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Foreword

The ‘Art of Management’ or the ‘Art of the Deal’. . . the ‘Leadership Qualities’. . .
the ‘Vision’. . . All of these lofty concepts and definitions have been and still are
identified as the key to corporate success by a large corpus of both formal and ‘folk’
management science books. A corpus that still constitutes the basis, if any, of the
education of many executives. The personal, almost heroic, traits of those at the helm
of the institution, with their capacity to read into the future and into others, coupled
with the quasi-magnetic attraction that they are able to exert around them, constitute
the best explanation of what makes an organization able to survive and to excel in its
field. The welcome incorporation to management science of elements stemming
from social psychology in recent years, with their emphasis on concepts like
empathy, inclusiveness or personal identity recognition, can sometimes be
misunderstood as being again innate personal qualities which only those gifted
with them can employ as effective leaders.

I will not be the one to deny the value of personal leadership, when it provides an
anchor to the organization and creates a positive culture, both important conditions
for success. It is also true that in many nascent sectors, especially in those being
created by disruptive technologies which may compete amongst each other, having a
leadership team with a prescient vision about the future is an essential feature (I will
leave open for debate till what extent the same ‘blind’ processes of natural evolution,
and not so much the capacity to anticipate the future, are operating here). But these
and other factors linked to the qualities of those at the helm quickly become
powerless in the absence of a sound strategy.

I have many times witnessed how the term ‘strategy’ has been mis-interpreted.
Most of the times, those in charge of formulating it end up providing a set of
intermediate and final goals, without identifying the clues about how to achieve
them. Some other times the planning stops at the enunciation of some more or less
vague guiding principles of the strategy, useful no doubt, but short of defining the
detailed plans that should explain the modus operandi of the organization. A good
strategy never loses sight of the goals, always operates within certain overall
hypothesis or principles that enable to maximize the competitive advantages of the
business and has built-in mechanisms to challenge and eventually correct itself. But
it also defines the concrete steps that the organization needs to take, at all vertical and
horizontal dimensions and in a coordinated fashion, to meet the goals of all its
stakeholders.
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This coordination, that is, the articulation of the many levers of the organization
in a coherent way within the strategy, is precisely the focus of this book. Its author,
Dr. Angel Gavieiro has a long experience of operational and strategic missions in the
corporate world, combined with a sound academic background. This double expo-
sure enables Dr. Gavieiro to filter the classical principles of strategic planning
through a lens of concrete experience on the field. While the book is not a manual,
the reader will surely feel impelled to action upon reading it, now equipped with the
necessary tools for the right holistic planning of the journey ahead of her organiza-
tion.

UK CEO, Société Générale
London, UK

Demetrio Salorio
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Introduction

Twenty years from now you will be more disappointed by the things that you didn’t do than
by the ones you did do. So, throw off the bowlines. Sail away from the safe harbour. Catch
the trade winds in your sails. Explore! Dream! Discover! (Mark Twain)

Strategy, according to the Oxford English dictionary is defined as:

1. [countable] a plan that is intended to achieve a particular purpose
2. [uncountable] the process of planning something or putting a plan into operation
3. [uncountable, countable] the skill of planning the movements of armies in a

battle or war

This book is not going to tackle in any depth what strategy is or is not (the
‘what’), for which task many other books precede it. Hence, I provide the above
dictionary entry as a given, as a starting assumption, so to leave the book free to
focus on its actual purpose: the ‘how’, the action of developing a strategy, in its three
definitions, as a plan, as a process and as a skill, within the sphere of the business
world (so, leaving outside the book’s remit any other areas of human endeavour, like
the military, public sector or non-for-profit sector).

The action of developing strategy in business happens within a particular context,
within companies. Companies, since first emerged in the late sixteenth century in the
coffee shops of London’s Exchange Alley [1], as associations of groups of people
pooling resources to set up, own and run a business, and its subsequent inheritor,
corporations that added the novelty of separating ownership from management. Both
have become the undisputable engine of progress and growth in modern capitalist
societies.

Having said that, over the more than two decades that I have been in the corporate
world, something that has always called my attention is the surprising fact that
companies, especially large corporations, which often we refer to as ‘organizations’,
are much less organized than most of us usually imagine or assume.

If you talk to anyone working at these organizations and manage to go pass
through the understandable layer of conventional façade to defend the brand for
which everyone works, so we talk reality, you will be quite surprised. If you listen
carefully to their accounts, about what works well and what does not in their daily
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jobs, you will quickly conclude that the level of chaos, siloes, wasted effort,
misunderstanding and overall noise is quite rampant.

