
uality

uality

uality uality

Strategic  
Deployment:
HarneSSing 
tHe power of 
ViSibility

Joe colletti

complimentary wHitepaper by 

January 2013 | Whitepaper



uality

uality

uality uality

2

8E Industrial Way, Suite 3, Salem, NH 03079   ❍   800.643.4316   ❍  service@goalqpc.com  ❍  goalqpc.com | MemoryJogger.org

Strategic Development  | Copyright © 2013 GOAL/QPC | All rights reserved. HK-MJ-2013

executiVe wHitepaper SerieS

The story is a familiar one. Your executive team spends days of 
hard work developing the strategic plan for the organization. There are reviews of 
in-depth market analyses and competitive assessments followed by the creation 
of a Vision for the organization. Through intensive dialogue and discussion a stra-
tegic plan is created that outlines the objectives and goals for the organization. 
Breakthroughs and challenges are built into the plan. It is clear that this is what the 
organization needs to do to successfully move into the future. There is commitment 
and positive energy around the plan announcement and launch. 

And then it happens. Slowly, at first, as the demands of day to day business begin 
to sap the strategic focus of the organization, the energy around the strategic plan 
accomplishment begins to fade. At lower levels of the organization, projects take 
on a life of their own. Redundancies of effort and unanticipated conflicts spring up. 
Everyone is working hard, focused on what they think is important yet the strate-
gic momentum grinds to a snail’s pace over time. The strategic plan has become 
credenzaware - a summary of all the things the organization wanted to do but just 
didn’t seem to be able to accomplish. Then, all of a sudden, it is time for another 
planning cycle. There may or may not have been any progress toward the strategic 
Vision. And so, the executive team begins its work again, repeating the cycle.  

Having an excellent strategic plan obviously is not enough. A great plan without an 
effective deployment system is doomed even before it is launched. Any progress is 

achieved by default, not by design. Unfortunately, there are only a few 
models of strategic deployment systems for an organization to utilize 
and the most common ones are defective hybrids of traditional Man-
agement By Objectives. For lack of a better model, the defective ones 
continue to be used because those are the ones that organizations 
are used to using and have patterned their organizational interactions 
around. When strategic plans are not achieved, the myth is that all the 
organization needs to do is to come up with a better strategic plan.

If deployment is important, where would managers or executives begin 
in their creation of a deployment system that will be effective for their 

organizations? The starting point is to identify the strengths and weaknesses of the 
organization’s current deployment system. Here are some questions that might be 
part of that assessment:

 �  Once the executive leadership has crafted the goals and objectives for the 
strategic plan, how are those challenges communicated to the rest of the 
organization? ( Consider drawing a map of the cascade…if you can…)

 �  How are the goals, objectives, initiatives, strategies, and projects identified and 
captured in each step of the deployment process? 

 �  How are the focus, priorities and intent of the plan communicated? Just verbally 
or one-on one?

 #  The strategic plan  

has become  

credenzaware
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 �  In the cascade, as objectives spawn initiatives or projects, what process is used 
to ensure both vertical and horizontal alignment of understanding and actions? 
(How does the organization ensure that everyone is on the same page?)

 � How are responsibilities and accountabilities for plan achievement identified?

 � How are cross-functional initiatives synchronized?

 �  How are potential conflicts and redundancies at lower levels in the organization 
identified and eliminated in the plan cascade? (As opposed to discovering  
them later.)

 �  How does the executive leadership team assess the 
load on the organization that is created by each 
goal? 

 �  As the plan is deployed, what links are there that 
connect the plan elements from level to level?

 �  What does the plan look like when it reaches 
the lower levels of the organization? Are the 
connections to the strategic goals clear? (Would 
employees know the organizational priorities and 
how their work is related  
to them?)

 �  How does the deployment system set the 
foundation for the on-going monitoring of the 
strategic plan? Is there a way to track progress 
against the plan?

 �  If unexpected crises arise, how does the executive or leadership team modify, 
suspend or terminate strategic activities that are impacted by those crises?

