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Preface 
Throughout my life I have always been super 
curious, especially the business and 
entrepreneurial topics have interested me. When 
I tell people that I study Strategic Product Design, 
I always explain it like: Strategic Business 
Development while combining people, business 
and technology. This broad range of topics have 
been the most important reason for me to 
choose Industrial Design Engineering. 

In my mind, you are never done with learning and 
this education has given me the perfect balance 
of generalization for future deepdives in every 
domain I can think of. I think that being a curious 
generalist is crucial for solving complex and 
wicked problems that we face in the future.  

During an internship after finishing my bachelor, 
I first came in contact with the organizational 
approach of combining people, business and 
technology. I had the opportunity to experience 
strategy development for the first time and I 
remember being fascinated by the complexity of 
internal organizational culture and people. My 
key memory from that time is that giving strategic 
direction does not work without fully aligning 
everything in your organization to move in the 
shared direction.  

Fortunately, I was able to find a new challenge 
that continued where I left of, diving deeper into 
strategy development and alignment of internal 
organizations.  

I would like to thank a number of people that 
were crucial in supporting me during my 
graduation project.  

First, I would like to thank Giulia for being my 
chair during this graduation project. Whenever I 
would be lost in the endless exploration phase, 
you would always say exactly what I needed to 
hear to make my direction more concise. And 
often, just letting me ramble on about what I have 
been up to and telling me to enjoy the project, 
gave me the energy that I needed to continue.  

Second, I want to thank Sander for keeping me 
asking questions about things that I had already 
taken for granted. Encouraging me to think 
broader and be open-minded for the unknown.  

Thirdly, I would like to thank my company mentor 
for the many discussions and sparring sessions. 
It was a pleasure to learn more about the 
business side of strategy and experiencing first-
hand what it takes to manage a strategy process 
for a large organization. Thank you for keeping me 
grounded when I was fully focused on abstract 
ideas.  

Finally, I would like to thank my friends and 
family. Special thanks to everyone that took the 
time to read my report and gave tips to fine-tune 
the project to what it is today.  
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Executive summary 
This master thesis studies the bottom-up 
strategy development process of a large 
multinational in the building and infrastructure 
industry. Due to a recent organizational 
transformation, the company transitioned from a 
global to a regional structure with a matrix model 
to better respond to local market needs.  
Through extensive research, including 
participatory experience, literature review, 
stakeholder interviews and AI-driven creativity 
sessions, an optimized and refined bottom-up 
strategy development process is proposed. 
Focusing on improved strategic dialogue 
between the three key departments of the 
strategy development process: Market 
Segments, Business Units and Multi Plant Units.  

Key findings reveal that the organization moved 
from strategic planning and strategic 
management approaches towards a more open 
strategy approach, by including more regional 
stakeholders in the strategy development 
process. The enhanced transparency and 
inclusiveness in the strategy development 
process makes the organization more resilient 
and competitive. The matrix structure also 
increases the complexity to eZectively 
collaborate with interdepartmental integration.  

Participatory experience and stakeholder 
interviews revealed that poor communication 
and collaboration caused misalignment 
between regional and global initiatives. To 
address these challenges a solution is proposed 
that actively involves the key stakeholders in 
strategy re-alignment sessions to collective 
decide on future competitive positioning.  

The proposed solution has three key elements. 
First, setting the stage ensures all stakeholders 
are aligned on strategic priorities before 
discussions begin, with leadership guidelines 
preventing misalignment. Second, organizing 
stakeholders brings market segments, regional 
business units, and multi-plant units together in 
structured, focused discussions. Over two days, 
market segments rotate between diZerent units 
every two hours, enabling deep collaboration 

and eZicient knowledge-sharing. Finally, the 
strategy re-alignment session establishes a 
customer-centric competitive positioning, 
ensuring all stakeholders define a shared 
strategic focus before formal strategy 
development starts.  

This structured solution enhances collaboration, 
strategic alignment and customer-centricity 
while reducing ineZiciencies caused by 
fragmented decision-making. Implementation 
follows a phased five-year approach, allowing 
the organization to gradually refine discussions, 
integrate customer insights and embed strategy 
re-alignment into its 3-yearly strategy cycle. By 
strengthening interdepartmental collaboration 
and reinforcing open strategy principles, this 
approach enables the company to balance 
global strategic direction with regional flexibility, 
ultimately improving execution speed, decision-
making eZectiveness and long-term 
competitiveness. 
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2 Glossary 
BU: Business Unit  
Department that is responsible for a region 
consisting of multiple countries 
 
MPU: Multi Plant Unit 
Department that is responsible for multiple 
operational sites (manufacturing) within a region 
 
MS: Market Segment  
Department that is responsible for a global 
product segment 
 
S&T: Strategy and Transformation  
Department that is responsible for strategy 
planning and development 
 
P&L: Profit and Loss 
A Profit and Loss statement is a financial report 
that summarizes a company’s revenues, 
expenses, and resulting profit or loss over a 
specific period 
 
VP: Vice President  
Second employee in command, directly under 
the CEO 
 
LT: Leadership Team 
Consisting out of the CEO, Global Functional 
Vice Presidents and General Managers 
 
AI: Artificial Intelligence 
The simulation of human intelligence in 
machines, used in tools like ChatGPT 
 
The organization:  
This project is executed for an organization which 
will remain confidential 
 
CAPEX: Capital Expenditure  
The money an organization spends to buy, 
maintain or improve its assets.   
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3 Introduction to the 
project 

3.1 Introducing the research 
context 

3.1.1 Project background 
In today’s dynamic and highly competitive 
market it is increasingly critical for organizations 
to remain adaptable. This means that 
organizations have to be able to adjust their 
strategies promptly in response to evolving 
customer demands and market shifts (Day & 
Schoemaker, 2016). As global markets continue 
to evolve, many organizations are shifting focus 
from global operations towards regionalized 
strategies that address the unique 
characteristics and needs of individual regions 
(ProZ, 2002; Verbeke & Asmussen, 2016).   

This shift has led to a growing emphasis on 
achieving alignment between global strategic 
objectives and regionally tailored strategies. 
Large organizations must carefully balance the 
overarching goals of a global strategy with the 
specificity and responsiveness of localized 
approaches (Verbeke & Asmussen, 2016).  

Over the years, strategy practices have evolved 
from strategic planning to strategic management 
and, more recently, to open strategy. Each of 
these approaches reflects a shift in how 
organizations formulate and implement strategy. 

Strategic planning was dominant in the mid-20th 
century. It was rooted in rational and long-term 
forecasting with centralized decision-making 
(AnsoZ, 1965). In this approach, top executives 
and specialized planning teams developed 
detailed strategies based on historical data. This 
approach assumed that the external 
environment could be controlled through 
structured planning. 

As businesses faced increasing uncertainty and 
complexity, strategic management emerged. 
This shifted its focus from rigid planning to a 
more adaptive and iterative approach 

(Mintzberg, 1994a). This school of thought 
recognized that strategy is shaped by both 
deliberate actions and emergent patterns. It 
emphasizes flexibility, organizational learning, 
and responsiveness to changing environments. 

More recently, open strategy has transformed 
strategy development by making it more 
transparent and inclusive (Whittington, 2019). 
Unlike traditional approaches limited to top 
executives, open strategy involves employees at 
all levels as well as partners and customers in 
shaping strategic direction. Including employees 
lower in the hierarchy creates a bottom-up 
approach to strategy development (“Bottom-up 
Approach” 2024).  

As a result, strategy has shifted from a closed 
elite-driven activity to a more inclusive and 
participatory process. This change reflects the 
growing complexity of organizational 
environments and the need for adaptive and 
responsive strategic thinking. In response, many 
organizations are now implementing bottom-up 
strategy development to enhance inclusivity and 
responsiveness. However, balancing this 
inclusivity with strategic alignment remains a 
challenge, particularly in large multinational 
firms with complex organizational structures. 

3.1.2 Problem statement 
This project is conducted for a multinational 
organization active in the infrastructure and 
building industry. They are active in multiple 
global regions and serve customers in more than 
80 countries.  

The organization has recently transitioned from a 
global structure to a business unit structure 
model with matrix interactions. As a result, 
collaboration and coordination across diZerent 
levels and functions have become more complex 
and challenging.  

This transformation established regional 
business units to respond better to local changes 
and meet unique customer needs and 
regulations. This shift aligns with the idea that 
specific local customer needs, market 
conditions and government regulations create 
strong incentives for firms to develop location-
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bound firm-specific advantages (FSAs) (Rugman 
& Verbeke, 1992). With overall strategic 
alignment the company aims to enhance agility, 
strengthen local customer relationships and 
balance regional flexibility by granting regional 
business units a greater autonomy 

The organization has recently started their first 
bottom-up strategy development cycle to 
support their regional business units in creating 
their own unique strategy that aligns with the 
global strategic goals. By involving more 
stakeholders in the process, strategy is shifting 
from a traditional strategic planning and 
management approach toward a more open 
strategy model. 

