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i-nexus Business Briefing
What is Business Execution and Why Should I Care About It? 



© i-nexus 2010 Slide 2

Business Execution is the #1 CEO Priority

Execution is the #1 CEO Priority

Key Execution Problems – CEO Perspective

• Poorly Communicated Strategy
• Unclear Accountability
• Poorly Defined Roles/Responsibilities
• Inadequate Execution and Performance 

Monitoring
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Why do organisations struggle to execute?

Senior
Management

Management and
Employee Goals

Goal
Cascade
Process

Actual and
Forecast Performance

Performance
Management

Process

Actions
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The reality of the Goal Cascade process (30,000ft view) 

•Grow Sales of New Product
•Customer Focus
•Invest in China
•Improve employee 
satisfaction

The Off-site Strategy Day

Unclear 
Accountabilities

Poorly Defined
Goals

.ppt deck

The Ivory Tower Exercise

Funding
Constraints

Give me 
your numbers...

I need to include
some contingency...

Way too much!
Cut by 25%!

If I don’t include 
it I’ll lose it...

The Budget Dance

It’s close enough for
Military work...



  

  

 

 

Divisional President

Functional Heads

Departmental Heads

Middle Managers

Employees

Project
Project

Project

The Ad Hoc Cascade
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LSS + BSC + ? = Superior Execution

• LSS project selection 
typical driven by 
operational priorities.

• Impact of LSS projects on 
strategic indicators rarely 
articulated.

• BSC focuses 
predominantly on building 
a measurement system.

• BSC doesn’t really guide 
goal deployment/action 
identification.
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Hoshin Planning – The Concept

方
Ho

管
KanShin Ri

針 理
Direction Needle

Control
Channeling

Reason
Logic

Direction Needle, or Compass Management

Hoshin Planning is a systematic and disciplined process to align, 
communicate and execute strategy by focusing on those few 
breakthrough objectives that give you competitive advantage.

A ‘Vision Compass’
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Hoshin Planning – The Process

1. Establish Vision

2.
Develop 3-5 Year Breakthrough 
Objectives

3.

4.

5. Implement Annual Objectives

6. Monthly Review

7. Annual Review

P

D

C

A

Reflection

Hoshin Process 
in Concept

Develop Annual 
Objectives

Deploy Annual 
Objectives

Catch-ball 
Planning
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The X Matrix – A Powerful Tool to Drive Alignment
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Catch-ball ‘handshake’ ensures commitment and 
meaningful targets at every level 

• What does achieving this goal 
mean I/my team have to do?

• Does it need further breakdown to 
be implemented?

• Given feedback from my team are 
the targets achievable?

• Do I believe this action will deliver 
the result expected?

• What does achieving this action 
mean I/my team have to do?

• Do I have the resources to make it 
happen in the time allowed?


• What are the sub-goals?
• Who needs to drive them?
• How will I track their achievement?
• What do I think are meaningful 

stretch targets?

Executive


Senior

Manager

Sub-goals
and Proposed
Targets


Departmental

Manager

Sub-goals/
actions and 
target timelines

Accepted goals or 
counter-proposed 
targets/goals

Accepted 
goals/actions  or 
counter-proposed 
timelines
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Consistent execution fundamentally depends on 
being able to answer 3 questions...

1. Are we on track?

2. If we are not on track – are we 
doing something about it?

3. In aggregate, will the actions 
underway get us where we want 
to go? 
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Paradigm Shift 1 -
Review execution not historic performance

From: Are we meeting our targets? To:  Will the actions we have underway 
enable us to achieve our goals? 

FebJan Mar MayApr Jun
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Action: ABC
Target Date: Aug
Impact: +20 UOMs 

Action: XYZ
Target Date: Oct
Impact: +35 UOMs 

SepJul Aug NovOct Dec
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Execution Bowling Chart –
Based on the actions underway are we likely to hit our goals?
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Keeping on Track – Implementing 
Countermeasures via MAAR Charts

Dry Lot Release Date
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Phased Introduction of new
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Cause Action Owner Due Status

A Reduce 

instances of A

PTD Jan

B Remove 

instances of B

ABC Feb

Measure Analyse

Action
Review

Fault Resolution Cycle Time Analysis of Root Causes

Action Planning/ProgressValidation of Improvement
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Keeping on Track – Implementing 
Countermeasures via MAAR Charts
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Action
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Keeping on Track – Implementing 
Countermeasures via MAAR Charts
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• Focus on Moving the Dial 
Not Just % Complete on 
Action

• Focus on Elimination of Root 
Cause Not Just Alleviation of 
Symptom
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Business Execution – The Potential

Business Execution can:
• Motivate and align every employee
• Eliminate unnecessary internal 

competition
• Focus energy on real breakthroughs
• Ensure action is followed through

• But ultimate value lies superior 
results from superior execution.....

