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A chance meeting at a conference, a seemingly unmissable opportunity for 
geographic expansion into Oman, and the enticement of taking on existing contracts 
led to a same day decision based only on a gut feeling.  
 
That was three years ago. Without any analysis, without legal review and with no 
examination of the business case, the two members of the Jamson leadership team 
who had jumped on a hastily arranged flight quickly realised there were no contracts, 
no guarantee of future business, and unreliable personnel. The risk of attention and 
energy being diverted into an unprofitable venture was uncomfortably close. 
 
Today, with a strategic plan in place to guide acquisitions and a suite of processes and 
initiatives to maintain a balanced scorecard, mitigate risk and continue impressive but 
manageable growth, the response to such an opportunity would differ significantly. 
“Thank goodness we didn’t…” is a sentiment the owners are confident they won’t find 
themselves uttering again.        
 
 
 
GROWTH THROUGH PAIN POINTS  
 
For a growing family-owned 
business or SME experiencing 
challenges and pain points, strategy 
should be viewed as the starting 
point for evolution and 
transformation.  
 
Many entrepreneurs begin with a 
vision and a plan, and this can carry 
a new business in its initial stages. 
However, tactics and ‘a plan’ are not 
the same as strategy. 
 
Developing strategy is about 
bringing together all the elements 

of vision, mission, values, and 
strategic initiatives that will help a 
business to grow and scale.  
 
This synthesis is needed to take the 
next step successfully. 
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          The biggest difficulty that the 

leaders I work with face is that they're 

growing so fast they just can't keep 

their arms wrapped around 

everything. 
Krysta Fox – CEO & Founder, Changeosity 
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Quality strategy implemented 
effectively, limits the creation of 
chaos in the face of increasing 
business complexity. 
 
As we have witnessed in recent 
times, the need to respond to 
external factors such as the 
pandemic, disruption to supply 
chains because of conflict or climate 
factors and even changes in the 
regulatory environment, can cause 
organisations at all levels of maturity 
to review strategy.  
 
Those which do so successfully are 
still viable and growing today.  
 
IN INTERESTING AND IN GOOD 
TIMES 
 
The types of events which demand 
leaders step back and review 
strategy are varied.  

 
Further, they do 
not occur only in 
the early stages 
of the 
development of 
an enterprise.  
 

Perhaps 
surprisingly, it is 
more commonly 
success which 
produces the 
need for a family-
owned business 
or SME to work 
on strategy.  

Having effective strategy supports 
an enterprise in being scalable by 
‘getting the house in order’ and 
providing clarity around managing 
and sustaining growth. 
 
An understandable reaction to 
growth and success is to ‘live it 24/7’, 
focussing on the day to day to the 
exclusion of all else.  
 
And yes, placing a substantial 
review of the fundamentals on the 
backburner may work, at least until 
pain points become barriers.  
 
When things start happening so 
fast that decisions are hasty, 
resources are stretched, processes 
falter and people make do by 
shifting into survival mode, the 
threat of running the entire 
enterprise aground can become a 
waking nightmare. 
 
Although stepping away when 
seemingly too busy to stop is not 
easy, time invested in development 
of strategy supports leaders and 
organisations in successfully 
navigating what might otherwise 
become chaos. 
 
If your pain points arise from needs 
such as: 
 

• how best to raise capital 
• ways to address limitations in 

infrastructure or premises 
• how to build core 

competencies in the team 

Developing 
strategy is about 
bringing together 
all the elements of 
vision, mission, 
values, and 
strategic 
initiatives that 
will help a 
business to grow 
and scale. 
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• making HR decisions around 
expanding 

• refining how IT and 
marketing is working (or not) 

• sound evaluation of 
opportunities and risks such 
as those presented in 
diversification and adjacency 

 
then time invested in developing 
your ‘strategy house’ and a 
balanced scorecard (BSC) will clarify 
priorities and guide leaders on 
where to go next. 
 
INVESTIGATION AND ANALYSIS 
 
Developing strategy is an organic 
process and takes time.  
Clarifying where you want to go 
with the business begins with 
investigation. 
 
The Changeosity consultation 
process, when supporting family-
owned businesses and SMEs to 
develop strategy, begins with a 
combination of workshops with the 
leadership group and, typically, 
surveying several layers in the 
organisation. 