As with any first-time process, a right fit must be 
found within the organization’s culture and 
structure. The process should be fine-tuned to 
work within the current matrix structure and align 
with the organization’s way of working. 

The challenge is to develop a process that 
empowers regional teams while ensuring 
alignment with the organization’s overall 
strategic direction. This requires eZectively 
involving key stakeholders and navigating the 
complexities of the newly implemented matrix 
structure. 

3.1.3 Purpose of the thesis 
The purpose of this thesis is to optimize and 
refine the current strategy development process 
of the organization. Through literature review and 
internal company analysis, optimization areas 
will be identified and a redesign will be made for 
their current process.  

The goal of the strategy development cycle is to 
create direction and align the diZerent business 
units to be able to reach the global strategic goals 
and targets. Additionally, the strategy 
deliverables are used as an execution and 
communication document for the strategy, 
allocating resources and defining short term 
action. Therefore, the design challenge is as 
follows: 

“Refine and propose an optimized bottom-up 
strategy development process to support the 

regional business units (BUs) in creating their 
own strategy for a 3-yearly development cycle.” 

The design challenge consists of four key 
elements: 

1. “Refine and propose an optimized 
process” – The focus is on iterative 
improvements rather than on a 
complete overhaul, ensuring a gradual 
and practical refinement of the existing 
strategy development process. 

2. “Bottom-up approach” – The process 
will be inclusive, involving multiple 
layers of the organization, from country-
level teams to global leaders, to 
enhance engagement and ownership. 

3. “Support for regional business units” – 
The new process is designed specifically 
to help regional BUs develop their own 
strategies, providing them with the 
necessary structure and guidance. 

4. “3-yearly development cycle” – The 
process will be repeated once every 
three years, ensuring a continuous and 
structured approach to strategy 
formulation. 
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3.2 Introduction to the 
company 

3.2.1 Company overview 
The organization under analysis is a 
multinational company in the building and 
infrastructure sector, active across multiple 
global regions.  Its product portfolio spans 
diverse oZerings, addressing the needs of both 
regional markets and global industries.  

3.2.2 Organizational structure 
The organization recently underwent a 
transformation that altered its organizational 
structure. Now, it operates under a matrix 
structure model, combining regional Business 
Units and global Market Segments to balance 
local responsiveness with global strategic 
coherence. Matrix organizations are 
characterized by dual reporting lines, cross-
functional teams, and flexibility, enabling 
adaptability to changing market environments 
(Davis & Lawrence, 1977). However, this model is 
inherently complex and can be challenging to 
implement eZectively (Ford & Randolph, 1992a). 

Since the transformation happened recently, 
employees are still in the process of adapting to 
changes in the organizational structure and their 
responsibilities. As illustrated in Figure 1, the 
matrix structure is divided into three primary 
areas:  

 

Figure 1: Organizational areas 

Global Supporting Functions 

These are supporting functions that operate at a 
global level, providing overarching guidance and 
resources for the organization. 

General Management & Business Unit Area 
This area is divided into regional business units, 
each comprising of a group of countries. Each 
business unit is responsible for its own Profit and 
Loss (P&L), ensuring accountability and regional 
focus. Additionally, two General Managers 
oversee the business units, each managing half 
of them to ensure focused leadership and 
coordination across regions.  

Global Optimization Areas 
These functions support both the business units 
and the global management team by optimizing 
business activities. Within this area, Global 
Product Management has directors each 
managing a distinct market segment (MS). 

Figure 2 provides a visualization of the dual 
reporting lines within this structure, highlighting 
the interplay between global functions, regional 
business units, market segments, and the 
oversight by the two general managers. 

 

3.2.3 Internal client 
This project is conducted specifically for the 
Strategy & Transformation (S&T) team, which 
owns the strategy development process. The 
team consists of a Senior Manager and a Vice 
President and they are responsible for designing, 
maintaining and improving the process. As my 
direct client, I will work closely with them to make 
sure that any refinements align with their 
priorities and expectations. 

The S&T team plays a central role in decision-
making, as they are responsible for 
implementing changes and ensuring alignment 
with the organization’s strategic goals. Regular 

Figure 2: Matrix structure 
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engagement with them will be essential to 
refining the process in a way that fits the 
company’s structure and objectives. 

I will have regular meetings with the Senior 
Manager to discuss findings, gather feedback 
and leverage their experience and insights. This 
ongoing dialogue will help shape a process that 
is both practical and aligned with expectations. 

3.2.4 Implications for the project 
The organization’s recent transition to a matrix 
structure, with regional Business Units and 
global Market Segments, has created new 
dynamics in strategy development. While this 
structure creates both regional responsiveness 
and global strategic coherence. It also 
introduces complexities in collaboration, 
decision-making and role clarity. Employees are 
still adapting to their new responsibilities and 
alignment between regional and global strategies 
remains a challenge. 

For the strategy development process to be 
eZective within this structure, it is important to: 

• Support the autonomy of regional 
Business Units, enabling them to 
develop regional specific strategies 
while ensuring alignment with global 
goals. 

• Make sure the process functions 
eZectively within the dual reporting lines 
of the matrix structure. 

The refined and optimized process needs to be a 
balance between regional flexibility and global 
coherence, ensuring that strategy development 
within Business Units is both structured and 
adaptive to the changing needs of the 
organization. 
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4 Structuring the design 
process 

This project applies a design thinking approach 
to solve complex challenges in the organization’s 
strategy development process. Design thinking is 
a human-centered methodology that 
emphasizes iterative problem-solving, creativity, 
and stakeholder engagement (Brown & Kātz, 
2009). By following a structured design process, 
this project aims to improve the organization’s 
bottom-up strategy development and make it 
more eZective and inclusive while ensuring 
alignment with strategic objectives. 

The project follows the Double Diamond design 
process which is a framework that structures 
problem-solving into four key phases: Discover, 
Define, Develop and Deliver (UK Design Council, 
2004). 

4.1 Discover 
The discovery phase of the design process was 
structured in a way to build a deeper 
understanding of the strategy development 
process within the organization. It began with 
preliminary knowledge gathering (Chapter 5) 
based on firsthand participatory experience. I 
supported the facilitation of the strategy process 
when it was launched for the first time, allowing 
me to directly observe both the challenges and 
key opportunities in executing the process. 

Following this initial discovery, a literature 
review (Chapter 6) was conducted, guided by 
themes that emerged during the internship and 
early participation in the process. This provided a 
theoretical background for the identified 
challenges and potential improvements. To 
further deepen the analysis, qualitative 
stakeholder interviews (Chapter 7) were 
conducted with participants from the previous 
year’s strategy process, capturing their firsthand 
experiences and perspectives. Thematic 
analysis (Chapter 7.2) was done using 
statement cards to categorize insights into key 
themes, helping to find opportunities for process 
improvements. 

To analyze the gap between the intended strategy 
process and its actual execution, the well-
documented planned process provided by the 
S&T team served as a reference point. A current 
service blueprint (Chapter 7.2.2) was then 
created to map how the process unfolded in 
practice, highlighting challenges and areas 
where the execution diZered from the original 
design. 

Finally, conclusions were drawn by combining 
both theoretical and practical findings, assessing 
their impact on the strategy development 
process.  

4.2 Define 
The define phase translates key insights from the 
discovery phase into concrete problem areas 
that need to be addressed. First, the main 
findings are analyzed and mapped onto the 
current service blueprint (Chapter 7.2.2) to 
visualize the ineZiciencies, misalignments, and 
challenges within the strategy development 
process. This mapping helps to structure the 
identified problems in relation to the existing 
process. 

Next, these problem areas are prioritized 
(Chapter 8.2) based on their significance and 
their potential to improve the process. This 
prioritization makes sure that the design project 
is focused on addressing the most impactful 
issues. Once the primary problem area is 
selected, it is translated into a clear design 
challenge and a design goal (Chapter 8.3) that 
guide the next phases of the project. Additionally, 
four sub-problems are defined, breaking down 
the central challenge into manageable 
components and providing a structured 
approach for solution development. This phase 
ensures that the design process is strategically 
directed toward solving the most critical 
challenges within the strategy development 
process. 

4.3 Develop 
The develop phase focuses on generating, 
refining, and structuring potential solutions for 
the identified problem areas. It begins with the 
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creation of an interaction vision (Chapter 9.2), 
which defines the ideal way stakeholders should 
engage with the strategy development process. 
This vision serves as conceptual inspiration for 
developing creative analogies, helping to explore 
and better understand the design space. To 
initiate this process, an Interaction Vision 
ideation workshop was conducted with design 
students, using their creative perspectives to 
create ideas. 

Insights from this session were translated into H2 
formulations (Chapter 9.2), framing key “How 
to” questions to guide further ideation. To expand 
on these ideas, an H2 workshop using 
analogies (Chapter 0) was conducted. Synthetic 
users generated by artificial intelligence were 
used to represent key stakeholder types involved 
in the strategy process. 

The generated ideas were clustered into three 
sub-solutions, each addressing a specific aspect 
of the central problem. Based on discussions 
with the strategy & transformation team three 
concepts were chosen (Chapter 9.5).  

