business Architecture Offers a Needed Compliment



STRATEGY EXECUTION: 
THE OPPORTUNITY
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Turning Strategy Into Reality
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Business Architecture Powered Strategy Execution



Business architecture represents holistic, multidimensional business views of: capabilities, end-to-end value delivery, information, and 
organizational structure; and the relationships among these business views and strategies, products, policies, initiatives, and stakeholders. 
(Source: Federation of Enterprise Architecture Professional Organizations (FEAPO), www.feapo.org)

14

BIZBOK® Guide

Business 
Processes

Requirements

Applications

Mappings to key 
domains within 

other disciplines
Journeys

Software 
Services

Business architecture…

 Provides one shared mental 
model of an organization and 
its ecosystem, unified across 
business units and products

 Is entirely business-focused 
and business-owned

 Is high-level in detail 

 Is reusable

 Connects to everything in the 
business and technology 
environments (focus on 
capabilities and value 
streams)

First, What Is Business Architecture?
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Business Architecture Bridges Strategy and Execution
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Translating Strategy Into Coordinated Execution
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SUMMARY OF 
CHANGE PEOPLE PROCESS INFORMATION TECHNOLOGY

Expand customer 
preferences captures 

to include 
communications and 

language

• Train all customer-
facing reps on 
capturing and using 
preferences 

• Train all on updated 
processes and 
systems

• Update all processes 
to reflect capture, 
usage and sharing of 
customer 
preferences (e.g., 
new business, policy 
admin, claims, 
contact center, etc.)

• Store new customer 
preference data

• Update all systems to capture 
preferences (e.g. policy admin, 
CRM, claims, finance, 
communications, etc.)

• Share preferences across 
systems

• Prompt customers to provide 
preferences across all channels
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Aligning Strategy and Execution
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Business Unit / Initiative 1 

Business Unit / Initiative 2 

Business Unit / Initiative 3 

Collectively, who should be 
at the table to set direction 
and make decisions?  

Can we leverage existing 
solutions (e.g., software 
services)? Or build a 
shared solution?

What is our collective 
impact on stakeholders?

What other capabilities 
are we dependent upon?

Are there currently any 
initiatives delivering something 
similar?  Or conflicting?

CUSTOMER 
INFORMATION 
MANAGEMENT 
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Strategy Execution Takes a Village
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Strategy

Business Relationship Mgt.

Experience Design

Business Architecture

Organizational Change Mgt.

Planning

Business Analysis

Organization Design

Business Process Mgt.

Solution Architecture

And more…

High involvement

Low involvement

Medium involvement

IT Architecture



Business architecture 
provides the business 

language, context, 
direction, and priority to 

enable technology 
leaders to be true 

strategic partners and 
make technology 

decisions through a 
business lens.
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• Facilitate decision-making based on an enterprise consciousness putting customers and enterprise 
first, balanced with the needs of organizational and product silos

• Effectively communicate strategic direction throughout the organization with clarity and actionable 
context for individuals 

• Orient business ownership and investment around capabilities (and value streams) with initiatives that 
deliver enhancements to those capabilities

• Synergize business and technology solution investment and design around capabilities to ensure 
modularity, reuse, and consistency

• Assess the collective impact of change on stakeholders 

• Ensure ongoing alignment of strategies, architecture, initiatives, and solutions (including assurance 
that original objectives are achieved)

• Implement change quickly and cohesively from end-to-end

• Provide technology leaders with a voice at the table and a shared business language 
• to communicate

Business Architecture Powered-Strategy Execution Benefits
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Considering your 
agenda, which benefits 

are most valuable?

What additional ones 
would you add?



STRATEGY TO REALITY 
IN PRACTICE
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Turning Strategy Into Reality
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Consider Two Key Interventions
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Case Study: Improving Portfolio Investments 
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SITUATION ACTION RESULTS
• No ability to reconcile portfolio 

investments with business 
direction

• No approach to reconciling 
cross-portfolio spending, 
identifying dependencies or 
measuring results

• Mapped proposed business 
cases to enterprise capability 
map and created “heat maps” 
to show:
• Direction versus proposed 

spend
• Proposed spend within and 

across portfolios

• Presented to Portfolio 
Leadership Council with 
insights

• Portfolio Leaders were able to 
make more informed 
investment decisions; some 
business cases were changed, 
combined or removed

• Business capability heat 
mapping was incorporated into 
the portfolio management 
submission and decision-
making process

• Standard metrics were defined 
using the business architecture
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Case Study: Improving Portfolio Investments 
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Align business direction, capabilities, and initiatives for cross-enterprise portfolio investment insights. 

ORGANIZATIONAL STRATEGY ORGANIZATIONAL INVESTMENT

Strategies heat mapped to capabilities Planned capability investments aggregated across business cases

Investment is not 
well aligned to the 
strategies of the 

organization.  
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Case Study: Improving Portfolio Investments 
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Align business direction, capabilities, and initiatives for cross-enterprise portfolio investment insights. 

Planned investment 
has some conflicting 

and redundant 
initiatives.

