
New Mindset:New Mindset:
Getting Your Employees to Getting Your Employees to 
Think and Act StrategicallyThink and Act Strategically

Strategies for Developing Strategic Strategies for Developing Strategic 
Thinking Competencies in those on Thinking Competencies in those on 

the Front Linethe Front Line

Welcome to . . .Welcome to . . .

Jeff Russell, Co-Director



If you donIf you don’’t know where t know where 
youyou’’re going . . .re going . . .

Any road will get you there.Any road will get you there.
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Our Learning Agenda . . .Our Learning Agenda . . .
1.1. Describe what strategic thinking is, what it looks Describe what strategic thinking is, what it looks 

like, and why itlike, and why it’’s important to develop in your s important to develop in your 
company.company.

2.2. Discuss the four levels of planning/thinking in Discuss the four levels of planning/thinking in 
organizations and apply insights from these four organizations and apply insights from these four 
levels to your company and your rolelevels to your company and your role

3.3. Identify actions that leaders can take to develop Identify actions that leaders can take to develop 
the strategic thinking mindset in those on the front the strategic thinking mindset in those on the front 
lineline

4.4. Describe a stepDescribe a step--byby--step approach for developing step approach for developing 
the strategic thinking mindsetthe strategic thinking mindset
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What is Strategic Thinking?What is Strategic Thinking?

As a group discuss . . . As a group discuss . . . 

What does it mean to be a What does it mean to be a strategic strategic 
thinkerthinker? How is strategic thinking ? How is strategic thinking 
different from strategic different from strategic planningplanning??

Why is it important for companies to Why is it important for companies to 
develop strategic thinking in employees develop strategic thinking in employees 
at all levels of the company?at all levels of the company?
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Strategic Thinking Is . . . Strategic Thinking Is . . . 
Strategic thinking is looking at oneself, the company, Strategic thinking is looking at oneself, the company, 
customers, cocustomers, co--workers, and the environment in such a workers, and the environment in such a 
way that the way that the ““thinkerthinker”” is able to see his or her work is able to see his or her work 
(actions and decisions) within a larger context.(actions and decisions) within a larger context.

This larger context involves knowing:This larger context involves knowing:
the the purposepurpose or aim of the company (its vision and goals)or aim of the company (its vision and goals)
the purpose, role, and value of the the purpose, role, and value of the personperson’’s work contributions work contribution
the the core valuescore values that express the aspirations of the company that express the aspirations of the company 
cultureculture
the the current and future needscurrent and future needs of his/her of his/her customerscustomers (internal and (internal and 
external)external)
a profound awareness of what is occurring in the companya profound awareness of what is occurring in the company’’s s 
environmentenvironment



©© 2006, Russell Consulting, Inc. 2006, Russell Consulting, Inc. —— Helping You Build and Sustain a Helping You Build and Sustain a GreatGreat OrganizationOrganization

Why Strategic Thinking is Essential Why Strategic Thinking is Essential 
on the Front Lineon the Front Line

1.1. Every employee at every level has an important Every employee at every level has an important 
contribution to make toward quality, contribution to make toward quality, 
productivity, problem solving, improving the productivity, problem solving, improving the 
work they do . . . work they do . . . 

2.2. Front line employees are closest to the process Front line employees are closest to the process 
and often closest to the customer and often closest to the customer —— they know they know 
what works and what doesnwhat works and what doesn’’t; they know short t; they know short 
cuts that woncuts that won’’t compromise quality.t compromise quality.

3.3. Building strategic thinking capacities channels Building strategic thinking capacities channels 
this insight/knowledge into productive results this insight/knowledge into productive results 
for customers, the company, and themselves.for customers, the company, and themselves.
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Why Strategic Thinking is Essential Why Strategic Thinking is Essential 
on the Front Lineon the Front Line

4.4. Front line employees need to see the see the Front line employees need to see the see the 
connection between connection between whatwhat they do and how this they do and how this 
contributes to quality, customer satisfaction, contributes to quality, customer satisfaction, 
employee job satisfaction, and (eventually) company employee job satisfaction, and (eventually) company 
productivity and profitability . . . Which leads to productivity and profitability . . . Which leads to 
continued employment.continued employment.

5.5. In a global economy, the companies that survive are In a global economy, the companies that survive are 
those that provide a quality product or service at a those that provide a quality product or service at a 
good price.good price.