In answering the questions above, the deficiencies of the current strategic deploy-
ment system might become obvious. It should be clear that strategic deployment 
is all about seeing and making connections, dialoguing and decision-making 
around plan challenges and then being able to monitor progress on a con-
sistent basis throughout the year.

The typical MBO deployment hybrids used by many organizations are not usually 
effective in meeting the above challenges. This is partly due to the fact that MBO 
is primarily a vertical cascade of goals and objectives from the top to the bottom of 
an organization. It is rare to find systems that are designed to support horizontal 
alignment as plans are deployed. What happens in this scenario is that each orga-
nizational silo generates its own response to the strategic challenges assigned 
to it and within those silos a plethora of projects get generated to meet what are 
understood to be strategic requirements. Each group and department is focused 
on its own initiatives and projects (because that is what they will be rewarded for) 
and has no real visibility as to what others in the group or in the wider organiza-
tion are doing. This is a recipe for disaster.

Strategy (Priority)1.0 Topic

Goal

ChampionSt
at
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Team
Timeline

Q1 Q2 Q3 Q4
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One way to address the challenge of creating an effective deployment system is to 
understand that a key element in any deployment system is how the plan is visually 
captured, deployed and monitored. Getting everyone on the same page is more 
than just a catch phrase. It is actually part of the solution to the strategic deploy-
ment challenge. Creating visual templates that can be used to show the scope and 
interconnections of the top and subsequent levels of the strategic plan is essential. 
This is more than just putting the strategic information on a summary chart:

 #   Visibility is all about taking the complexity of 

what you are trying to manage and capturing 

it in visual formats that you can analyze, ma-

nipulate, communicate, dialogue, deploy and 

monitor. 
Creating such visibility is easier said than done. Consider this illustration of a pos-
sible cascade of a strategic goal from level to level in an organization. Notice what 
happens to the complexity as the plan cascades: 

 �  A single Goal can evolve into a multiplicity of strategies and projects… Now 
add the requirement of identifying who is responsible for each of the elements 
as well as what measures of success will be used and the timing involved for 
each element …. and this was just one Goal!

Strategic Goals

GOAL 1.0

Strategy Strategy

Objective Objective Objective

Project Project Project
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Fortunately, the Management and Planning tools offer options that can be used to 
capture all this complexity. There are matrix and tree diagram variants that can be 
developed for strategic deployment. An excellent example of the use of the M&P 
tools in strategic deployment is the Hoshin Kanri system that utilizes a matrix system 
to not only cascade the plan from level to level but also sets the locus for dialogue 
about the plan as it is deployed as well as creating the templates that can be used 
in the strategic monitoring process.  Here is how a Hoshin configuration would look:

Strategies

Objectives

1.0 Reduce Market Loss 20% to 10% MM Q4

 1.1 Physician Marketing +10% in Target EE Q1–Q3

 1.2 Inter-Hospital  3 Key Services KN Q3–Q4
   Collaboration Collaboration

Top-Level Matrix
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1.0 Reduce Market Loss From 20% to 10% MM Q1–4
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The matrices can be constructed in such a way that the connections between Goals, 
Strategies and Objectives and subsequent levels of actions are obvious as well as 
the measures, responsibilities and timing of each element. 

Here is a sample of a Hoshin Unit Level Matrix:

Such a matrix provides the op-
portunity not only to develop 
the initial plan together as a 
Unit but it also enables Unit 
management to assess the load 
placed on individuals within the 
Unit. Once completed, the ma-
trix can also be used to align 
the Unit with other Units of the 
organization as part of the plan 
deployment. (This is part of the 

organizational Walkabout step in the Catchball dynamic of the Hoshin deployment 
system.) In addition, this matrix can be utilized as a strategic plan monitoring and 
review template. This matrix meets the visibility requirements of being capable of 
analysis, manipulation, communication, deployment and monitoring.