4.4 Deliver 
The concept was evaluated in iteration sessions 
(Chapter 9.6) with internal stakeholders and 
external experts. Based on each iteration 
session, the concept was continuously adjusted 
to better fit with the stakeholders’ needs and 
organizational goals.  

The concept is presented (Chapter 10) and 
explained per solution space. The concept was 
mapped on a future service blueprint (Chapter 
11) to visualize the changes in the process, with 
a detailed visual overview of the exact solution 
flow. Additionally, an implementation strategy 
(Chapter 11.2) was created which shows the 
gradual implementation of the solution.  

 

Figure 1: Double diamond approach 
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5 Preliminary Knowledge 
Gathering 

5.1 Participatory experience 
During the initial launch of the strategy 
development process, I had the opportunity to 
participate. My primary role was to facilitate the 
strategy development process and support the 
regional business unit teams in shaping their 
strategy. 

Through this role, I gained hands-on experience 
with the financial templates and strategic 
documents used in the process. Additionally, 
one of the business units required a deeper 
strategic review, which I directly supported. This 
involvement also gave me the opportunity to 
participate in a town-hall strategy day, where the 
regional leadership team gathered to discuss 
country-specific strategies. 

These experiences provided me with valuable 
insights into the inner workings of the strategy 
process, allowing me to identify key challenges 
and opportunities for improvement. Based on 
these observations, this chapter will highlight 
critical learnings from my participation and 
outline the necessary research topics for further 
exploration and refinement of the strategy 
process for the upcoming year. These preliminary 
findings will be tested further during my 
stakeholder interviews. 

5.1.1 Organizational observations 
Every organization has its own unique culture 
and way of working. Through my experience, I 
have identified seven critical findings that 
influence the strategy process and overall project 
outcomes. 

Lack of formal processes and reliance on 
entrepreneurial mindset 
Compared to organizations of similar size, this 
organization operates with few formalized 
processes which employees link to its strong 
entrepreneurial culture. While this approach 
allows for agility and quick decision-making, it 
also results in inconsistencies, ineZiciencies, 

and a reliance on individual knowledge rather 
than standardized procedures. 

Adjusting to the matrix structure 
The recent reorganization has required 
employees to work in a complex matrix structure. 
This fundamentally changes how information 
flows and how teams collaborate. Unlike a 
traditional hierarchy, a matrix demands clear 
roles, responsibilities, and strong coordination. 
However, employees experience these aspects 
as not well-defined. Without clarity, 
collaboration decreases, decision-making is 
slowing down and frustration is created between 
teams. 

Lack of discipline in decision-making 
Employees perceive a lack of discipline in 
decision-making as frequent changes are 
introduced without clear follow-ups. Employees 
might hesitate to commit to new processes or 
initiatives because they are uncertain if the 
changes will last. This uncertainty lowers 
engagement and reduces confidence in strategic 
decisions. 

Market conditions and low employee morale  
The challenging and uncertain outlook of the 
construction market has led to low morale 
across the organization. Employees feel the 
impact of external pressures and uncertain 
market conditions. Combined with internal 
organizational challenges, this contributes to a 
sense of uncertainty and less motivation. 

Collaboration in a global matrix organization 
Operating within a global matrix structure 
introduces logistical and communication 
barriers, particularly with teams distributed 
across multiple regions and time zones.  

Limited informal interactions 

With many employees working remotely, there 
are fewer informal interactions, making it harder 
to build relationships and maintain a strong 
organizational culture. The oZice often feels 
empty, and spontaneous exchanges are rare. 
This lack of informal connection makes 
onboarding and networking within the company 
more diZicult. Even after months of working at 
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the company, there are still colleagues who 
remain unfamiliar. 

Lack of a shared definition of strategy 
One of the most striking observations was the 
lack of a consistent definition of strategy among 
employees. DiZerent individuals and teams 
interpret strategy in various ways. When asked 
about the company’s overarching strategy, few 
could provide a clear and aligned answer. This 
misalignment complicates the strategy 
development process, as employees operate 
with diZerent assumptions about strategic 
priorities and direction. 

5.1.2 Process observations 
Financially driven approach to strategy 
This organization takes a highly financial-focused 
approach. Strategic discussions are primarily 
centered around financial metrics, revenue 
targets, and cost structures. There is less focus 
on broader strategic direction, market 
positioning, or long-term vision. While the 
financial elements are essential, this narrow 
focus may limit opportunities for innovation and 
qualitative insights that could drive sustainable 
competitive advantage. 

Analysis-heavy with limited synthesis 
The strategy development process is heavily 
focused on analysis, focusing on data collection, 
performance tracking, and financial planning. 
However, there is limited synthesis, the step 
where insights from the analysis are translated to 
create strategic direction. As a result, the 
process risks becoming reliant on projections 
and becoming reactive, lacking the creative or 
forward-looking elements necessary for strategic 
flexibility. 

Unclear roles and responsibilities 
Roles and responsibilities within the strategy 
development process are somewhat unclear, as 
each team determines internally which 
members should follow up on diZerent aspects 
of the strategy. This approach creates 
inconsistencies, as teams delegate 
responsibilities diZerently. In some cases, a lack 
of ownership led to gaps in deliverables and 

missed timelines, delaying key strategy 
milestones. 

Limited guidance and support for participants 
Most of the responsibility for completing strategy 
templates rested with individual departments, 
under the assumption that they would naturally 
fill them in correctly since it was in their best 
interest. However, many employees were not 
specialized in strategy creation, this leads to 
inconsistencies in how the templates were 
completed. Without structured guidance or 
support, the quality of strategic input will vary 
between departments. 

Linkage between processes 
The strategy process lacked clear integration 
with other key organizational processes, such as 
budgeting, commercial planning, and 
operational planning. This misalignment made it 
diZicult for departments to incorporate strategy 
into their broader annual planning cycles, 
increasing the risk of double eZorts and 
ineZiciencies. 
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5.2 Key conclusions  
Based on my preliminary findings during 
participation in the strategy process, three key 
topics require further literature research: 

1. The Concept of Strategy 

DiZerent stakeholders within the organization 
have various interpretations of what strategy 
means for their teams and the company as a 
whole. These diZerent perspectives can 
significantly impact how a new strategy is 
developed and implemented. Understanding 
these variations is crucial to designing a strategy 
that is both aligned and actionable. A deeper 
literature review will explore how diZerent 
definitions of strategy influence the role of 
strategy in organizations. 

2. The Strategy Development Process 

There are clear diZerences between the strategy 
development approaches I have encountered in 
academic settings and those practiced in the 
workplace. To better contextualize these 
diZerences, it is important to examine existing 
schools of thought on strategy development. 
Research will focus on identifying diZerent 
strategy development frameworks, their 
applicability in organizational settings, and how 
they compare to the current approach used in 
this company. 

3. Collaboration in a Matrix 

The change towards a matrix structure seems to 
be a crucial driver for changing the strategy 
development process. At the same time, 
employees struggle to adapt to the new 
structure, and collaboration between the 
departments has been diZicult. The literature 
review will explore the complexities of a matrix 
organization and what collaboration means in 
this setting. 

These participatory observations provide insight 
into my perspective on the strategy process. It is 
essential to understand how stakeholders 
perceived last year’s strategy process. This will 
be explored through qualitative interviews. The 
questions used in the qualitative interviews are 

based on the findings of the participatory 
experience. This allows for a deeper analysis of 
challenges, opportunities, and potential 
improvements tailored to the organization’s 
unique context. 
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6 Literature review 
Based on the preliminary insights, three key 
topics have been identified as critical to 
optimize and refine the strategy development 
process. This literature review explores 
(Chapter 6.1) the concept of strategy, (Chapter 
6.2) strategy development processes and 
(Chapter 6.3) collaboration in matrix 
organizations. The first section examines how 
strategy is defined and its role within 
organizations, addressing the ambiguity of the 
‘strategy’ topic. The second section analyzes 
diHerent strategy development approaches, 
discovering traditional strategic planning, 
strategic management and open strategy. The 
third section discovers how employees in 
matrix organizations engage in collaboration. 

6.1 Concept of strategy 

6.1.1 Definition of strategy 
The concept of strategy has been widely 
discussed in the literature, with authors oZering 
diZerent definitions and perspectives. Exploring 
these diZerent perspectives helps us understand 
how the ambiguity of strategy aZects its meaning 
and impact on organizations. 

Di^erent perspectives on strategy 
Porter (1996) defines strategy as diZerentiation, 
emphasizing the importance of delivering a 
unique mix of value through distinct activities. 
Chandler (1962) focuses on deliberate planning 
and resource allocation, describing strategy as 
“the determination of the long-run goals and 
objectives of an enterprise and the adoption of 
courses of action and the allocation of resources 
necessary for carrying out these goals”.  

Hax and Majluf (1988) provide a more integrative 
perspective, describing strategy as “a coherent, 
unifying, and integrative pattern of decisions” 
that aligns organizational objectives, actions, 
and resource allocation while guiding 
relationships with stakeholders and adapting to 
changing environments. 