AGREEMENT 
MANAGEMENT
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Case Study: Enabling Business Transformation
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SITUATION ACTION RESULTS
• Poor customer experience 

due to excessive paper 
customer communications 
and archaic methods

• Highly redundant, expensive 
and inflexible communication 
operations and technology

• Leveraged customer-facing 
value streams and capabilities 
to assess full business and 
technology impact

• Defined target state business 
and IT architecture 

• Created multi-year strategic 
roadmap to transform enterprise 
customer communications

• Presented proposed customer 
experience solution to 
leadership team for direction 
and buy-in

• Leadership team was able to 
embrace the magnitude of 
current state issues and 
proposed communication 
benefits, and envision the future 
along with potential implications 
in a short time

• Leadership made highly 
coordinated cross-business unit 
program investment and 
funding decisions 

• Provided a high-level business 
framework against which to 
govern and measure progress 
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Case Study: Enabling Business Transformation 
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Define what the business looks like today, tomorrow, and how it will get there for large change initiatives.

Product-Centric Current State 
Business Architecture

Bus. Area A

Bus. Area B

Bus. Area C

Bus. Area D

Bus. Area E

Bus. Area F

Bus. Area G

Bus. Area H

Communication
Content 
Generation

Bus. Area A

Bus. Area B

Bus. Area C

Bus. Area D

Bus. Area E

Bus. Area F

Bus. Area G

Bus. Area H

Communication
Preparation Bus. Area A

Bus. Area B

Bus. Area C

Bus. Area D

Bus. Area E

Bus. Area F

Bus. Area G

Bus. Area H

Communication
Generation

Bus. Area A

Bus. Area B

Bus. Area C

Bus. Area D

Bus. Area E

Bus. Area F

Bus. Area G

Bus. Area H

Communication
Delivery

Bus. Area A

Bus. Area D

Bus. Area H

Communication
Viewing Bus. Area A

Bus. Area B

Bus. Area F

Bus. Area G

Communication
Tracking

Customer

Customer-Centric Target State 
Business Architecture

Bus. Area A

Bus. Area B

Bus. Area C

Bus. Area D

Bus. Area E

Bus. Area F

Bus. Area G

Bus. Area H

Communication
Content Generation

Shared Cap.

Communication
Preparation

Customer

Shared Cap.

Communication
Generation

Shared Cap.

Communication
Delivery

Shared Cap.

Communication
Tracking

Shared Cap.

Communication
Viewing

Strategic Roadmap (Capability-Based)

2016 2017

Develop Communication Generation Capabilities

Develop Communication 
Preparation Capabilities

Develop Communication Delivery 
Capabilities

Convert Documents

Develop Communication Viewing 
Capabilities

Develop Communication Tracking 
Capabilities

Set Up Centralized Governance Structure

Manage Communication and Change

Sanitized

Year Year



MOVING INTO ACTION
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Turning Strategy Into Reality
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One Person, One Step, One Win at a Time 
Be a Voice for Change 
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This journey is entirely 
about change and 

introducing new ways of 
thinking and working.

The way to the top is one 
person, one step, and 

one win at a time. 
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One Organization’s Journey of Bus Arch Powered Strategy Execution  
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SCALE UP

From Business Architecture 
Could Be Valuable…

Business architecture 
identified as valuable 
for new system (end-
to-end sales crossing 
departments)

Turning point: 
first business 
architecture-

driven enterprise 
transformation  

Turning point: 
business architecture 
leveraged for portfolio 
management 

Top to bottom 
enterprise customer 
transformation 
architecture-driven 
and planned

EXPAND AND FORMALIZEESTABLISH VALUE 
AND BUY-IN

…To Business Architecture-Driven 
Strategy and Transformation

Business architecture 
leveraged again for 
next gen strategy 

Business technology 
integration office 

takes ownership of 
business architecture

Enterprise wide 
business capability 

map created

Business architect 
role established and 

expanded into 
business units 

Integration with IT 
architecture and 

delivery; end-to-end 
strategy execution 

process introduced

Enterprise wide 
business architecture 
education rolled out

Continual leverage of business architecture + knowledgebase expansion and practice maturation

Customer experience 
leadership steering 
group and architecture 
team formed



Getting Started: How to Move Into Action Now 

• Determine if your organization has a business architecture practice and assess maturity

• Assess your organization’s current strategy execution approach and outcomes

• Build a case for change to bring new business value 
• For effective end-to-end strategy execution 
• For a business architecture practice to support it and/or another value proposition

• Start making forward progress – one person, one step, and one win at a time
• Choose a place(s) to start such as portfolio investments 

• Establish a business architecture baseline and mature the practice over time

• Serve as an advocate to help facilitate change (both as individuals and as a 
community)
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How can technology leaders 
help to drive this change, 
both as individuals and 

collectively as a community?
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Thank you!  Let’s continue the conversation. 
Keep In Touch.
Whynde Kuehn: whynde.kuehn@s2etransformation.com 

ISBN: 9781631958441

Visit: strategyintoreality.com
Order from booksellers and 
bookstores worldwide

Whynde Kuehn
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