Nevertheless, organizations as live animals, pulling somehow from their own
collective will, manage to survive, some even thrive, despite the alleged doze of
mayhem. Why?

Organizations’ Excellence vs Mediocrity

As one reviews management literature from academia, practitioners and manage-
ment consultants over the last 50 years, attempting to distil the holy grail of
excellence in organizations, they find different key traits that apparently seem to
correlate well to the data each study used.

After reflecting on my own experience inside the organizations I have worked or
consulted for in my career, mostly circumscribed to the Financial Services industry,
when I try to identify which of these excellence traits were present in each of them, I
struggled to find much correlation. Basically, each organization I knew compared to
its competitors was very good at very few things, quite behind on a another few and
around average in most other traits, without any of them being close to the ‘excel-
lence’ pattern described by the literature.

A potential explanation would be that, certainly, the limited sample I was
reflecting upon was composed of organizations that would have never been selected
by researchers as part of the study group to test for excellence, or at most they would
make it into the control group. Fair enough. However, talking over the years with
many people in my network across banking, and so covering a large number and
variety of financial institutions, their accounts resemble quite often to my own
observations in terms of ‘distance from excellence’, or in other words, we all
concurred about the overall ‘mediocrity’ of the organizations we knew about. Why?

Effectively, we could make an extensive list of strategic and operational reasons
that could collectively explain perhaps the 80:20 of the observed organizational
disfunctions. As we tried to find structure or patterns from that list, not surprisingly
in hindsight, it would point to people-related issues in the organization as the
common trait, and among them, very saliently, senior executives.

On some occasions, I recall we wondered: how many of the C-level executives you
have worked with in different capacities would you consider to be ‘excellent’? [dear
reader, please do take a second to reflect on your own answer before you keep
reading]

If we included in the sample not just C-levels, but a wider level of executives
across Group, Divisions up to Managing Directors of Business Units, and we
expanded the range from ‘excellent’ to include ‘very good’, our estimate was in
the 10–20% maximum. Only 10–20% of excellence within the executive cadre. . . it
does not sound as much!

Now, are we talking here about excellence among senior executives in their role
as leaders? or as managers? or both?
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Leadership is a very wide term, quite ‘hyped’ I would say in the recent 10–15
years, but regardless still critical for the teams being led, of course. As such, many
books on the subject have been written, with many very interesting angles, from
communication, power, team building, coaching, etc. . ., however, the one that really
opened my eyes correlating this topic to the findings and reflections above was
‘Management’ by Prof. Peter Drucker [2].

A famous quote often attributed to him differentiates the terms: ‘Management is
doing the things right; Leadership is doing the right things’. In his book, while Prof.
Drucker pays due respect to the criticality of the Leadership role, his acknowledged
laser-beam focus was on Management. At a point, he said that Management is a key
component of Leadership, and without it this leadership would necessarily become
ineffective. This point switched on a light in my mental room.

Given that in today’s society the bar for ‘excellence’ in leadership is generally
quite high (i.e. Gandhi, Luther King, Mandela. . . even in business Andrew Carnegie,
Jack Welch, Steve Jobs), the fact that many of the senior executives we observed
were or not excellent leaders may be widely argued. However, at least you would
expect them to be accomplished Managers, being equipped with the required skillset
and practices to manage their areas of responsibility with effectiveness, even most of
them were yet developing their leadership profile.

Therefore, the question became, do senior executives in organizations show
excellence in management quality?

Management Quality

A recent study [3], undertaken over a large sample of 12,000 companies across many
industries in 34 countries over 10 years, measured different key dimensions to proxy
for management quality. The results were not different from our anecdotical
observations: achieving management excellence was a massive challenge for many
organizations, with large dispersion in management scores across firms (and within
firms), also within the same country. During a decade of study, it was confirmed that
the lack of management quality in organizations was long-lasting. Only 6% of firms
achieved average scores at or above 4 (out of a maximum score of 5). Not surpris-
ingly, differences of management quality were strongly correlated with large, per-
sistent differences in firm performance in terms of profit growth, profitability,
productivity and R&D. So, management quality does matter for achieving excel-
lence in an organization. But, how?

The study showed aligned considerations regarding potential causes of manage-
ment mediocrity: deficient managerial skillsets (i.e. companies from developing vs
developed countries), governance structure (i.e. family-owned companies were run
with less managerial deliberation), overconfidence by managers (i.e. false perception
of own quality) and organizational politics/culture.