6.6. Companies need strategic thinkers at every level Companies need strategic thinkers at every level 
because they need people throughout the company because they need people throughout the company 
thinking and acting with a vision of quality, thinking and acting with a vision of quality, 
customer service, and profitability . . . owners and customer service, and profitability . . . owners and 
leaders canleaders can’’t do this on their own.t do this on their own.



Control your destiny . . . Or Control your destiny . . . Or 
somebody else will!somebody else will!

—— Jack Welch, former CEOJack Welch, former CEO
General ElectricGeneral Electric
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Strategic Thinking and Strategy Formulation and ImplementationStrategic Thinking and Strategy Formulation and Implementation

Analysis Decision Making

Evaluation Implementation

Synthesis

Action

Strategy Formulation

Strategy Implementation

Strategic 
Thinking
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Strategic ThinkingStrategic Thinking
Strategic thinking involves . . .Strategic thinking involves . . .

1.1. Holding an image of the Holding an image of the visionvision or ideal future in oneor ideal future in one’’s minds mind

2.2. Drawing upon and being shaped by the companyDrawing upon and being shaped by the company’’s s corecore
valuesvalues

3.3. Being awake and aware, continuously Being awake and aware, continuously scanning the scanning the 
environmentenvironment —— looking for opportunities and threatslooking for opportunities and threats

4.4. Seeing the Seeing the patterns and relationshipspatterns and relationships in events and in events and 
circumstancescircumstances

5.5. Recognizing the Recognizing the interconnectionsinterconnections and and interdependenciesinterdependencies
before making decisions and taking actionbefore making decisions and taking action

6.6. Making decisions and taking actions in the Making decisions and taking actions in the presentpresent for the for the 
longlong--termterm that are shaped by the vision, core values, that are shaped by the vision, core values, 
awareness of the environment, and awareness of the awareness of the environment, and awareness of the 
interdependencies.interdependencies.



Thinking/Planning/Action Levels . . .Thinking/Planning/Action Levels . . .

%%

%%

%%

%%

C %C %

%%

%%

%%

%%

D %D %PlanningPlanning
LevelLevel

DesiredDesired
ResultResult

Style ofStyle of
ActionAction

UnderlyingUnderlying
ValueValue

TacticalTactical
Satisfy customerSatisfy customer
expectations; solveexpectations; solve
problemsproblems

ReactiveReactive Survival!Survival!
ResponsivenessResponsiveness

OperationalOperational

Maintain status quo. Maintain status quo. 
Conform toConform to
expectations.expectations.
Control results.Control results.
Plans into actionPlans into action

ShortShort--term focus. term focus. 
Fixes problems. Fixes problems. 
Maintains smooth Maintains smooth 
operationoperation

StabilityStability
and Controland Control

InteractiveInteractive
Exceeding Exceeding 
expectations;expectations;
anticipating daily anticipating daily 
problemsproblems

ProactiveProactive ContinuousContinuous
ImprovementImprovement

StrategicStrategic
Achieve ideal future.Achieve ideal future.
Optimize outcomesOptimize outcomes
given resources andgiven resources and
constraintsconstraints

FutureFuture--minded,minded,
longlong--term focus.term focus.
Explores alternativeExplores alternative
possibilitiespossibilities

ControlledControlled
instabilityinstability
and optimizingand optimizing
opportunitiesopportunities

100% 100%
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How do you spend YOUR time?How do you spend YOUR time?
In your table groups . . . In your table groups . . . 

Share your Share your ““currentcurrent”” and and ““desireddesired”” percentages.percentages.

Discuss: Is there an Discuss: Is there an ““idealideal”” distribution of your distribution of your 
thinking/planning time? What is it?thinking/planning time? What is it?

Discuss: What prevents us from achieving our ideal Discuss: What prevents us from achieving our ideal 
distribution of our time?distribution of our time?

Discuss: What are the consequences for (a) our Discuss: What are the consequences for (a) our 
company/organization and (b) individuals if we spend company/organization and (b) individuals if we spend 
most of our time at the tactical/operational levels?most of our time at the tactical/operational levels?
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Escaping from the TacticalEscaping from the Tactical

In your table groups . . . In your table groups . . . 

