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Welcome. 

 
We would like to welcome you back to our next module in this online training course.  
 
This training module is called “Step 1 - Strategy Deployment Part 3.” 
 
This module is a continuation of our Lean Expert online course series called “10 steps to 
become a Lean Enterprise.”  
 
This program has been specifically designed to demonstrate our step by step 
methodology that will allow any organization to become a Lean Enterprise. 
 
Let’s continue your lean journey! 
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Course Objectives 

 
Here are the course objectives for the Strategy Deployment Application Module. We 
specially designed this module so you will get a full understanding of each of the required 
steps to complete a Strategy Deployment plan.  This is a critical element in the “10 Steps 
to become a Lean Enterprise” program. 
 
Upon completion of this course, you should be able to: 
 

• Understand the application of Strategy Deployment (SD). 

• Understand the 3 levels of the SD Application. 

• Determine key focus areas for improvement.  

• Understand the tools of Strategy Deployment. 

• Understand the Strategy Deployment planning and scheduling process. 
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 Upon completion of this course, you should be able to:
 Understand the application of Strategy Deployment (SD)

 Understand the 3 levels of the SD Application

 Determine key focus areas for improvement 

 Understand the tools of Strategy Deployment

 Understand opportunities for improvement and how to 

identify them.

 Understand the Strategy Deployment planning and 

scheduling process
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3 Levels of Application 

 
The Strategy Deployment process has 3 key levels of application. Each level must be 
completed in the correct order to be able to develop a quality end product to achieve the 
best results. 
 
The 3 levels of application are: 
 

1. Define the key focus areas in the business that needs improving. 

2. Identify and prioritize any opportunities for improvement in the key focus areas. 

3. Determine the improvement procedure and designate a person who is going to be 

responsible for any action items. 

 
On the following screen we will discuss the flowchart demonstrating the tools and 
activities for Strategy Deployment.  
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1. Start by defining the key focus areas

2. Identify & prioritize Opportunities for Improvement (OFI)

3. Designate responsibility for action items 

and determine improvement procedure
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Application Flowchart 1st Level 

 
This screen explains the first of the 3 levels. Each level has a series of tools and activities 
to allow an organization to reach an outcome that will fit their needs. A timeline has been 
added to demonstrate the development of the process over a 12 week period.  
This is simply for guidance purposes during the training session.  It will be the executive 
leadership’s responsibility to determine their schedule. Some companies choose to do an 
offsite event where they bring all the key people together. They develop their company’s 
Strategy Deployment plan over a couple of days. There is nothing wrong with this 
approach; it works well if the leadership team has the time to do it.  
 
Unfortunately most organizations don’t schedule the time, or they leave it until the last 
minute. Then the management team often ends up wondering why they created an 
inferior plan with poor results and little to no improvements. Strategy Deployment is one 
area where a company must give some time to save time over the long term. It is 
important to remember that every organization is different, and they may need some 
minor adjustments to the flowchart activities to meet their specific needs.  
 
Level 1: Determine Key Strategic Focus areas: 
 

1. Start a SD Checklist to track the status of each activity (Weeks 12). 

2. Complete a SD Project Charter to define the purpose and scope of the event 

(Weeks 11 & 10). 

3. Create a SIPOC (or COPIS) for the high level processes (Weeks 9 & 8).  

4. Complete a SWOT Analysis of the high level processes and define strategic focus 

areas (Weeks 7 & 6) 
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2. Identify & prioritize Opportunities for Improvement (OFI)

3. Designate responsibility for action items 

and determine improvement procedure
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Application Flowchart 2nd Level 

 
This screen explains the second of the 3 levels. It is important to remember that every 
organization is different, and they may need some minor adjustments to the flowchart 
activities to meet their specific needs. However, this section of the flowchart is a good 
guide for most companies to follow.  
 
The organization has already identified their key focus areas in the 1st level. In the 2nd 
level, they will be identifying and prioritizing the potential opportunities for improvement 
in each of their key focus areas. An organization will need to allow every potential 
opportunity to be captured; they should not filter any of their ideas. An Impact/Effort Matrix 
will be used to filter and prioritize all potential opportunities during these 2nd level 
sessions.  
 
Level 2: Identify and prioritize “Opportunities for Improvement (OFI’s)”: 
 

1. Complete a high level Value Stream Map of the key processes in the strategic 

focus areas. Identify and list “Opportunities for Improvement” from Value Stream 

Maps (Weeks 5 & 4). 