As it happens, a large part of my professional career has occurred within the
strategy field, either leading this support function in-house for large multinational
banks or serving from outside as a management consultant. Also, I have been a
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senior executive of frontline business units, which has helped to complement the
testing of my ideas about strategy from this angle, the decision-maker chair. On both
counts, I have been able to bring a formed opinion with regard to the causes
identified in the above study.

In my view, in large organizations, the last two factors of the study (overconfi-
dence by managers and organizational politics/culture) become critical because of
the number of executives involved, so the negative impact from managerial quality
mediocrity is highly amplified. Because of this, I believe the managerial part of the
company is the key field where half of the battle in the marketplace is won or lost
(the other half is where execution meets the market itself).

But every day we observe that many executives get promoted to managerial
positions, starting in a Business Unit and following up to Division or even Group
level. Why is this happening even when their managerial skillset falters?

Two reasons in my opinion. First, to be promoted in the first place is not
necessarily driven by a forward-looking assessment of how managerial capability
might be performed, but rather by a backward-looking assessment of results deliv-
ered in previous roles. Also, quite crucially, being entirely truthful to the process
experienced in many places, promotion also depends on the personal sympathies
from and allegiances to other senior executives higher up in the ladder. The
promotion/assessment process, by the way, was one of the dimensions analysed in
the above referred study in order to proxy managerial quality.

Second, once the executive has been promoted, there are no systematic
mechanisms in the organization that support him/her to develop their managerial
skillset (let alone the leadership one), other than some formal courses, informal
mentoring, or development away day here or there, at all lights insufficient. Thus, as
usual, executives learn their managerial (and leadership) cues as they go, with the
serendipity and heterogeneity inherent to such a journey. Hence, no surprise the
distribution of managerial (and leadership) capability across an organization is so
dispersed, as the study demonstrated.

Being strategy one of the key responsibilities of the Management role, I was
curious to know, how excellent are sr. executives and their organizations in devel-
oping strategy?

Management Strategy

Management as a subject is a large universe that only some towering figures, like
Prof. Drucker, have the intellect and lifetime dedication to throw a truly discerning
light at.

This book will not attempt to look at these heights. Having said that, there was a
moment a few years ago when I realized that I had something to contribute to this
important topic of management regarding a small but critical part of it, management
strategy.

In my years of professional strategy practice, time and again I have found myself
arriving at organizations, or parts of them such as Divisions or Business Units, to
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start building the blocks of management strategy best-practice for their senior
executives. Only to find, after a few years, that as the executives moved around
many of these best-practices were diluted once new executives arrived and preferred
to do things ‘their own way’, fully disregarding the cumulative existing body of
work. Or perhaps large reorganizations, organic or inorganic, suddenly happened
and again the best-practice edifice stumbled, so to start rebuilding it yet another time.

Basically, many organizations do not have an established function of manage-
ment strategy as a key architectural lever of the building, as a perennial element, like,
for instance, usually is the case for the Finance function so to control the
all-important organization’s financial performance, or the Risk function so to effec-
tively monitor risk management.

As I took a business management role in the mid-2010s, this move provided me
with some distance from the strategy function role so to learn and reflect, both in
terms of leveraging the applied strategy lessons for my new executive role but also
harvesting the fruit from the large period (since 2001) dedicated to this attractive but
challenging function. From this reflection came the urge to distil, select and combine
the key management strategy best-practices (in the form of frameworks) that I found
essential to make Business Units, Divisions and Groups effective and performing
within organizations. From this gestation period, the Holistic Management Strategy
framework (aka HMS, like ‘Her Majesty Ship’—analogy which inspiration will
shortly resonate in this book—) was born.

HMS brought together ten frameworks at three organizational levels which I
concluded were enough to run the bulk of management strategy responsibilities
along and across the organization to drive it as a coherent and aligned sum of the
parts. Many of the frameworks derived from my own development within
organizations, sometimes starting from pre-existing ones in management consulting
firms and a few were also borrowed from management literature.

Thus, HMS became the soul and heart of this book that is now in your hands dear
reader. I hope it adds some value to you in your role within your business or
organization.