Identify actions that Identify actions that individualsindividuals or or 
organizationsorganizations can take to enable can take to enable 
employees to employees to ““escapeescape”” from being held from being held 
captive by the tactical or captive by the tactical or 
tactical/operational levels of thinking, tactical/operational levels of thinking, 
planning, and action.planning, and action.
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Escaping from the TacticalEscaping from the Tactical
1.1. Gather data on whatGather data on what’’s really happenings really happening

2.2. Gain the Gain the ““one thousand feet highone thousand feet high”” perspective (get some perspective (get some 
distance from the problem)distance from the problem)

3.3. Take a time out (get some Take a time out (get some emotionalemotional distance)distance)

4.4. Reflect on the past Reflect on the past —— How does it help us understand where How does it help us understand where 
we are now?we are now?

5.5. Focus on common causes of problems and challengesFocus on common causes of problems and challenges

6.6. Draw upon the vision and core values. What do they tell us we Draw upon the vision and core values. What do they tell us we 
should do?should do?

7.7. Create new systems and structures that respond to the Create new systems and structures that respond to the 
““incoming,incoming,”” reflect the vision/core values, and integrate reflect the vision/core values, and integrate 
lessons and insights from what works/what doesnlessons and insights from what works/what doesn’’t work.t work.
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Developing/Growing Your Own Developing/Growing Your Own 
Strategic Thinking MindsetStrategic Thinking Mindset

1.1. Establish a vision for your own work and lifeEstablish a vision for your own work and life —— find a way to find a way to 
link this personal vision with your companylink this personal vision with your company’’s vision.s vision.

2.2. Conduct a thorough selfConduct a thorough self--analysisanalysis —— evaluate your effectiveness evaluate your effectiveness 
as a strategic thinker; be mindful of your strategic as a strategic thinker; be mindful of your strategic 
thinking/actions.thinking/actions.

3.3. Take time to think strategicallyTake time to think strategically..
4.4. Educate yourself about your surroundingsEducate yourself about your surroundings —— ensure that you ensure that you 

are are ““plugged inplugged in”” to whatto what’’s going on within your company, in s going on within your company, in 
your companyyour company’’s industry, and in the larger outside world. s industry, and in the larger outside world. 
What new products and services are planned for your What new products and services are planned for your 
company in the months/years ahead? Why are these being company in the months/years ahead? Why are these being 
introduced? What is your companyintroduced? What is your company’’s competition doing? Is s competition doing? Is 
your company a your company a leaderleader or or followerfollower in its industry? What in its industry? What 
social, demographic, technological, and customer preferences social, demographic, technological, and customer preferences 
trends do you see emerging?trends do you see emerging?

5.5. Cultivate a positive, proactive attitude.Cultivate a positive, proactive attitude.
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6.6. Learn the vision/mission of your companyLearn the vision/mission of your company’’s top s top 
leadersleaders —— understand it on understand it on theirtheir terms as well as terms as well as 
yours.yours.

7.7. Challenge your current practicesChallenge your current practices: : What am I doing What am I doing 
today that I should today that I should stopstop doing? What am I doing doing? What am I doing 
today that I could do better?today that I could do better?

8.8. Know when you need a breakKnow when you need a break —— get some distance get some distance 
—— from the challenges in front of you.from the challenges in front of you.

9.9. Identify your core beliefs or valuesIdentify your core beliefs or values —— and live your and live your 
core beliefs and values in your every decision and core beliefs and values in your every decision and 
action.action.

10.10. Express/communicate your vision to your staffExpress/communicate your vision to your staff..

Developing/Growing Your Own Developing/Growing Your Own 
Strategic Thinking MindsetStrategic Thinking Mindset
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Developing Strategic ThinkersDeveloping Strategic Thinkers
1.1. Repeatedly communicate the visionRepeatedly communicate the vision

2.2. Integrate the vision and core values into individual Integrate the vision and core values into individual 
performance goals and performance reviewsperformance goals and performance reviews

3.3. Make the vision and core values part of meetings, Make the vision and core values part of meetings, 
celebrations, problem analysis and solving, etc.celebrations, problem analysis and solving, etc.