2. Use an Affinity Diagram to categorize “Opportunities for Improvement” (Week 3).  

3. Prioritize the OFI’s using an Impact/Effort Matrix (Week 3). 

4. Create a prioritized list of all OFI action items (Week 3). 
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3. Designate responsibility for action items 

and determine improvement procedure
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Application Flowchart 3rd Level 

 
This screen explains the third of the 3 levels. Once again, it is important to remember that 
every organization is different, and they may need some minor adjustments to the 
flowchart activities to meet their specific needs. However, this section of the flowchart is 
a good guide for most companies to follow. 
 
The organization has already identified their key focus areas in the 1st level. In the 2nd 
level, they identified and prioritized their opportunities for improvement in their key focus 
areas. In the 3rd level they will begin to develop and define their strategic initiatives and 
start to build their plan. In this level they will start to designate resources such as time, 
people, etc. to each strategic initiative.   
 
Level 3: Designate responsibility for action items and determine improvement procedure: 
 

1. Use OFI list to define the strategic goals (BTO’s & AIP’s) and objectives (TI’s). 

Designate process owners and/or another person the responsibility for action items 

(Week 3). 

2. Determine an improvement process (RIE, JDI or Project) to be used for action 

items (Week 2).  

3. Identify a date for each improvement event (Week 1). 

4. Enter dates for scheduled events onto the X matrix and implementation calendar. 

(Week 1). 
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Strategy Deployment Checklist 

 
A Strategy Deployment Checklist is a tool to ensure that all the necessary activities are 
performed and completed in the correct order. It also identifies a current status for each 
activity, which is: 
 

1. The activity has started.  

2. The activity has started and is being worked on.  

3. The activity has been completed.  

 
It is used in conjunction with the Project Charter as a guidance document to ensure the 
process in being completed as planned in the Application Flowchart. It requires 
agreement from everyone involved with the Strategy Deployment development process 
to use it and follow it. This checklist is a standardized document for Strategy Deployment 
Application.  
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Use the SD Checklist to ensure that all 

activities are completed in the correct order
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Project Charter 

 
Complete a Strategy Deployment Charter to define the scope and focus of the process: 
 

1. Define the vision statement. 

2. Define the mission statement. 

3. Define the scope. 

4. Define the time line for activities. 

5. Identify Process Lead or Champion. 

6. Identify key performance metrics. 

 
Without an agreement in the form of a charter, your project is like a ship without a rudder. 
It can end up anywhere and usually does. This is called “Project Creep”. 

Step 1 – Strategy Deployment Application
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A Strategy Deployment 

Charter is important 

because it defines the 

scope and focus of the 

process or project.

Without an agreement in 

the form of a charter 

your project is like a ship 

without a rudder. It can 

end up anywhere.
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SIPOC Diagram 

 
SIPOC diagrams are very easy to complete. It requires a cross functional team to 
complete a SIPOC. This brings knowledgeable people from each of the defined process 
areas together to give their input into the development of the SIPOC process. 
 
Here are the steps to complete a SIPOC: 
 

1. Draw the Process Map. Keep it at a high level (5 or fewer processes).  

2. Identify the Outputs from this process map.  

3. Identify the Customers who receive the Outputs from this process.  

4. Identify the Inputs required for the process to function properly.  

5. Identify the Suppliers of the Inputs as required by the process.   

6. Verify the SIPOC with Project Champion and stakeholders. 
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A SIPOC Diagram will help a team to start to 

think and see systemically. They will be able to 

connect the stakeholders, materials, activities 

and products throughout the whole process.

Suppliers Inputs Process Outputs Customers

ShipPunch Form Weld Paint

SIPOC Diagram Fabrication Manufacturer

• Sheet Metal

• Welding

• Paint

• Cartons

• Punch Operator

• Welder

• Paint Sprayer

• Shipping

• Widgets A

• Widget B

• Widget C

• ACME Computers

• Dynamic Software

• IT Systems Inc
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A SWOT Analysis can help a team to identify 

any strengths, weaknesses, opportunities and 

threats that have an impact on the business. 

• What do you do better than anyone else?

• What unique resources can you draw on?

• What do others see as your key strengths?

• What sets you apart from your competitors?

• What must you improve today?

• Where are you lacking in resources?

• What are your know weak points?

• How does your competitors benefit from    

your weak point?

Strengths Weaknesses

• What opportunities are you open to?

• What trends can you take advantage of?

• How can you turn your strengths into 

opportunities?

• What can harm you?

• What are your competitors doing to 

eliminate you?

• What threats do your weaknesses expose 

you to?