Mintzberg (2007) oZers a dynamic view, defining 
strategy as “a pattern in a stream of decisions,” 
highlighting that strategy can emerge over time 
through consistent decision-making, whether 
intentional or not.  

Deliberate and emergent 
In Mintzberg’s view strategy can be understood 
as a dynamic interplay between two distinct yet 
interconnected components: deliberate strategy 
and emergent strategy. The deliberate strategy 
represents the planned, intentional course of 
action developed by leadership to achieve 
specific organizational goals. It is a structured 
approach to aligning resources, priorities, and 
initiatives in line with a predefined vision. 
Meanwhile, at the bottom of Figure 2, the 
emergent strategy represents the unplanned 
actions and adaptations that arise in response to 
real-world challenges and unforeseen 
opportunities (Mintzberg, 1978).  

Spontaneous adjustments arise from within the 
organization in response to change. Through 
continuous learning, organizations refine their 
strategy based on real-world feedback. This 
strengthens their ability to navigate uncertainty 
and stay competitive. Instead of strictly following 
predetermined plans they integrate learning into 
their strategy to remain agile and innovative while 
preparing for future challenges (Mintzberg, 
1978). 

 As seen in Figure 2, the deliberate strategy and 
the emergent strategy, combine to form the 
realized strategy, the actual path an organization 
takes (Mintzberg, 1978). 

 

Figure 2: Deliberate versus emergent (Mintzberg, 1978) 

5 Ps framework 
Since strategy is such a broad and multifaceted 
concept, Mintzberg (1987) introduced the five Ps 
for Strategy framework to highlight diZerent ways 
strategy can be understood and applied. Strategy 



 15 

as a plan represents deliberate actions aimed at 
objectives, while as a pattern, it reflects 
consistent behavior over time. Position focuses 
on how organizations align themselves within 
their competitive environments, and perspective 
captures the shared mindset and cultural values 
shaping decisions. Lastly, ploy emphasizes 
tactical maneuvers to outwit competitors. 

These perspectives illustrate that strategy is not 
a singular, rigid concept but a multifaceted 
framework combining deliberate planning, 
emergent behavior, competitive positioning, and 
cultural influence. Together, they provide 
organizations with tools to navigate complexity 
and achieve sustainable success. 

6.1.2 Role of strategy in 
organizations 

Once a strategy is created, it plays a crucial role 
in guiding organizational behavior. Essentially, 
strategy can be viewed as a set of decision-
making rules that shape how an organization 
operates and adapts (AnsoZ et al., 1984). AnsoZ 
et al. (1984) identify four key types of rules that 
guide this behavior: 

Performance Yardsticks 
These are metrics for evaluating the firm’s 
current and future performance. Qualitative 
aspects are referred to as objectives, while 
quantitative targets are defined as goals. 
Increasingly, strategy tools such as the balanced 
scorecard are used to track and measure key 
performance indicators (KPIs), ensuring 
alignment between strategic goals and 
operational execution. 

External Relationship Rules 
These outline how the firm interacts with its 
external environment, including decisions about 
product development, target markets, and 
competitive advantage. This is often referred to 
as the product-market or business strategy.	 In 
recent years, external transparency around 
strategy has grown, fostering trust with 
shareholders and consumers. The rise of 
digitalization and the rapid information streams 
have increased the importance of public opinion, 

making stakeholder engagement a critical 
element of modern strategy (Geddes et al., 
2020). 

Internal Organization Rules 
These define the internal structures, 
relationships, and processes within the 
organization, commonly called the 
organizational concept. 

Operating Policies 

These rules govern the firm’s day-to-day 
operations, ensuring consistency and eZiciency 
in routine activities. 

6.1.3 Conclusions 
Strategy, as defined by leading authors, is not a 
rigid or clearly defined concept but rather a 
complex and ambiguous term. The contributions 
of the scholars illustrate that strategy has 
multiple dimensions, including deliberate 
planning, emergent adaptation, competitive 
positioning, organizational coherence, and 
performance evaluation (AnsoZ et al., 1984; 
Chandler, 1962; Hax & Majluf, 1988; Mintzberg, 
2007; Porter, 1996). Each of these scholars 
emphasize diZerent elements, underscoring the 
complexity of strategy. 

Understanding how strategy is defined and the 
role it plays within an organization, helps clarify 
its context and scope. With this understanding, a 
strategic process can be designed that fits with 
the organization’s objectives and environment. 

6.1.4 What it means for this 
project? 

This wide range of perspectives is important for 
evaluating the organization’s strategy 
development process. Initial findings show a 
strong focus on deliberate strategy with formal 
planning, resource allocation and performance 
monitoring. While this approach provides clarity 
and control it limits the organization’s ability to 
adapt and learn. The current process does not 
fully support ongoing adjustments which 
reduces its flexibility in responding to change. 

Strategy defines the actions the organization will 
take and sets boundaries on what it will avoid. 
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Recent leadership changes have introduced new 
interpretations of the concept of strategy which 
show how it evolves and is not consistent in 
organizations. This shift creates both uncertainty 
and opportunities for improving the strategy 
process. 

The way strategy is understood shapes how it is 
designed and executed. A rigid focus on 
deliberate planning can limit learning and 
flexibility, especially in unpredictable market 
conditions. However, if strategy mainly serves as 
a communication tool for corporate leadership 
and investors a structured planning process may 
be necessary. The organization must find the 
right balance between strategic direction and 
adaptability to ensure long-term success. 
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6.2 Strategy development 
process 

In this chapter, the three main frameworks in the 
development of strategy practices since the 
1960s will be discussed. Firstly, strategic 
planning was introduced in the academic world 
in the 1960s by Chandler (1962) in his book: 
‘Strategy and Structure’. Strategic planning grew 
in popularity in the 1960s and early 1970s. 
Secondly, strategic management is a framework 
from the late 1970s that continued to be 
important in the 1980s and 1990s. Lastly, open 
strategy was introduced in the 1990s and has 
become more mainstream in the early twenty-
first century (Whittington, 2019).  

6.2.1 Strategic planning 
In the 1950s, faced with the challenges of rapid 
growth and increasing complexity, organizations 
turned towards long-range planning to forecast 
the future using historical data. However, as 
growth began to slow down and markets became 
saturated, companies looked for alternative 
approaches to strategizing. This led to the 
development of strategic planning, which 
assumes that deliberate strategy is essential to 
achieving long-term performance and targets 
(AnsoZ et al., 1984). See Figure 3, for a 
comparison between long-range planning and 
strategic planning (AnsoZ et al., 1984). 

 

Figure 3: Long range planning and Strategic Planning 
(AnsoH et al., 1984) 

Initially, strategic planning emerged as a budget 
exercise during the 1960s, focused primarily on 
resource allocation. By the 1970s, it evolved into 

a more comprehensive framework, incorporating 
detailed analysis and competition analysis tools 
to guide decision-making and strategic direction 
(Bonn & Christodoulou, 1996). This evolution 
marked a significant shift in how organizations 
approached their long-term strategies. 

Strategic planning involves several key elements 
(AnsoZ, 1965; AnsoZ et al., 1984; Mintzberg, 
1987):  

• Setting objectives 
• Conducting internal & external analysis 
• Formulating a strategy plan 
• Implementing the strategy  
• Monitoring and controlling progress 

The process begins with assessing the firm’s 
prospects through internal and external 
assessments. This is followed by a competitive 
analysis to identify areas for improvement and 
evaluate their potential within the competitive 
landscape. Strategic portfolio analysis then 
determines priorities and resource allocation, 
while diversification analysis identifies gaps and 
new business opportunities (AnsoZ et al., 1984). 

Together these steps formulate the overarching 
goals and objectives, which are translated into 
short-term performance targets and strategic 
goals. These are monitored through operational 
and strategic controls to ensure alignment and 
progress. This structured approach assumes that 
deliberate, well-planned strategies are 
necessary for achieving sustained long-term 
success (AnsoZ et al., 1984). 

Strategic planning is a formal, top-down and 
systematic process that focusses on achieving 
predefined goals and objectives, this works best 
in a relatively stable business environment 
(AnsoZ et al., 1984; Langley, 1988; Mintzberg, 
1994c).  

Formal strategic planning processes have been 
widely considered to be in decline (Grant, 2003; 
Johnson et al., 2003; Mintzberg, 1994c). There is 
a risk of traditional strategic planning models 
becoming unoriginal and ritualistic (Hamel & 
Prahalad, 1994). Mintzberg argues that strategies 
can be better seen as emergent instead of 
deliberately designed (Mintzberg, 1994b, 1994a). 
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6.2.2 Strategic management 
Strategic management emerged during the 
1970s and 1980s as a complementary approach 
to strategic planning, addressing the need for 
adaptability in increasingly dynamic market 
environments. Mintzberg & Lampel (1999) define 
10 diZerent schools in strategic management. 
AnsoZ described strategic management as a 
process for managing a firm’s interaction with its 
environment, which includes strategic planning, 
capability development and change 
management (AnsoZ, 1979). Within the strategic 
management field there are many diZerent 
definitions and perspectives.  