Book’s Intent

This book will not attempt to replicate yet another effort to distil drivers of success
by reviewing and comparing a set of multinational organizations. Instead, it will
attempt a bottom-up effort to share the management strategy frameworks and best-
practices that are essential for a senior executive to be effective from the very
moment he or she starts being responsible for a business, for instance, as a Managing
Director of a Business Unit, and continuing his/her journey up through the ‘greasy
pole’, as he/she gains higher level of managerial responsibility at Divisional level,
until ultimately conquering the CEO top post at Group level.

Necessarily, being a book based on my own professional experience, it will be
tainted and limited by it. Thus, first and foremost this is an empirical, inductive piece
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of work, so I would be cautious on the generalization of its practices and
conclusions, as I am sure there must be key elements that it may have overlooked.

Second, as my experience has occurred in the Financial Services industry, the
examples and tales shared are from this industry, and though my intent is for the
HMS management strategy best-practices shared to be extendable to other
industries, I do not know how well that would work, so caution again.

Third, precisely due to the limitations of my approach, I would encourage other
professionals, academia and business authors to build from this limited edifice to
keep adding to it so that, in time, perhaps we could arrive at a body of knowledge on
this matter that can provide the level of generalization required to produce universal
good to senior executives and organizations that opt for taking this subject matter to
its full potential.

Book’ Structure

The synopsis for the book is depicted below, how not?, as a PowerPoint slide of the
HMS pyramid (Fig. 1).

The ten frameworks are distributed in three levels, two for Group, two for
Division and six for Business Unit.

At Business Unit level, two ‘slopes’ differentiate frameworks that concern
‘Existing Geography/Business’ (i.e. Business Model / Strategy Blueprint / Financial
Plan) vs ‘New Geography/Business’ (i.e. Attractiveness vs Opportunities / Inorganic
Growth Process), since the questions to answer and approach to adopt are quite
different. As well, the five frameworks are shown against Strategy Development
phase vs Business Development phase (prior to the Implementation phase). The
sixth framework (i.e. Strategy & Execution) brings together the connection among
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the other five and discusses the ‘Mobilization & Transformation’ necessary to
prepare the company for the Implementation phase.

The ‘Existing Geography/Business’ slope represents the default business-as-
usual in management strategy for any organization, big or small. The ‘New Geogra-
phy/Business’ slope is obviously relevant only when an organization considers the
strategic decision of expanding, either geographically or in terms of business remit to
adjacent arenas where it was not present before.

At Divisional level, two frameworks are required (i.e. Portfolio Value Gap /
Portfolio Horizons) which analyse its portfolio of Business Units in terms of
dynamics of value and time, respectively. At Group level, two frameworks are
considered (i.e. Leadership & Management Excellence / Company Excellence) for
addressing the critical dimensions that could provide executives, both as individuals
and as a collective, with the skillset, balanced design and considered decision-
making discipline to achieve and sustain excellence.

In deciding how to tell this story, I had two options: going top-down from the
Group level, or bottom-up from the Business Unit level. I decided for the latter for
several reasons. First, because I think it will be easier to understand for most readers,
since their day-to-day experiences sit within the Business Unit. Also, it is not so
difficult to visualize oneself having the first executive responsibility in a Business
Unit, and so relate to the challenges it entails and make sense of the basic building
blocks of management strategy best-practice.

Second, because it is at Business Unit level where the marketplace battle happens
for any organization; any level above is a level of aggregation but not of client-facing
and competitor-facing interaction. At the Business Unit is where the crux of strategy
and execution gets won or lost, hence where the managerial practices are of life-or-
death importance.

Third, because in order to bring these frameworks to life, it was advisable to adopt
some form of storytelling format that could make easier for the reader to understand
the concepts as well as to gain, hopefully, some entertainment out of the reading
(otherwise I would risk the book would become too dull or academic to shallow).
Thus, I threaded across the book, at the start of each of its five parts, a metaphor in
the way of a maritime based story of a navy officer as he gains successive command
and responsibility, bottom-up, starting in a navy ship, Her Majesty Ship (HMS
again!), during the eighteenth to nineteenth turn of century. . . the great Age of Sail!

Following this bottom-up approach, then, I divide the work in five Parts. Part I
(Chaps. 1–3), where we review the three frameworks for ‘Existing Geography/
Business’. First, the Business Model framework that allows you to take snapshots
of your business ‘as-is’, and similarly can be used to project the targeted business
model ‘as-should-be’ in the future. Second, the Strategy Blueprint framework that
will help you to chart your path from the current business model to the future one,
becoming the bedrock of strategy development for a Business Unit. Third, the
Financial Plan framework that will translate the strategy into numbers within the
Medium Term Planning process embedded in the organization.