4.4. Invite people to share/discuss what they are Invite people to share/discuss what they are 
learning from their customers and what they see learning from their customers and what they see 
happening around them that might have a bearing happening around them that might have a bearing 
on the organizationon the organization’’s future successs future success

5.5. Debrief challenges, problems, and crisis from a Debrief challenges, problems, and crisis from a 
strategic perspective strategic perspective —— pursue strategic insight and pursue strategic insight and 
learninglearning
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Developing Strategic ThinkersDeveloping Strategic Thinkers
6.6. Involve them in strategic questioning and planningInvolve them in strategic questioning and planning

7.7. Take time to listen and acknowledge their creative Take time to listen and acknowledge their creative 
ideasideas

8.8. Encourage an open dialogueEncourage an open dialogue

9.9. Define the Define the ““endsends”” not the not the ““meansmeans””

10.10. Provide quality training that develops strategic Provide quality training that develops strategic 
thinking skills and knowledgethinking skills and knowledge

11.11. Empower multiEmpower multi--disciplinary groups to solve disciplinary groups to solve 
problems (bring together divergent perspectives)problems (bring together divergent perspectives)
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Developing Strategic ThinkersDeveloping Strategic Thinkers
12.12. Keep things positive Keep things positive —— share the successes and share the successes and 

little victories along the waylittle victories along the way

13.13. Invest in building a strong communityInvest in building a strong community

14.14. Implement the strategic plan with flexibility and Implement the strategic plan with flexibility and 
responsiveness to employee needs/contributionsresponsiveness to employee needs/contributions

15.15. Give people the freedom to make decisions Give people the freedom to make decisions 
(autonomy) (autonomy) —— but also provide them context and a but also provide them context and a 
framework within which to operate (core values)framework within which to operate (core values)
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Developing Strategic ThinkersDeveloping Strategic Thinkers
16.16. Walk the talk Walk the talk —— live your valueslive your values

17.17. Know when to take a break Know when to take a break —— gain some distance gain some distance 
and perspectiveand perspective

18.18. Challenge current practices Challenge current practices —— encourage others to encourage others to 
challenge current practiceschallenge current practices

19.19. Allow people to be creative Allow people to be creative —— reward them; drive reward them; drive 
out fear; allow them to thinkout fear; allow them to think

20.20. Cultivate and sustain a Cultivate and sustain a ““no blameno blame”” cultureculture

21.21. Reward strategic thinkersReward strategic thinkers



ItIt’’s not enough to be industrious; s not enough to be industrious; 
so are the ants.  What are you so are the ants.  What are you 
industrious about?industrious about?

––Henry David ThoreauHenry David Thoreau
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Change is inevitable, Change is inevitable, 
growth is optionalgrowth is optional
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So . . . how DO we So . . . how DO we 
change peoplechange people’’s s 

mindsetsmindsets??
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Leading ChangeLeading Change

Create a
Felt Need
for Change

Introduce
the Change

Revise &
Finalize the
Change Plan

Stabilize &
Sustain the

Change



If the rate of change If the rate of change insideinside an organization is an organization is 
less than the rate of change less than the rate of change outsideoutside the the 
organization . . . the end is in sight!organization . . . the end is in sight!

—— Jack Welch, former CEOJack Welch, former CEO
General ElectricGeneral Electric
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It is not the strongest of the species that survive, It is not the strongest of the species that survive, 
nor the most intelligent, but the most responsive nor the most intelligent, but the most responsive 
to change.to change.

—— Charles DarwinCharles Darwin
British naturalistBritish naturalist
c. 1809c. 1809--18821882
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Sometimes I lie awake at night, and I ask, Sometimes I lie awake at night, and I ask, 
"Where have I gone wrong?"Where have I gone wrong?““ Then a voice Then a voice 
says to me, "This is going to take more says to me, "This is going to take more 
than one night.than one night.””

—— Charles M. SchulzCharles M. Schulz
Charlie Brown in "Peanuts"Charlie Brown in "Peanuts"
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Somebody has to do something . . . Somebody has to do something . . . 
and it's just incredibly pathetic that and it's just incredibly pathetic that 
it has to be us.it has to be us.

—— Jerry GarciaJerry Garcia
(of the Grateful Dead)(of the Grateful Dead)
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Blessed are the flexible, for they shall Blessed are the flexible, for they shall 
not be bent out of shape.not be bent out of shape.

—— Dr. Michael Dr. Michael McGriffyMcGriffy
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Thank You!!Thank You!!

Please complete the workshop Please complete the workshop 
evaluation.evaluation.

Good luck with developing strategic Good luck with developing strategic 
thinkers throughout your company!thinkers throughout your company!

For a copy of the PowerPoint For a copy of the PowerPoint 
presentation from this morning, visit presentation from this morning, visit 
Russell Consulting Online: Russell Consulting Online: 
www.RussellConsultingInc.comwww.RussellConsultingInc.com
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