Strategic management tries to solve two key 
problems. First, diagnosing a firm’s unique set of 
future challenges, threats, and opportunities. 
And secondly, designing and implementing a 
firm-specific response to address these 
challenges (AnsoZ et al., 1984). 

AnsoZ et al. (1984) describes the strategic 
management approach to consist of two 
complementary systems: Strategic posture 
management and real-time issue management. 
Strategic posture management ensures the 
organization maintains a clear and deliberate 
long-term direction by aligning its goals and 
capabilities with its external environment. Real-
time issue management complements this by 
providing the agility to identify and respond to 
unexpected challenges and opportunities as 
they arise, ensuring adaptability in dynamic 
conditions (AnsoZ et al., 1984).  

Synthesis vs analysis 

A critical part of strategic management is 
balancing analysis and synthesis in strategy 
development. Analysis breaks down complex 
information into smaller parts, helping 
organizations evaluate trends, assess market 
conditions, and identify strengths and 
weaknesses. This creates a foundation for 
understanding the competitive landscape and 
setting strategic priorities. However, analysis 
alone is not enough to develop eZective 
strategies (Mintzberg, 1994c). 

Synthesis is just as important because it turns 
analytical insights into a clear strategic vision. 
While analysis provides clarity, synthesis helps 
decision-makers recognize patterns, spot 
emerging opportunities and create forward-
looking strategies. It requires intuition and 
creativity, making sure that strategy is not just 
reactive but also visionary. Finding the right 
balance is essential. Too much analysis can lead 
to over-planning and rigidity, while too much 
synthesis can cause a lack of structure and 
direction. 

Strategic management uses both analysis and 
synthesis to help organizations adapt to 
uncertainty, stay competitive and integrate both 
planned and emergent strategies.  

6.2.3 Open strategy 
A major shift has been the increasing openness 
of strategy, a phenomenon that has emerged 
parallel to “open innovation” but brings unique 
challenges and complexities (Chesbrough, 
2003). This openness in strategy refers to two key 
dimensions: inclusiveness, which broadens the 
range of participants in the strategy-making 
process, and transparency, which involves 
greater clarity in both the formulation and 
communication of strategies. Open strategy 
builds on the increasing trend of openness by 
adding its initiatives on the previous 
developments made by strategic planning and 
strategic management (Whittington, 2019). 

Inclusiveness 
Inclusiveness in open strategy refers to the active 
involvement of a broader range of stakeholders in 
the strategy-making process. This dimension of 
openness expands participation beyond 
traditional decision-makers, such as senior 
executives or strategic planners. This increases 
the diverse perspectives from both within and 
outside the organization. Research highlights the 
significant value of including more stakeholders 
in strategy development (Rouleau, 2005; 
Westley, 1990; Wooldridge et al., 2008). By 
engaging a wider array of participants, 
organizations can leverage varied insights, foster 
creativity, and ensure strategies are more 
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grounded in operational realities. This broader 
involvement enhances the quality of decision-
making and increases the likelihood of 
successful implementation, as stakeholders feel 
a greater sense of ownership and alignment with 
the strategic vision (Whittington, 2019). 

Transparency 
Transparency in open strategy involves making 
the strategy-making process and its outcomes 
more visible and accessible to a wider range of 
stakeholders. This dimension of openness 
focusses on clear communication and 
transparency throughout both the formulation 
and implementation stages of strategy. 
Transparency makes sure that information about 
strategic goals, priorities, and decision-making 
processes are shared more broadly within the 
organization. Additionally, the strategy might also 
be communicated towards external 
stakeholders. Research suggests that increased 
transparency of strategy can enhance trust, align 
expectations, and improve collaboration across 
all levels of an organization, which in turn 
increases organizational performance (Berggren 
& Bernshteyn, 2007; Whittington, 2019; 
Whittington et al., 2011). By making strategies 
more transparent, organizations can reduce 
ambiguity, encourage accountability, and 
strengthen the connection between high-level 
objectives and day-to-day actions. 

However, open strategy is not suitable for every 
organization. While its focus on inclusiveness 
and transparency can increase innovation and 
trust, it carries risks. By opening up strategy to 
more stakeholders, confidential strategic 
information may be exposed to competitors. 
Increased stakeholder participation can also 
complicate decision-making and lead to delays. 
For highly regulated or hierarchical 
organizations, the cultural and structural 
adjustments required for open strategy may 
outweigh its benefits, making it less applicable in 
such contexts (Whittington, 2019). 

6.2.4 Conclusions 
In reviewing the evolution of strategic 
development processes, it becomes clear that 

each following framework has introduced a 
greater degree of openness through increased 
transparency and inclusion, see Figure 4 
(Whittington, 2019).  

 

Figure 4: Increase of openness (Whittington, 2019) 

Newer frameworks have not replaced traditional 
models. Instead, they often complement them. 
Strategic planning provided a structured, top-
down approach but struggled in fast-changing 
environments. Strategic management 
responded by balancing deliberate planning with 
adaptability. As industries evolved, the need for 
broader participation led to open strategy, which 
emphasizes inclusivity and transparency. 

It is important to understand the pros and cons 
of an open strategy. Inclusivity can improve 
problem-solving by bringing in diverse views and 
creating a sense of ownership. However, it can 
also add complexity and slow decisions. Each 
new framework builds on the last, increasing 
adaptability and stakeholder involvement. 
Instead of replacing old models, newer 
approaches combine key elements to create a 
more flexible strategy. The challenge is finding 
the right balance between structure, flexibility, 
and openness for eZective strategy 
development. 

6.2.5 What it means for this 
project 

The current strategy process has attempted to be 
more open by including more stakeholders. 
However, multiple strategy processes run in 
parallel, leading to misalignment and limited 
collaboration. The market segments and 
business unit strategies are developed 
independent from each other, with limited 
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collaboration. Instead of benefiting from 
increased openness, these disconnected 
approaches result in fragmented strategies that 
do not integrate eZectively.  

It is clear that this strategy process is evolving 
towards the open strategy school in which there 
is an increase in transparency and inclusion, as 
seen in Figure 5. 

 

Figure 5: Changing approach to strategy development 

Strategy as Financial Planning 
In practice, the strategy development process 
was primarily used as a tool for mapping 
financial projections. The leadership team used 
these projections to secure commitments from 
regional teams on financial targets and 
communicate targets to corporate leadership. A 
key objective of the strategy was also allocation 
of financial resources. This approach aligns with 
the strategic planning school which emphasizes 
structured long-term forecasting based on 
historical revenue data. 

However, this method has significant risks, 
especially in volatile market environments. 
Relying on static projections makes it diZicult to 
adapt to rapid market shifts which potentially 
leads to unrealistic forecasts and misaligned 
plans (AnsoZ et al., 1984). 

Market positioning using strategic 
management 

Besides the base of the strategy being linked to 
financial planning, the process also incorporated 
strategic management elements about strategic 
positioning in the market. Besides the baseline 
business that was projected based on historical 
data, growth projections were also identified as 
opportunities for future value propositions to 
better serve the market. Each region (BU) 
identified strategic choices and growth projects 
to focus on in order to improve the market 
position.   

Shift Toward an Open Strategy Approach 

The current strategy process introduced greater 
inclusiveness, incorporating a bottom-up 
approach where individual countries and regions 
participated in strategy creation. This shift 
reflects principles of the open strategy school, 
which encourages broader involvement to 
produce more creative and operationally 
grounded strategies (Whittington, 2019).  

Despite involving more stakeholders, leadership 
adjusted the final financial projections to match 
corporate ambitions. Regional teams saw their 
input changed without clear explanations 
making strategies less realistic and harder to 
implement. This also reduced their sense of 
ownership, as their contributions seemed 
overlooked. 

These findings highlight the tension between 
structured financial planning and inclusive 
strategy development. This highlights the need to 
balance top-down strategic direction with 
bottom-up market insights to make sure that the 
strategies are realistic and widely supported 
across the organization. 
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6.3 Collaboration in matrix 
organizations 

In this chapter, the structure and dynamics of 
matrix organizations will be discussed. Firstly, 
the concept of matrix organizations will be 
introduced with a definition provided by Davis 
and Lawrence (1977). Key characteristics will be 
highlighted, as well as the common challenges 
that arise from this structure. Secondly, the 
importance of interdepartmental integration 
within matrix organizations will be explored. 
Integration is divided into two complementary 
processes: interaction and collaboration (Kahn, 
1996). Lastly, the philosophies behind 
interaction and collaboration will be discussed. 
Together, these elements are essential for 
ensuring that departments work eZectively 
within a matrix structure. 

6.3.1 What are matrix 
organizations?  

Davis & Lawrence (1977) define a matrix 
organization as: “any organization that employs a 
multiple command system that includes not only 
a multiple command structure but also related 
support mechanisms and an associated 
organizational culture and behavior pattern”. It 
usually has a traditional vertical hierarchy based 
on functional expertise and a horizontal 
structure that typically focuses on projects, 
business groups or product development. In the 
case of this project, there are vertical functions 
and market segments and horizontal Business 
Units (regions) as seen in Figure 6. 