Part II (Chaps. 4–6), where we cover first the two frameworks for ‘New Geogra-
phy/Business’. Starting with the ‘Attractiveness vs Opportunities’ framework that
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will help you to prioritize geographies for an eventual organic/inorganic expansion
and potential targets for the latter case. Following with the ‘Inorganic Growth
Process’ that provides four-step governance and activity framework for a disciplined
execution in the challenging terrain of mergers & acquisitions and alliances. In
addition, this part tackles the ‘Strategy & Execution’ framework, which puts the
previous five frameworks in context by: (a) using a clear semantic convention for the
phases of Strategy Development, Business Development and Implementation;
(b) introducing for the latter phase the processes for Mobilization (of the people)
and Transformation (of the general management levers).

Part III (Chaps. 7 and 8) focuses on two frameworks at Division level that
necessarily are of portfolio aggregation nature, namely The ‘Portfolio Value Gap’
and the ‘Portfolio Horizons’ frameworks. They will be very useful to gain perspec-
tive about the drivers of future activity of the BUs and to take decisions of resource
reallocation among them. They apply equally at Group level when looking at the
portfolio of Divisions.

Part IV (Chaps. 9 and 10), reaches the Group level, with two frameworks focused
on achieving Excellence. On the critical topic of ‘Leadership & Management
Excellence’, the THICOSIV framework has been distilled from multiple readings
from academia and practitioners (e.g. Kahneman, Ariely, Carnegie, Rumelt,
Buffett,. . .) and, although I have not had yet the opportunity of applying it, I feel
it will be likely proven to be very successful.. My recommendation would be to roll
it, to start with, across all senior executives at Group level leveraging a 18–24 month
programme to ensure the upgrading and homogenization of their leadership and
management standards as individuals and as a collective.

Chapter 10, as the capstone of the HMS pyramid, addresses ‘Company Excel-
lence’, where I tried to summarize in one framework the essence of the enormous
work that Jim Collins and Jerry Porras successfully undertook in ‘Build to Last’
(1994; Harper Business), applying it to two leader banks in the industry. Their
master work, given that it precisely derives from the experience over the span of
+60 years of 18 ‘visionary’ companies (as compared to a similar number in the
control sample), has looked to me over time a compellingly tested approach to
achieve a company’s balanced design towards excellence. In addition, in an attempt
to build upon their work, a Decision-Making framework is suggested (distilled from
my own take on best-practices) to avoid as much as possible the threat of bias/noise
and politics, so to ensure a considered decision-making that ‘lean’ the company
towards excellence.

Finally, Part V is a closing dual chapter focused on the Future of Strategy.
Chapter 11, where I want to share a reflection upon the Strategy Function itself, in
my judgement one of the most poorly understood and underleveraged among
organizations. I believe there is a substantial potential for value creation in
organizing this function towards best-practice, which would contribute in a very
powerful way to decision-making for senior executives. Most crucially, preserving
the questions, answers, decisions and results obtained via this function would be like
creating a long-term memory in the organization that would go beyond of specific
people or teams moving in and out over time. I would suggest that this Strategy
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Function capability should be demanded by any sensible Board of Directors acting
in the best interests of their shareholders and stakeholders at large in the same way as
the Finance function is required.

The final Chap. 12 is dedicated to Digital Strategy as the response of this decision
science in the context of the twenty-first century’s main paradigm shift, digital
disruption. Many industries are being transformed globally driven by the innovation
impact of digitalization of their business models. From news and taxis to books and
music, everything is changing very rapidly. Financial services industry is not an
exception, and this phenomenon must affect the way Strategy is conducted in
organizations. Even more importantly, Strategy needs to provide an answer about
how to undertake a successful digital transformation especially for complex, large,
multinational banks. As a McKinsey’s report [4] highlights, involving a cross-
industry review of the state of digital transformation, two patterns emerge:
(a) industries that go through it experiment a significant shrinkage of revenues and
profit pools; (b) a concentration of the competitors distribution towards a subset of
winners, leaving a long tail of underperforming and failing players. Thus, Digital is
not just another change, it is The Change. . . is your Strategy ready for this
ultimate test?

Now, the final word, my dear reader, rests with you. My only hope is that even a
small part of this book could call your attention and so perhaps inspire you to bring it
to life within your business reality, creating value for your executives and their
teams. . . making Strategy In Action an impactful benefit for you and your
organization’s success.
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