An organisation which executes well on a mediocre 
strategy will always outperform an organisation that 
executes badly on the most brilliantly crafted strategy.
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Driving Execution with PACE

• Simply cannot ground the plane for months to refit it.
• PACE is a pragmatic approach to building on what you 

have and doing it fast.
• It focuses on changing the emphasis of the monthly 

business review from reviewing performance to driving 
execution.

• It delivers value to the senior management as fast as 
possible and illustrates the art of the possible.

Align Cascade ExecutePrepare
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The first step is to build a shared understanding of 
execution challenges

Align Cascade Execute

Assess Execution Capability and    
Establish Breakthrough Goals

1. Capture Existing Mission/Vision/Goals
2. Build Inventory of Existing Strategic/Operational 

Indicators
3. Build Inventory of Existing Strategic/Operational 

Initiatives
4. Complete an ‘Execution Capability Audit’
5. Run ‘Execution Readiness’ (SBU level) Workshop:

• Develop Shared Understanding of Current 
Execution System Strengths/Weaknesses

• Clarify SBU Mission/Vision
• Articulate 2-4 Breakthrough Goals

Prepare

Key Output –
Execution Capability Assessment

0

1

2

3

4

5

Clarity of 

Business Goals

Alignment of 

Personal Goals

Accountability for 

Delivery

Alignment of 

Action Plans

Robustness of 

Project 

Management

Effectiveness of 

Portfolio Review

Accuracy of 

Impact 

Forecasting

Effectiveness of 

Execution 

Review
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The next step is to sort the important from the urgent 

Align Cascade Execute

Focus Management Attention On          
What Matters 

1. Translate Breakthrough Objectives into 
Improvement Priorities and Clarify Functional 
Ownership (SBU X-Matrix)

2. Align Existing Indicators (Where Possible) as 
‘Targets to Improve’ (TTIs)

3. Identify Additional Indicators (If Required) to 
Ensure All Improvement Priorities Tracked 

4. Align Existing ‘In-flight’ Initiatives (Where Possible) 
to Improvement Priorities and Estimate Projected 
Impact on TTIs

5. Baseline TTIs and Run SBU Level Alignment and 
Target Setting Workshop

Prepare

Key Output –
Strategic Grid Alignment Assessment
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Once the important is clear, we need to refine and 
validate the plan

Ensure Plan is Comprehensive and 
Executable

1. Cascade Improvement Priorities That Are Not 
Addressed by Cross-functional Initiatives (Develop 
Functional X-Matrices)

2. Align Existing Indicators (Where Possible) or Scope 
New Indicators (Where Necessary)

3. Align Existing Initiatives (Where Possible) and 
Estimate Projected Impact on TTIs.

4. Baseline TTI Indicators and Run Functional 
Alignment and Target Setting Workshops.

5. Run Catch-ball Alignment Workshop (SBU Level) To 
Validate/Adjust Targets/Plan.

Primary Output –
Functional X Matrices

Align Cascade ExecutePrepare
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The final step shifts the focus from reviewing 
performance to driving execution

Relentlessly Drive Execution and Take 
Action Where Needed to Stay on Track

1. Resource and Implement Action Plans.
2. Implement On-going Data Collection For TTI 

Indicators and Action Plan Progress.
3. Set-up and Deploy a Monthly Reporting and 

Execution Review Cycle.
4. Update Current and Forecast Bowling Charts Based 

on Project Impact
5. Run Monthly ‘Execution Reviews’ at Functional and 

SBU Level.
6. Instigate Counter Measures to Maintain 

Performance
Key Output –

Actual and Forecast Bowling Chart

Align Cascade ExecutePrepare
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How can i-nexus help you realise the full 
potential of Business Execution?

The i-nexus on-demand Platform 
provides the most complete 
foundation available today for 
organisation-wide Business 
Execution.

Our global consulting partners have a deep 
understanding of what it takes to establish
business execution disciplines and are 
ready to help you build the competencies 
you need.

Learn More: www.i-nexus.com