 

Figure 6: Dual reporting lines matrix structure 

Key characteristics of matrix organizations 
include: 

Dual Reporting Lines 
Employees often report to both a functional 
manager and a project or product manager 
(Davis & Lawrence, 1977; Ford & Randolph, 
1992a). 

Cross-functional Communication 

Enhanced cross-functional communication 
channels increase the flow of information across 
the organization (Davis & Lawrence, 1977; Ford & 
Randolph, 1992a) 

Increased Specialization and Expertise 
Employees remain part of their functional 
departments while working on diverse projects, 
allowing them to deepen their expertise in their 
field while gaining cross-functional experience. 

Departments within a matrix structure are highly 
interdependent due to the dual reporting lines 
and necessity to communicate between 
departments. 

However, matrix organizations also present 
notable challenges: 

Ambiguity and Conflict 
Overlapping responsibilities can create 
confusion over resource allocation, decision-
making, and personnel assignments (Ford & 
Randolph, 1992b). 

Strained Relationships 

Functional and project managers may 
experience conflicts and individuals often 
struggle with conflicting priorities and diverse 
expectations (Ford & Randolph, 1992b). 

Increased Costs 
The structure typically involves more meetings, 
slower decision-making and higher 
administrative overhead (Ford & Randolph, 
1992b). 

Due to these complexities, eZective 
interdepartmental integration is critical to ensure 
that these interdependent departments work 
together eZiciently within a matrix structure. 
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6.3.2 Interdepartmental 
Integration 

Interdepartmental integration is the process 
where diZerent departments within an 
organization coordinate their activities and align 
their eZorts to achieve common goals. It is a 
concept comprising of two distinct but 
complementary processes: interaction and 
collaboration (Kahn, 1996). 

Interaction  

Refers to the structural aspects of 
interdepartmental relationships, including 
scheduled meetings, standardized 
documentation, formal communication 
channels, and top-down instructions. 
Interaction serves to create contact and ensure 
the flow of information between departments. 

Collaboration 

Represents the aZective, voluntary, and 
relationship-driven aspect of interdepartmental 
integration. It focuses on mutual understanding, 
a shared vision, collective goals, resource 
sharing, and informal cooperation. 

While interaction provides the structural 
foundation, collaboration promotes the deeper 
alignment and synergy needed for true 
interdepartmental integration. 

6.3.3 Interaction and 
Collaboration Philosophies 

The philosophies of interaction and collaboration 
have diZerent approaches to managing 
interdepartmental relationships: 

Interaction Philosophy 
Based on the transaction-based management 
theory, this approach treats departments as 
independent departments competing for 
resources (Sheth & Parvatiyar, 1995). The focus is 
on formal communication tools such as 
meetings, reporting systems, and 
documentation to facilitate transactions 
between departments (Kahn, 1996). 

Collaboration Philosophy 
Based on the relationship marketing concepts, 
this philosophy views departments as 
interdependent units working toward common 
goals (Sheth & Parvatiyar, 1995). It focusses on 
relationships building, strategic alignment, 
informal structures, joint rewards, and collective 
problem-solving. Collaboration fosters 
cooperation rather than competition (Kahn, 
1996). 

 Kahn (1996) lists the following elements as 
crucial for collaboration and interaction, they are 
shown in Figure 7. 

 

Figure 7: Interdepartmental Integration through 
interaction and collaboration (Kahn, 1996) 

6.3.4 Conclusion 
Matrix organizations combine vertical functions 
with horizontal business units. This structure 
helps teams share information and work across 
departments but also creates challenges like: 
unclear roles, resource conflicts and higher 
costs. To make the matrix structure work, 
interdepartmental integration is crucial. 

Integration happens through two key processes: 
interaction and collaboration. Interaction 
provides structure with meetings, reports and 
clear communication channels to keep teams 
aligned. Collaboration builds trust and 
teamwork, encouraging departments to work 
toward shared goals. 

For a matrix organization to succeed, it must 
balance structured processes with strong 
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teamwork. Too much focus on structure can slow 
things down, while relying only on collaboration 
can cause confusion. Finding the right mix helps 
organizations get the benefits of a matrix 
structure while avoiding its biggest challenges. 

6.3.5 What it means for this 
project? 

In the context of this organization, a matrix 
approach is already in place. However, during 
participatory experience, a lack of collaboration 
was identified. Improving collaboration is 
necessary to unlock the full potential of the 
matrix structure and drive organizational 
success. 

Based on Kahn (1996) the following elements 
could be reflected in the process to promote 
collaboration: 

Collective Goals: Success should be defined 
and measured in ways that show shared 
achievements. 

Mutual Understanding: Making sure everyone is 
aligned on key organizational topics.  

Informal Activities: Trust and open 
communication, as well as informal activities, 
should complement formal processes. 

Shared resources: Highlighting the shared 
responsibility of resources. 

Common Vision: Departments must align 
around common strategic objectives. 

“Esprit de Corps”: A feeling of pride and loyalty 
should be promoted towards the group. 
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7 Company analysis 
To validate the observations, assumptions and 
conclusions presented in Chapter 5 and 6, a 
company analysis was conducted. This analysis 
is based on qualitative stakeholder interviews 
and a review of the current process. A total of 11 
stakeholders, from 4 diZerent departments and 4 
regions were asked about their experience about 
the previous strategy development process. This 
provided a deeper understanding of the 
company’s context and the current strategy 
process. This understanding is crucial to improve 
and refine the process so that it better aligns with 
the organizational context. First the relevant 
stakeholders that are involved in this specific 
strategy development process are introduced. 
Then the stakeholder insights are linked to the 
literature research. Here we define how this 
organization sees the concept of strategy, and 
what role it plays in the organization. 

Nine problem areas are identified based on the 
stakeholder interviews, these are mapped on a 
current service blueprint.  

7.1 Relevant company 
stakeholders 

The strategy process involves multiple 
departments within the organization, each 
playing a distinct role in its development and 
execution. These departments include the 
Leadership Team, Strategy & Transformation 
Team, Market Segments, Regional Business 
Units and Multi Plant Units 

Leadership Team 
The process begins with the Leadership Team, 
led by the CEO, who requests the strategy and 
establishes the overall strategic direction and 
priorities. The CEO is the direct sponsor for this 
project. 

Strategy & Transformation Team 
This team is responsible for managing and 
refining the strategy development process and is 
ultimately accountable for the process. 
Comprising a Vice President and a Senior 
Manager, the team translates the objectives of 

the Leadership Team into a structured process 
designed to achieve the desired outcomes. 

Global Market Segments 
There are multiple global market segments. Each 
having a director and multiple global product 
managers. They oversee the management of 
product ranges, like lifecycle management and 
product innovations.  

Regional Business Units (BUs) 

The organization has multiple Business Units, 
each led by a BU Director and supported by 
Country Commercial Managers and regional 
supporting functions. These stakeholders ensure 
that regional considerations are eZectively 
integrated into the strategy. 

Multi Plant Units (MPUs) 
The organization has a global Manufacturing, 
Operations & Excellence (MOE) team 
responsible for overseeing manufacturing plants 
and production. This team is structured into 
multiple Multi Plant Units (MPU), each serving a 
specific Business Unit (BU) region. While these 
stakeholders were not actively involved in the 
previous strategy cycle, they play a critical role in 
executing the strategy. Their involvement in 
future strategy development will be essential to 
ensure alignment between strategic planning 
and operational execution. 

By involving multiple departments, the 
organization aims to take a holistic approach to 
strategy development. However, managing 
collaboration across this diverse and complex 
stakeholder network presents significant 
challenges, particularly in aligning global and 
regional perspectives. 

7.2 Stakeholder insights 
A qualitative content analysis was done to 
analyze insights from stakeholder interviews 
based on a thematic analysis using statement 
cards and themes (Graneheim & Lundman, 
2004). In appendix A, B and C the questionnaires 
can be found. Figure 9 gives a visual overview of 
the approach. A total of eleven, 30 min interviews 
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were held with stakeholders. In Figure 8 an 
overview can be seen of the stakeholders. 

 

Figure 8: Stakeholder interviews 

The interviews were processed into statement 
cards, these were categorized and ultimately 
themes were formed. These themes were 
translated into problems.  

To better understand what these stakeholder 
perspectives mean in the context of this project, 
the problems are mapped on a current service 
blueprint. By mapping the insights on the 
process, it is possible to make the insights more 
concrete. Additional stakeholder insights from 
the interviews can be found in the confidential 
appendix D. 

  

  

Figure 9: Thematic analysis approach 
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7.2.1 What does strategy mean 
for this organization? 

During the interviews, it became clear that 
employees struggled to define the corporate 
strategy. While most agreed that strategy 
involves making choices, what to do and what 
not to do, there was a lack of clarity on the 
organization’s market positioning. Many 
questioned around how the leadership team 
intended the positioning of the organization in 
diZerent markets. This uncertainty led to a lack of 
clear guidelines when working on developing the 
regional strategies. 

