Seven-Step Strategic Initiative Process

For your business to be competitive and achieve sustainable long-term growth, it is important to periodically review changes in the market place and evaluate how your company can better respond to those changes. The Seven Step Strategic Initiative Process has been developed to provide a basic framework for developing new products and services. Even if you are not able to identify or develop a new service or product, addressing the seven questions listed below is a worthwhile exercise to evaluate what is taking place within your industry.

Although the Seven Step Strategic Initiative Process can be completed by a single person, it is recommended that a group complete this exercise. To be most effective, the process should incorporate a range of experience levels and skill sets. As Patton said, “If we are all thinking alike, we are not thinking”. In conducting this exercise, appoint a group leader who can facilitate a vigorous discussion among the group. Have a team member keep notes to ensure that you capture all of the ideas that are discussed. After the initial meeting, a follow-on meeting should be held to report to the group (and possibly the entire company) the target area(s) of focus. Don’t forget about the power of the ACES in accomplishing plans (Accountability | Commitment | Excellence | Service).
1. IDENTIFY: Make a list of critical issues facing your industry, thinking especially of those areas where a resolution could lead to a “game changing” condition. Think BIG. Big issues require profound capabilities and are usually associated with opportunities of significance, both in terms of scope and revenue potential. Record these ideas in Table 1.

2. FORMULATE: Can your company develop solutions for these industry issues? If so, list them adjacent to the Identified Issue list compiled in Table 1.

3. ESTIMATE: If possible, assign a client cost associated with each particular “unresolved” critical issue. The key to this process is seeing the world through the eyes of clients. How much do their problems cost them? For most of us, we will not necessarily make our customers money, but we can certainly reduce the amount of money that they have to spend resolving a particular issue. Don’t be afraid to ask clients for estimated costs if you need help. It is a great way to build client relationships and also learn more about your industry.
4. RANK: Of the critical issues (and solutions) that have been identified, rank them in order of interest (e.g. 1, 2, 3, etc.) based on a combination of likelihood for success (L) and potential for revenue for your company (P). Select one that holds the most promise (e.g. product of likelihood for success and potential for revenue, L x P) for engaging industry leaders in discussions on the services or products that you have to offer.
5. DOCUMENTATION: Organize a program to be executed for developing solutions for the top ranked identified critical issue. The accompanying document should include discussions on the following.
a. What is needed to solve the problem?
b. What skills and resources are required?
c. Who are the personnel who can help?
d. Project scope in terms of Cost, Tasks, and Resources (CTRs) – prepare a general proposal that captures the essential elements of what it will cost for your company tackle this problem.
e. Obviously, you need to make money (or at least your company does). What is an appropriate price to charge for the product / service you are offering? If possible, package something that is simple to explain and easy to understand, at least in terms of what the client is receiving in relation to the compensation you are seeking.
6. MARKET: Is the program best presented to a single client OR is it more appropriate to seek funding through multiple companies involving a Joint Industry Program (JIP)? 
a. If a single company is the choice, arrange for a client meeting (or series of meetings).
b. If a JIP is the choice, make a list of potential clients and invite them to a kick-off workshop where you will introduce the program and solicit member participation.
NOTE: It might be necessary to host an “information gathering” workshop to get the perspectives of your clients and their views on the critical issues facing your industry and how they believe the proposed program is best funded. These individuals should be senior-level staff with the authority to approve significant projects and the background to see where industry is headed.

7. EXECUTE: Execute the program by reaching out to target customers. Keep clients abreast of progress via frequent status reports and marketing pieces. Educated clients are always more likely to do business with you than those who are uninformed. As Thomas Edison said, “Vision without execution is hallucination”.
Table 1 – Critical Issues List
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Quick Summary

Listed below is a quick summary of the Seven-Step Strategic Initiative Process. 

1. Identify industry critical issues

2. Formulate options for resolution using company’s expertise

3. Estimate costs for clients based on unresolved critical issues

4. Rank identified issues and solutions with the purpose of selecting specific critical issues

5. Document an issue-resolving program to execute
6. Market the solution to industry

7. Execute plan and report
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