Strategies
Objectives

Projects/Ops.
1.0 Increase Total Sales 25% RB AA Q1–4

 1.1 Target AMX Mkt. 2 new prod. EE YY, BV Q1–Q3

  1.1.1 Launch A  First sale KN BC, DS Q1–Q2
   1.1.1.1 Dev. A Dev. approv. JC YK Q1–Q2

   1.1.1.2 Mkt. A 10% mktshr YY WS, SD Q1

  1.1.2 Launch B First sale JC MI, GF Q3

   1.1.2.1 Dev. B Dev. approv. SE YY, SE Q2

   1.1.2.2 Mkt. B 30% mktshr RF SE,WL Q3

  1.1.3

Unit X Deployment Chart

Goals MeasureSt
at

us
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Time-
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Respon-
sibility
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For simpler deployments, plan visibility can be generated through the use of a 
modified tree diagram:

 

Again, the linkages are visible and the measures, responsibilities and timelines are 
identified. 

It would be an interesting exercise to take your current strategic plan and track the 
evolution of its cascade down through your organization.  How does it pass the vis-
ibility test? The following questions might help power up your plan:

 � In what ways does your strategic plan visibly show plan linkages?

 � How could the measures, responsibilities, and timing at each level captured?

 �  How might your organization leverage this visibility as the plan is cascaded? 
(How might Units get to see what each other are doing?)

 �  How might the leadership group use the visibility to foster feedback on plan 
feasibility and “ load” as the plan is cascaded?

 �  How might the executive and unit leadership use the visibility to monitor plan 
progress?

 �  How might leadership use the matrices to reward group and unit performance?

GOAL 1

Modified Tree Diagram

Measure Measure Measure Responsiblity Timeline

XXXXX
Strategy

1.2

Strategy
1.1 yyyy

zzzz

Project 1.1.1

Project 1.1.2

Project 1.1.3

xxxx

hhhh

zzzz

jjjj

mmmm
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LB

TH

BB

Q1

Q2

Q2

Q1

Q3

Project 1.2.1

Project 1.2.2

GOAL 2 SSSSSS
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Project 2.1.1
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There is need for a word of caution here. Transitioning to a visual strategic de-
ployment system may be traumatic for an organization. It means that business 
will be conducted differently. Roles, responsibilities and accountabilities will 
change—which means that managerial patterns for successful interaction will 
be modified or changed. There could be new levels of vulnerability that will be 
uncomfortable and threatening for managers when what they do is now visible for 
all to see. Using visible formats in strategic deployment literally turns the lights 
on in an organization. There is no place to hide. This potentially gives rise to 
resistance within the organization. It is important that leadership recognizes this 
and responds accordingly. Killing the messengers is a sure-fire way to guaran-
tee that the plan will be subverted. The focus on managing performance against 
plan goals becomes a process of positively responding to issues and providing 
support as needed. It is an excellent way to truly build a sense of teamwork and 
cooperation across the organization.

The task of implementing visibility into your strategic deployment system may be 
a challenging one. But the pain is worth the effort! Visibility is about turning on 
the lights in your organization. If you are as competitive as you are now in the 
dark, just imagine how much more formidable your organization would be when 
it operates in the light.

Arriving soon at MemoryJogger.org

The Hoshin Kanri Memory JoggerTM

Provides a detailed, step-by-step approach to implementing Hoshin 
Kanri in your organization. The process outlined in this Jogger repre-
sents the culmination of years of Hoshin evolution and learnings. In 
addition to this, it also contains a review of the pitfalls and tempta-
tions experienced by organizations that have implemented Hoshin. 

Take your organization to a higher level of performance. It details 
the steps in the three Hoshin Sequences: Creation, Dialogue and 
Deployment, and Audit. It also contains caveats gleaned from imple-
mentation experience that add depth to the understanding of each 
step and the overall process.
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 #  GOAL/QPC 

Helping industry flourish with greater quality, 

efficiency and a stronger workforce.
Our basic to critical tools for continuous improvement, quality, and organiza-
tional excellence are brought to you through our on-site training workshops. 
Our on-site training programs use a combination of lecture, case studies, and 
hands-on activities to teach key concepts and provide practical experience 
with improvement tools.

During the training you receive one or more books of our Memory Jogger 
series of Pocket Guides. The Memory Joggers are designed for anyone to use as 
a convenient and quick reference guide on the job or on the go. Our “What is 
it?” “Why use it?” and “How do I do it?” format, is crucial for understanding and 
retention of the tools. Put your finger on any individual tool within seconds!