“Well, strategy is choice, basically.” – P2 

A key finding is that the perception of what 
strategy means for an organization is largely 
related to the person or team in charge of 
strategy. Prior to the transformation, the 
organization had a top-down structure with a 
CEO that took the lead in setting direction. 
Through the transformation, a new approach was 
launched which engaged the regional Business 
Units with more ownership and transformed the 
strategy towards a more inclusive and 
transparent process. This also highlighted the 
importance of creating regional diZerentiation 
and focus on the local markets. In this new 
approach, strategic management elements, 
about adapting to changing market conditions 
and introducing growth projects on a regional 
level were supported. 

Due to the project timeline, I focused on 
developing a more inclusive and transparent 
process that would support regional teams in 
diZerentiating their competitive advantage. This 
in turn promotes interdepartmental integration 
and collaboration.  

7.2.2 Current service blueprint 
The Strategy & Transformation team documented 
the intended strategy process, including a full 
flowchart outlining the activities each 
department was expected to complete. 
However, beyond these planned steps, many 
informal interactions shaped how the process 
was actually executed. To create a more 

complete view of the first strategy cycle, a 
current service blueprint was developed. This 
visualization was based on firsthand preliminary 
insights and stakeholder interviews, capturing 
both the formal process and the behind-the-
scenes interactions. The complete blueprint, a 
detailed flow of the process and the used 
templates are available in confidential appendix 
E, F, G and H.  

The defined problems were mapped on the 
current service blueprint to understand in which 
phases of the process, problems occurred.  

A simplified service blueprint can be seen in 
Figure 10. On top of the current service blueprint, 
observations are mapped that identify key 
problem areas. There are 5 phases in the 
process: 

1. Awareness 
2. Preparation 
3. Building 
4. Reflection 
5. Impact 
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Awareness 
During the awareness phase, the process was 
first introduced during a kick-oZ meeting. 
Expectations and timeliness were set, and a 
presentation was given about the steps in the 
process. From interviews it became obvious that 
the expectations were not very clear after the 
kick-oZ. After the kick-oZ, participants 
sensitized themselves with the process and 
expectations.  
 

1. The teams were not activated and fully 
immersed in the strategy topics. 
Expectations were not clear and short 
timelines caused concern.  

 

Preparation 

During the preparation phase, delegation and 
planning took place in the diZerent departments. 
This was not guided by the process, which 
resulted in diZerences between teams. The 
teams went through the templates to assess how 
they were going to acquire necessary 
information. It became clear for the Segments 
that they would need to acquire information from 
the Business Units. However, there was no clear 
guidance on how to do this, so they created their 
own template to request information.   

 

2. There were no templates available to 
request information from the business 
units. They created templates 
themselves, which were inconsistent 
per market segment.  

3. There were no templates available to fill-
in the strategy per country. During the 
process the Strategy & transformation 
team created additional templates to 
support the local teams.  

 

Building 
The building phase was largely planned 
beforehand by the strategy & transformation 
team. This consisted of all the elements in the 
templates that needed to be filled in. There were 
some challenges with the Business Unit side of 
the strategy formulation, since there were no 
templates available for formulating the strategy 
per country. Overall, there was limited 
collaboration between the departments during 
the filling in of the templates. Additionally, there 
was a high focus on analysis and less on 
synthesis.  

 

Figure 10: Simplified current service blueprint 
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4. The quality of the market assessment 
was low. There was not a standardized 
process to create market assessments. 
Additionally, some market assessments 
were already old and outdated. So, the 
used financial benchmark was often not 
trustworthy.  

5. There was very limited interaction 
between the market segments and the 
business units, other than basic 
information exchanges. There was no in-
depth strategic dialogue or discussion.  

 

Reflection 
The reflection phase consisted of reviews with 
the leadership team. The market segment and 
business unit strategies were presented and 
altered based on requests from the leadership 
team. Due to lack of time and focus, the business 
unit strategies were not aligned reviewed with the 
market segments before presenting to the 
leadership team.  

 

6. There was not horizontal review before 
communicating vertically to leadership.  

 

Impact 
The impact phase is about how to use the 
developed strategy. After the strategy has been 
developed there are three main actions: 
Executing strategy, communicating strategy and 
reflecting or adapting the strategy. Within the 
strategy process there was limited guidance on 
how the strategy should be used. 

 

7. Strategy was not always translated into 
actionable execution plans. 

8. Strategy was not always translated into 
language of the teams and eZectively 
communicated.  

9. Strategy was not an active document 
throughout the year and it was not 
adapted when conditions changed.  

7.2.3 Reflection on total process 
Besides specific problem areas in the current 
process, stakeholder interviews revealed several 
other challenges and opportunities within the 
strategy process. A concern was the lack of 
consistency, particularly between diZerent 
phases of the process. The process was still in its 
infancy, and the expectations changed while 
working on the process. While the market 
segment process stuck to the original timeline, 
the business unit process was given additional 
weeks, creating a sense of unfair treatment 
among participants. This was increased by the 
message that the business units would hold final 
responsibility since they are responsible for the 
regional Profit & Loss. 

A critical finding was the importance of bottom-
up involvement in strategy development. 
Employees highlighted that incorporating 
insights from various levels of the organization 
not only increases buy-in but also leads to more 
practical and actionable strategies. However, 
collaboration across diZerent departments 
within the matrix structure does not happen 
organically, leading to misalignment and 
ineZiciencies. The regional business units often 
operate as if they are managing eight separate 
entities, rather than working as part of a cohesive 
whole. Addressing this mindset challenge will be 
crucial for the organization’s strategic success. 

Another key lesson is that collaboration does 
not happen organically. Structured interactions 
and mechanisms for cross-functional 
engagement need to be built into the strategy 
process to ensure alignment. Additionally, the 
organization runs multiple processes throughout 
the year, but these are not well linked. Improving 
integration across these processes could 
enhance coherence and make it more clear for 
participants how the strategy process fits into the 
broader picture. 
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7.3 Conclusions 
This chapter has provided an in-depth analysis of 
the organization’s strategy development process 
by examining stakeholder perspectives and 
mapping key challenges onto a service blueprint. 
The findings reveal significant gaps in alignment, 
collaboration and process execution. This 
highlights the complexity of managing strategy 
development across multiple stakeholder 
groups. 

One of the most critical insights is the evolving 
nature of strategy within the organization. While 
the transformation aimed to create a more 
inclusive and transparent strategy process, the 
approach shifted back towards structured 
planning by the end of the project. This change 
highlights the diZiculty of maintaining a 
consistent strategy approach in a dynamic 
organizational environment. Changes in 
leadership and organizational priorities 
influence how strategy is perceived and 
executed, often resulting in a lack of clarity and 
alignment across diZerent levels. 

The stakeholder analysis identified nine key 
problem areas in diZerent parts of the strategy 
development process. Identifying this array of 
problems brings us closer to refining and 
optimizing the current bottom-up strategy 
development process.  
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8 Design focus 
The insights gained from participatory 
experience, literature research and qualitative 
interviews with stakeholders have shed a new 
light on the future direction. 

The exploration deepened the understanding of 
the context of strategy in this organization and 
highlighted the current challenges that 
stakeholders experienced during last year’s 
strategy development process. In this chapter, a 
design focus will be defined in order to refine and 
optimize the current bottom-up strategy 
development process.  

The next step is to translate the insights into 
actionable solution directions for the 
development of future concepts. Additionally, a 
focus area within the process is necessary, this is 
assessed together with the strategy & 
transformation team. Finally, a design challenge 
and design goal are created, which is linked to 
four overarching themes.  

8.1 Solution directions 
Based on all the findings of the previous chapter, 
a set of actionable solution directions were then 
formed by rephrasing the problems into “process 
should promote” statements.  

The new process should promote: 
• Knowledge sharing and active strategic 

dialogue between relevant stakeholders 
(Business Units, Market Segments and 
Mulit plant Units) 

• Stakeholders should have horizontal 
(cross-departmental) reviews before 
moving to vertical (Leadership Team) 
communication 

• Country based view to support the 
bottom-up perspective 

• Translating the strategy into actionable 
execution plans 

• Translating the strategy into the 
language of the teams and eZectively 
communicate it 

• Keeping the strategy an active document 
throughout the year and adapting it 
whenever conditions change 

• Active learning as a key objective, to 
increase long term strategic thinking for 
the BU directions 

• While unlearning old habits of the 
organization 

• Clear timelines and room to immerse in 
the topics and prepare for the analysis  

• Be clear how the process relates to other 
processes and activities in the 
organization 

• Standardized financial data inputs and 
high quality standards for market 
analysis 

 

Figure 11: 'Process should promote' statements 

8.2 Prioritization of problems 
When mapping all identified challenges onto the 
service blueprint, we found multiple areas for 
potential improvement. However, due to time 
constraints, it is not feasible to address all of 
them within this project. Therefore, prioritization 
was necessary. 

To determine which areas to deprioritize, 
discussions were held with the S&T team using 
the following criteria: 

• Is this problem within the responsibility 
of the S&T team? 

• Are other departments already actively 
working on solutions? 