 
This investigation is about finding 
out more about challenges and 

digging to answer probling 
questions.  
 

 
Involving some of the familiar and 
more typical strengths, weaknesses, 
opportunities, threats analysis along 
with, strategic barriers analysis 
provides a lot of insight.  
 
Typically, this involves a cycle of 
looking at all the functional aspects 
of an organisation, from finance, to 
marketing, business development 
or operations to HR and IT. When 
this exercise is done, in a fun, non-
judgemental way, it yields insights 
that proide the basis for developing 
effective strategy.   
 
But it is with a survey asking the 
right questions, very particular 
questions, that the outcome of the 
investigation can be profound.  
 
For example, just the one question:  
 
“If you were CEO for the day, what 
would you do?”  
 
has seen many brilliant insights 
reveal themselves. 
 

What are the things that are 

not working right now in the 

organisation? 

What could bring us unstuck?  

What do we feel lets us down? 
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INFORMED BRAVERY 
 
For a leadership team 
workshopping information that has 
been gathered through 
investigation, the strategy 
development process is largely 
completed within just two days.  
 
There is simply no need for months 
of paralysis by analysis, when you 
have people in the room who have 
been living and breathing the 
industry, its customers, and their 
geography for years. 
 
It is a magical discovery for many 
leaders who experience the process 
and, for the first time, view 
themselves as ‘strategic’.  
 
Central to Changeosity’s 
consultancy approach is a belief 
that knowledge not already in the 
room is, by and large, not very 
helpful. 
 
Leaders achieve deeper 
understanding using various tools 
to bring things to the surface. They 
are enabled to prioritise and ask:  
 
“OK. Now what is most critical in 
terms of the improvement road 
map?” and “Where do we need to 
go?” 
 
A Balanced Scorecard or ‘BSC’, a 
strategic tool developed by Kaplan 
and Norton (ASQ, 2022) useful in 
articulating, acting upon strategy 

and then gaining feedback from 
different perspectves within the 
organisation, is one of suite of 
elegant tools which can be 
introduced at this point.  
  
From here there is no typical path or 
process.  
 
Rather than applying a generic, 
textbook strategy it is an individual, 
organic journey. 
 

 
 
Indeed, the companies that 
Changeosity has worked with that 
really have transformed 
dramatically have moved through 
discomfort and embraced a 
strategy and plan of action which 
responds to the specifics of their 
organisation at the point in time. 
 
For some organisations the place to 
go has been straight to focusing on 
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a particular area of the business that 
is just holding them back.  

 
In one organisation we worked with 
that was finance. Everything was 
getting stopped because finance 
wasn't working properly. Here the 
strategy building process resulted 
in doing a digital transformation of 
the finance processes. 
 
For another organisation it was all 
about leadership development and 
opening up the leadership group to 
thinking and behaving differently 
and harnessing much more 
productivity from next level leaders. 
 
In some cases, what’s most critical is 
to go straight to really 
understanding the risks in the 
business and mitigating those. 
 

One example is a construction firm 
who were doing a really brilliant job 
of managing risk in their projects.  
 
However, the investigation revealed 
that not so much attention was 
being paid to corporate risk.  
 
What was interesting is, in the 
process of addressing that, was how 
much more was learned by the 
organisation, particularly about 
potential innovations and 
improvements. 
 
A clear strategy, based on 
understanding of the core strengths 
and values of the business which are 
at the foundation of success to date 
also provides the confidence to say 
‘no’ when considering new 
proposals and opportunities. 
 
CLARITY FROM BREVITY 
 
There are several levels of strategy, 
from an overall business strategy to 
functional strategies, such as a 
marketing or technology strategy.  
 
Understanding that it’s often not 
necessary to have a strategy for 
every part of the business 
immediately can make the process 
of beginning less daunting. 
 
Indeed, at Changeosity, experience 
tells us that organisations grappling 
with challenges are far better off 
creating a very simple, three-to-five 
page, strategy document, 

What is the most critical in 
terms of the improvement 

roadmap? 

Where do we need to go?  

Organisations grappling with 

challenges are far better off 

creating a very simple three-to-

five page strategy document 
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developed as a result of having the 
right people in the room.  