Opportunities Threats

 

SWOT Analysis 

 
A SWOT Analysis can help an executive management team to identify any strengths, 
weaknesses, opportunities and threats that have an impact on the business.  
 
Complete a SWOT Analysis to define the key focus areas: 
 

1. Identify internal Strengths and Weaknesses of the organization. 

2. Identify external Opportunities and Threats to the organization. 

3. Determine SO, WO, ST, and WT strategies. 

 
Here are the four strategies for helping an organization determine: 
  

1. SO: Strategies take advantage of opportunities that are a best fit with strengths. 
 

2. WO: Strategies overcome weaknesses by pursuing opportunities. 
 

3. ST: Strategies use strengths to reduce its vulnerabilities to external threats. 
 

4. WT: Strategies defend weaknesses to reduce susceptibility to external threats. 
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High Level Value Stream Map 

 
You can use the information from the SIPOC diagram to draw a current state value stream 
map for each of the key focus areas. Follow these six steps: 
 

1. Identify the complete activity flow for each high level process. 

2. Identify and categorize each activity as value added or non-value added.  

3. Identify the cycle time for each activity. 

4. Total the cycle times for all activities to give the overall time.  

5. Calculate the totals for the value added vs. non-value added times. 

6. Identify the non-value added or waste. These are the “opportunities for 

improvement” where a team will need to find solutions to eliminate the waste. 

 
Refer to the Step 2 – Value Stream Mapping training module for more information. 

 

  

Step 1 – Strategy Deployment Application

11©2007 Radical Transformation LLC – All rights reserved

A high level Value Stream Map will allow 

everyone to see the activities involved in the 

process flow and how they interact together.

10 hrs 20 hrs 5 hrs

80 550 50 150

Suppliers Customers

Receiving Assembly Paint Test Shipping

Production

Control

45 hrs

25 per day

33 days

5 hrs5 hrs

Build

Schedule

Shipping

Schedule
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Affinity Diagram 

 
Use an affinity diagram to identify and categorize all the opportunities for improvement. 
Follow these four steps: 
 

1. Write the opportunities on separate post-its and place them on a board or wall. 

2. Organizing the post-its with similar items into separate groups. Once you have 

completed this there will be multiple groups. 

3. Give each group a main heading to categorize and clearly identify the types of 

opportunities e.g. process, material, equipment, etc 

4. Prioritize each category based on its impact to improve the business compared to 

the amount of effort required to implement the improvements in terms of cost, 

resources, time, etc. 
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An Affinity diagram is a great tool for 

organizing ideas or activities into groups.
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Prioritized items

#1 - A1 

#2 - B4

#3 - B3

#4 - C5

#5 - D2

High

Low

Im
p

a
c
t

Low High

1

34

5

2

An Impact/Effort matrix is used to prioritize 

action items.

A
Quick Gains

B
Projects or 

Strategic 

Initiatives

C
Fill in items

D
Difficult to achieve

Effort

 

Impact/Effort Matrix 

 
Use an Impact/Effort matrix (or pick chart) to prioritize the categorized opportunities from 
the affinity diagram.  
 
Impact means the level of improvement to the organization financially, systemically, etc.  
 
Effort means all the resources required to implement the improvement i.e. time, money, 
people, etc. Follow these three steps: 
 

1. Take each problem solution and determine its Impact on the process. 

2. Next determine the Effort required implementing the problem solution. 

3. Prioritize the implementation based on where they are located on the matrix. 

 
Quadrant A - High Impact/Low Effort items are urgent and important. They will deliver 
quick gains, so they should be completed as soon as possible (ASAP). 
 
Quadrant B - High Impact/High Effort items are projects or strategic initiatives. They often 
need input or support from outside of the organization i.e. corporate, customers, etc. 
These items will need project management to ensure they are staying on track.  
 
Quadrant C - Low Impact/Low Effort items are important but not urgent. These should be 
completed when nothing else is available to work on in Quadrants A or B. 
 
Quadrant D - Low Impact/High Effort items are very difficult to complete because there is 
very little improvement or pay back for the amount of effort required. 
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An Action List can be used to identify and list 

all of the BTO’s, AIP’s, TI’s and Tasks.

AIP Target Improvement Task/Activities

1.1 Reduce communication errors 

between staff and patients by 30%.

1.1.1 Improve current patient appointment 

system errors by 15%.

1) Create charter

2) Identify team members

3) Train team

4) Hold event

5) Follow-up 30/60/90 day

1.1 Reduce communication errors 

between staff and patients by 30%.