 
 
Pulling together, onto just one 
single page, the organisation’s 
vision statement, their four-to-five 
core values, four-to-five business 
drivers, and a handful of initiatives 
can be a very powerful driving force 
that unlocks productivity. 
 
Even cases where an SME 
determines there is a justification to 
go to the level of having a strategy 
for every part of the business, it 
should not be more than one page 
for each. 
 
As leaders, we have to be honest 
with ourselves and recognise that 
no one reads or remembers much 
beyond the first page, let alone 
actually implements it! 
 
 
 

HAVING YOUR HOUSE IN ORDER 
 
To be powerful, strategy needs to be 
understood by all stakeholders.  
 
As readers no doubt appreciate, 
using visuals and models to 
communicate complex ideas 
concisely and memorably is 
effective. 
 
In relation to communicating 
strategy visually, Kaplan and Norton 
(2000) remark:   
 
 

Imagine that you are a general 
taking your troops into foreign 
territory.  
 
Obviously, you would need 
detailed maps showing the 
important towns and villages, 
the surrounding landscape, key 
structures like bridges and 
tunnels, and the roads and 
highways that traverse the 
region. Without such 
information, you couldn’t 
communicate your campaign 
strategy to your field officers 
and the rest of your troops.  
 
Unfortunately, many top 
executives are trying to do just 
that. 

 
 
 
 

          My observation, from 30 years 

of working in the corporate world, is 

that if you go and do a 200-page 

research paper for a strategy it looks 

very impressive, but no one actually, 

really reads it or does anything with 

it. 
Krysta Fox – CEO & Founder Changeosity 
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Vision, mission, values, and the 
contents of the strategy document 
can be meaningfully depicted using 
the concept of a ‘Strategy House’. 
 

 
Now recognised as having distinct 
American and European versions, 
the concept of representing 
strategy graphically as a ‘house’ is 
attributed to Dr Walter Schmidt and 
Dr Herwig Friedag. (Osmark, 2015).  
 
Incorporating and enhancing two 
different strategy approaches, 
Stakeholder Theory and BSC, the 
Strategy House model presents 
strategy in a way which bridges 
vision, and the functional, logistical 
action plans necessary to a growing 
business to do so successfully. 
 
In addition to leadership investing 
time and discussion around 

developing the Strategy House 
ensuring a shared understanding of 
strategy, the process supports the 
alignment of priorities and other 
business documents such as policy 
and scorecards with that strategy. 
 
The Strategy House can be shared 
across all levels of an organisation. It 
aids stakeholders, such as 
employees, in seeing the value of 
their work as a contribution to the 
overall goals of the business. 
 
IN FOR THE LONG HAUL 
 
Bringing all the threads together 
takes years.  
 
Few people begin a business with a 
mindset of it being a short-term or 
static enterprise.  
 
Just as realising the vision which 
was the catalyst for starting a 
business is a complex journey 
involving experimentation and 
learning, actioning and refining 
strategy effectively unfolds over 
time.  
 
The first time, some processes and 
actions inevitably involve 
guesswork, trial, and error.  
 

          Strategy is not the 

consequence of planning, but the 

opposite: its starting point. 
Prof. Henry Mintzberg – Desautels Faculty of 

Management McGill University  
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Discipline around adhering to 
strategy, for example when 
evaluating opportunities for 
expansion growth through 
adjacencies or diversifications, can 
guide decisions and lessen the risk 
of contributing to an estimated 
average 75% failure rate of initiatives 
launched by companies. (Zook and 
Allen, 2014 ) 
 
Successful organisations learn from 
mistakes, capitalise on what is 
called the “learning-curve effect”, 
and get better and better at 
creating strategy.  
 
One challenge faced by 
organisations is the continuous 
implementation of strategy. (ECD, 
2021)  
 
To overcome that challenge, 
Changeosity implements 
dashboard reporting that holds 
leadership accountable against 
their promises - these can be 
sobering conversations for leaders 
who have habitually ‘let themselves 
off the hook’ in the past.  
 
For organisations which stick with 
the tedious task of following 

through on their promises, the 
rewards are astonishing.  
 
Strategy consultants, like 
Changeosity, who work closely with 
their clients over long periods of 
time to help them consistently 
deliver strategic change, can attest 
to leaders’ mindset shift.  
 
Leaders who were once unsure 
become quietly confident that 
strategies will be achieved – doubt is 
greatly diminished. 
 
As a framework which articulates 
action points or the plan for the 
implementation of strategy, a BSC 
drives so many things.  
 
For example, it’s a mechanism for 
asking questions such as:  
 

 
Further, unlike some other 
approaches, using BSC moves 
beyond strategy having only 
financial dimensions.  
 
It is a framework which can facilitate 
meaningful strategic conversations 
relating to developing intellectual 
capital and the aspirations of 
stakeholders.  

In the balance scorecard we need 

to improve leadership 

development. What are we doing 

about that?” 
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 This is recognised as having a 
positive impact on employee 
motivation and satisfaction 
(Lewandowska, and Wiecek-Janka, 
2016).  
 
Thus, using BSC can help overcome 
many of the barriers to successful 
implementation of strategy within 
an organisation. If nothing else, its 
elegant in its simplicity. 
 
SUSTAINING PERFORMANCE  
WITH MONITORING 
 
It is said that ‘the devil is in the 
detail’.  
 
In this context, perhaps, the better 
saying would be ‘the delight is in the 
detail’.  
 
Why? Because business leaders 
who adopt a disciplined approach 
to consistently and continuously 
delivering promised action get 
delightful results. 
 
With a Strategy House that is 
translated into a clear action plan 
with deadlines and accountability, 
together with continuous follow up 
by leadership it is difficult to fail to 
deliver change. 
  
TRANSFORMATION THROUGH A 
DIGITAL APPROACH 
 
Changeosity spent a full year 
developing and testing its unique 

digitised approach to turning 
strategy into action, and today 
works with its clients to track the 
delivery of strategic initiatives.  
 
One important discovery has been 
the power of visualising results. 
When leaders use digital 
dashboards to track progress, they 
can build a picture of their journey 
toward the accomplishment of 
goals.  
 
The right dashboards can also help 
to simplify and and tools that are 

Illustrative Balanced Scorecard objective and result 

tracker  
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helping organisations today in this 
region to really manage the 

complexity of strategy and its 
execution. 
 

 
When BAX initiated fourteen new strategic initiatives across their organisation, the 
newly formed Change Team were excited to see how the dashboard built by  
 
Changeosity showed the projects as a portfolio.  
 
They were able to simply click on projects and review their business cases and check 
action progress.  
 
Reporting to top management was simple. 
 
The Change Team felt like they’d leap-frogged themselves into a sophisticated 
project management office, while retaining the simplicity and down-to-earth values 
of a family business, albeit a large one. Overcoming challenges and transformation 
through implementation of strategy, which had previously seemed unobtainable, 
become a journey approached with confidence.  
 
 
WANT TO LEARN MORE? 
Are you looking for knowledgeable and supportive guidance from 
professionals who ‘have been there’ and intimately understand the 
excitement, pitfalls and challenges faced by SMEs or family owner enterprises 
in times of growth and opportunity? Do you find yourself asking questions not 
unlike those in this article about direction, where to focus energy and how to 
make the ‘right call’? We invite you to reach out to Changeosity, today to 
explore the ways in which our consultants can join and support you on your 
journey.  
 
 

   
 
 
 
 
 
 
 

STRATEGY 

DEVELOPMENT 

GOVERNANCE LEADERSHIP 

ACADEMY 

Get in touch with us to discuss your business 

or follow us: 

ECONOMIC ZONES  

& ADVISORY 

https://changeosity.com/your-strategy-builder/
https://changeosity.com/your-strategy-builder/
https://changeosity.com/boardroom-effectiveness-coaching/
https://changeosity.com/boardroom-effectiveness-coaching/
https://changeosity.com/leading-through-change-academy/
https://changeosity.com/leading-through-change-academy/
https://changeosity.com/leading-through-change-academy/
https://changeosity.com/
https://www.linkedin.com/company/changeosity
https://www.instagram.com/changeosity
https://www.facebook.com/changeosity/
mailto:info@changeosity.com
https://twitter.com/changeosity
https://www.youtube.com/channel/UCjJMB0TjYyMKS2bLTtXS_1A
http://ezdaalliance.com/
http://ezdaalliance.com/
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