1.1.2 Improve staff communication procedures  

to reduce patient complaints by 10%.

1) Create charter

2) Identify team members

3) Train team

4) Hold event

5) Follow-up 30/60/90 day

 

Strategy Deployment Action List 

 
Once the action items have been prioritized using the Impact effort matrix, the next step 
is to list and organize them using an  SD Action List.  
 
Follow these six steps: 
 

1. Identify the key strategic goals that will move the organization to achieve 

breakthrough. These goals are the breakthrough objectives or BTO’s. 

2. List and prioritize the key strategic focus areas (AIP’s) to fulfill each BTO. 

3. Identify the key strategic initiatives or Target Improvements (TI’s) that align under 

each strategic focus area (AIP). 

4. List these aligned strategic initiatives or target improvements (TI’s) in the action 

list. 

5. List tasks/activities to complete each strategic initiative or target improvement (TI). 

6. Schedule 30/60/90 day follow-up meetings to determine the status of each item in 

the action list. 

 
 
Refer to the Step 1 - Strategy Deployment Parts 1 and 2 for more information. 
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Now you are ready to decide what type of improvement 

procedure is required for each action item:

• Define which organizational level will take the lead for 

each action item i.e. Executive level, Management level, 

etc

• Identify which improvement method fits each action item

• Is it a Rapid Improvement Event?

• Is it a Just Do It?

• Is it a Short or Long Term Project?

 

Identifying an Improvement Procedure 

 
Now you are ready to decide what type of improvement procedure is required for each 
action item. Follow these four steps to decide the best fit for each action item: 
 

1. Define which level will take the lead for each action item i.e. Executive level, 

Management level, etc. 

 

2. If the decision making for each of the action items is under local control then it will 

require a Rapid Improvement Event (RIE). 

 

3. If the process can be changed quickly by a small team of two or more people after 

a short discussion, it will be a Just Do It (JDI).  

 

4. If the decision making requires approval from a non-local entity then it will be 

defined as a short or long term project. It may need elevating to a higher level of 

organizational leadership and they will take the necessary action. Many of the 

action items in this category will have a strategic impact on the organization.  
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As the BTO’s, AIP’s and TI’s are 

identified they can be entered onto 

an X matrix. It is an easy method to 

align and connect all of the 

elements of the Strategy 

Deployment Planning process. 

The X Matrix has four main 

sections. One section connects into 

the next to create a circular flow.

On the next screen is a sample of a 

larger X matrix with more detail.

 

X Matrix 

 
As each of the action items in the form of BTO’s, AIP’s, and TI’s are identified, they can 
be entered onto an X matrix. It is an easy method to align and connect all the elements 
of the Strategy Deployment Planning process. The X Matrix defines the Why, Where, 
What, When, Who, and How, or 5W1H. 
 
Many companies use the X Matrix because they can make a large print of it, and it’s easy 
to see how each section connects to the next one to create a circular flow around the 
center of the “X”.  
 
The X Matrix has four main sections: 
 

1. The vision statement identifies WHY an organization must change. BTO’s identify 

WHERE to focus the change to fulfill the vision. 

2. AIP’s identifies WHAT higher level processes to focus on to fulfill the BTO’s. 

3. TI’s with supporting metrics identifies HOW to improve a process to fulfill the AIP’s. 

Process improvements will need to generate metrics, which can be tracked and 

proven to deliver a positive trend. 

4. WHO is the person responsible to oversee the action and WHEN is the completion 

date, these are entered into the “Timeline & Responsibility” section. 

 
On the next screen is a larger example X matrix with more details. 
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X Matrix Example 
 
The example on the screen is a partial image of an X Matrix that has been populated. It 
will give a better idea of how to use the X Matrix.  
 
The callouts show each of the four sections and give some additional details about each 
of them: 
   

1. BTO’s - Where we must change to meet the vision. 

2. AIP’s - What key areas must we focus on during the next 12 months. 

3. TI’s - Which processes identified in the AIP’s, are to be targeted for improvement. 

4. Timeline - When is it due and who is responsible for it? 

 
The X Matrix is one of many tools that have been developed for Strategy Deployment. In 
fact, many companies will develop their own tools and techniques to support their 
Strategy Deployment process.   
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BTO’s
Where we must 
change to meet 

the vision.

AIP’s
What  key area’s 

to focus on in 
the next 

12 months

TI’s
Which processes 
identified in the 

AIP’s are 
targeted for 

improvement

When is it due 
and who is 
responsible 

for it



Lean Expert Course Workbook - Step 1 Strategy Deployment Part 3 

20 
 

Copyright Radical Transformation LLC                www.radical-transformation.com Rev 1 

 

Implementation Plan 

 
Once you have determined the type of improvement procedure for each OFI action item 
and the person responsible for overseeing the process, you will then need to create an 
implementation plan.  
 
Follow these seven steps: 
 

1. Input Target Improvements into the Implementation Plan. 

2. Identify the specific tasks required to complete each Target Improvement. 

3. Schedule a start and end date for each Target Improvement. 

4. Schedule 30/60/90 day follow-up review meetings for each Target Improvement 

5. Schedule all activities for next year’s Strategy Deployment process as defined in 

the checklist. 

6. Review the Implementation Plan regularly to ensure everything is on track. 

7. Determine countermeasures if activities are not started on time, delayed, etc.  
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• Determine the type of improvement procedure and 

responsible persons:

• Create a implementation plan to track the status of 

each activity.
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Strategy Deployment Worksheet 

 
When the Strategy Deployment development process has been completed, it is the 
perfect time to utilize the SD worksheet. It has been designed to identify and document 
the: 
 

1. Specific tasks.  

2. Point of contact (POC).  

3. Alternate point of contact (2nd POC).  

4. Estimated completion dates (ECD). 

5. Status of each task.   

 
This document would be used for tracking an event such as a JDI, RIE, or Project. These 
tasks will have a direct connection to each level of the strategic plan. You can see this in 
the worksheet example on the screen. It clearly defines the specific BTO, AIP, and TI 
that’s driving the event and completion of these tasks.  
 
This worksheet demonstrates how an executive level strategic initiative is communicated 
to employees at the tactical level.  Using this worksheet demonstrates to an employee 
how their actions impact the executive level decision. So, there is a direct connection from 
the executive boardroom to the shop floor. 
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Application Flowchart 
 
Now, let’s take a moment to recap the SD application flowchart.  
 
The key purpose of this flowchart is to guide an executive team to move through their 
Strategy Deployment process.  
 
There have been many books written about this subject and several have a slightly 
different methodology or approach. Going through the process is not easy but the 
payback is huge if an executive leadership team can stay on course.  
 
To become a Lean Enterprise it is critical to establish a robust Strategy Deployment 
process. Without it, an organization’s real needs will be unclear and its destination will 
be unknown. 
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Exercise 

 
We would like you to get involved in another practical exercise.  You can download a copy 
of the SD Worksheet or use the one in your course workbook. 
 

1. Use your own strategic plan which you developed for the exercise in Step 1 - 
Strategy Deployment Parts 1 and 2 training modules. 

 
2. Use the SD worksheet to identify the levels e.g. BTO, AIP, and TI from your 

strategic plan.  
 

3. Enter the details of the specific activities (tasks) required to fulfill the vision. 
   
It’s important to remember this is a training exercise designed to help you, so try to have 
fun with it. 
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 Download a copy of the Strategy Deployment 

Worksheet.

 Using your strategic plan (from previous Strategy 

Deployment modules), complete the worksheet to 

identify the levels and specific activities required to 

fulfill the vision.

 Remember this is an exercise! Have fun!

 You learn best when you apply your knowledge!
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End of this Presentation. 
 
Congratulations, you have now completed this presentation. 
 
Please go to the next training module in your Lean Expert online course materials.  
 
 
 

 

 
 

  



Lean Expert Course Workbook - Step 1 Strategy Deployment Part 3 

25 
 

Copyright Radical Transformation LLC                www.radical-transformation.com Rev 1 

Reference Materials 

 

1. Hoshin Kanri for a Lean Enterprise: Developing Competitive Capabilities and 

Managing Profit. 

By: Thomas L. Jackson. Published by Productivity Press 2006. 

2. Beyond Strategic Vision: Effective Corporate Action with Hoshin Planning. 

By Michael Cowley and Ellen Domb. Published by Butterworth-Heinemann 1997. 

3. Translating Strategy into Action. 

By Duke Corporate Education, Inc. Published by Dearborn Trade Publishing 2005. 

4. Strategic Planning For Dummies. 

By Erica Olsen. Published by Wiley Publishing, Inc. 2007. 

By Don Tapping, Tom Luyster and Tom Shuker. Published by Productivity Press 

2002. 

 

 

  



Lean Expert Course Workbook - Step 1 Strategy Deployment Part 3 

26 
 

Copyright Radical Transformation LLC                www.radical-transformation.com Rev 1 

Documents List 

 

 

No documents are required for this training module. 