Based on this assessment, four areas were 
identified as low priority, as seen in Figure 12: 
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Standardization of data inputs and data 
quality  

This lies beyond the S&T team’s scope and is 
already being addressed by other teams working 
on data improvement and standardization. 

Three problem areas in the “Impact” phase 
These relate to how the strategy output is 
implemented, which is beyond the S&T team’s 
responsibility. Moreover, diZerent teams are 
already handling this in their own way. 

Given these considerations, these four areas will 
not be the focus of this project. 

The remaining five problem areas were identified 
as high priority. To develop actionable solutions, 
these challenges were reframed into “process 
should promote” statements, leading to the 
formation of four key solution directions: 

A. Ignite Collaboration 
B. Learning while unlearning  

C. Set the stage 
D. Support Bottom-up 

When mapping these solution directions onto 
the identified problem areas, one specific area 
emerged as particularly impactful. This area is 
highlighted in red in Figure 12.  

5.  Limited strategic dialogue during the 
‘Building’ phase of the process. 

Additionally you can see that all 4 solution 
directions are related to this problem area 
(A+B+C+D), see Figure 12. By focusing on this 
problem, improvements across multiple 
domains can be accomplished. This area of 
cross-collaboration is crucial to improve the 
interdepartmental integration. Additionally, 
solutions developed here could serve as 
inspiration for addressing the other problem 
areas in the process.  

  

Figure 12: Focus area current service blueprint 
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8.3 Design Goal 
The problem focus is now defined as:  

“There is not enough communication between 
the business unit, market segment and multi-
plant unit when building the strategy 
template.” 

In 

Figure 13, a visual overview is created of the 
current problem with communication between 
the departments.  

Figure 13: Current strategy development process 

Figure 14 shows a zoomed in visualization of the 
current communication between the 
stakeholders within the three departments. 
There is good communication within the 
departments but no communication between 
the directors and limited information exchange 
between the local and global product managers.   

 

Figure 14: Communication between stakeholders 

This has been translated into a Design Goal:  

“Design an experience which promotes 
strategic dialogue between business units, 
market segments and the operational team 
before filling in the strategy template.”  

 

 

 

 

The new process should promote: 

A. Ignite collaboration, knowledge sharing 
through active strategic dialogue 
between relevant stakeholders 

B. Growth mindset, be open for active 
learning while also unlearning old habits 

C. Set the stage, activate full immersion in 
strategy topics to be prepared for the 
process 

D. Bottom-up support, support regional 
based strategy development to promote 
bottom-up perspective 
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9  Ideation 

9.1 Ideation approach 
To generate a diverse range of ideas from multiple 
perspectives, creative workshops have been 
conducted. These workshops are designed 
based on Heijne & Meer (2019) book, Roadmap 
for Creative Problem Solving Techniques, as well 
as insights from Pasman et al. (2011) on 
interaction vision workshops. 

The first workshop will focus on the problem-
finding phase, using an interaction vision to 
explore key challenges. Together with students, 
the desired future state will be explored. This 
results in a set of H2s, that will be further used in 
the second creative session. The second 
workshop will center on analogy-based idea 
generation using Artificial Intelligence, leveraging 
these H2s to develop potential solutions. 
Synthetic stakeholders will be used to represent 
the perspectives of the diZerent departments in 
the strategy process.  

Once all ideas have been generated, they will be 
clustered into three groups, each representing a 
diZerent solution space. From these clusters, 
initial concepts will be created. 

Following discussions with the S&T team, the 
most promising concept from each phase was 
selected for further development. To refine these 
concepts, 12 evaluation sessions were 
conducted, allowing for multiple iteration and 
improvement steps. In Appendix I, a more 
detailed explanation of the ideation phase can be 
found. 

9.2 Interaction vision 
An interaction vision is created that envisions a 
desired future interaction in the strategy process. 
This desired future is used as inspiration to 
create analogies, which in turn, sparks creativity 
to develop creative solutions to the design 
challenge (Pasman et al., 2011). This workshop is 
done with 3 design students.  

The interaction vision of “Catalyzing Shared 
Wisdom” was chosen because it aligns closely 

with the desired future state of strategic 
collaboration. The vision was developed using 
the analogy of a shipwrecked group on a 
deserted island, where survival depends on 
teamwork, knowledge-sharing and leveraging 
each individual’s unique skills and qualities. This 
scenario reflects the essence of eZective 
strategic dialogue. Diverse stakeholders must 
collaborate, pool their expertise and co-create 
solutions. 

Five How-To’s were identified that will be used 
during the creative session of H2s using artificial 
intelligence 

1. Design for “open” & “supportive” 
collaboration 

2. Foster “trust-building” interactions 

3. Make the process “Engaging” & 
“empowering” 

4. Ensure “Clarity” & “fluidity” 

5. Build “rewarding(encouraging)” 
feedback loops 
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9.3 H2’s using Artificial 
Intelligence 

To overcome the challenge of stakeholder 
unavailability in the ideation workshops, 
synthetic stakeholders were introduced as AI-
generated personas. These synthetic 
stakeholders were designed to simulate the 
perspectives, priorities and thought processes of 
key stakeholders. In Figure 15, the approach for 
the artificial intelligence ideation can be seen.   

 

Figure 15: Artificial Intelligence H2 approach 

At the conclusion of the AI-driven ideation 
session, a total of 25 ideas were generated, with 
five ideas produced for each of the five H2 
questions. Each idea maintained a clear 
connection to the analogies and the clusters of 
qualities and characteristics identified during the 
workshop. The use of analogies proved to be a 
powerful tool, as it stimulated creative thinking 
and guided the ideas toward innovative 
directions. This output provided a strong 
foundation and valuable inspiration for the 
subsequent phase of concept development. 

9.4 Clustering Ideas 
Clustering the ideas generated during the 
ideation process revealed three recurring 
solution spaces that addressed the core issues 
in the strategy development process. 

Preparing the teams 
The first solution space is preparing the teams. It 
focuses on making sure that all participants are 
well-informed before attending a strategy 
session. As defined in the design goal, Set the 
stage, stakeholders from the previous strategy 
cycle mentioned that a lack of preparation led to 

unproductive discussions and ineZicient use of 
time.  

Organizing stakeholders 
The second solution space is called organizing 
stakeholders which focuses on bringing the right 
people together at the same time. This is closely 
linked to the Support Bottom-Up design goal. 
Support Bottom-Up emphasizes the importance 
of involving multiple stakeholders, including 
regional representatives, to move away from a 
top-down approach.  

Facilitating session 
The third solution space is called facilitating the 
strategy session. This focuses on ensuring that 
the time spent together leads to real progress 
toward a shared strategy. This is closely linked to 
the ignite collaboration and growth mindset 
design goals. The session should encourage 
active collaboration where stakeholders build on 
each other’s input rather than simply presenting 
updates.  

9.5 Concept Selection 
For each of the solution spaces, diZerent 
concepts were developed. The concepts were 
evaluated during an in-depth discussion with the 
strategy & transformation team. Based on the 
organizational context, the best fitting idea per 
solution space was chosen to develop further. 
The following rough criteria were used to select 
the concepts:  

• What is the impact of the concept? 
• How well does it fit in the current 

process? 
• How feasible is it in the organizational 

context? 

The concepts: Preparation templates, Speed-
date and Strategy session were selected. The 
exact content and flow of the concepts were to 
be further developed through iterative evaluation 
sessions with stakeholders.   
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9.6 Iterative sessions 
Key internal stakeholders and external experts 
were individually invited to refine and evaluate 
the final concepts, see Figure 16. After each 
session, the concepts were adjusted, resulting in 
a total of 12 iteration cycles.  

 

Figure 16: Iteration stakeholders 

In Figure 17 an overview of the iteration approach 
can be seen. Every iteration was a one-on-one 
session where the 3 steps of the concept were 
presented step by step. Before revealing the 
exact content of the concept, the stakeholder 
was asked about their thoughts on the content.  

Over time, the concepts became more concrete 
with increasing clarity on the exact content and 
steps involved. The key improvements from 
these evaluations were: 

1. Defining the preparation topics that 
would best equip teams for productive 
discussions. 

2. Specifying which individuals should 
participate in the strategy session to 
ensure the right expertise and 
perspectives. 

3. Narrowing down the session topics to 
those that would deliver the most value 
within a 2-hour timeframe. 

4. Clarifying the desired outcomes from 
the strategy session to ensure clear next 
steps. 

 

 

Figure 17: Iteration session approach 
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10  Presenting the 
concept 

This chapter introduces the strategy re-
alignment session concept, which is designed 
to improve collaboration and alignment at the 
start of the strategy cycle. By bringing key 
stakeholders together in a structured and 
interactive format, the solution makes sure that 
strategy development is aligned between the 
Market Segments, Business Units and Multi Plant 
Units. 

The chapter begins by introducing the concept 
and explaining its role in strengthening strategic 
alignment. It then outlines the preparation 
phase, which helps teams enter discussions with 
a clear understanding of strategic priorities and 
external market conditions. Next, it explains how 
the stakeholders are organized, detailing the 
involvement of key stakeholders and the 
facilitation techniques used. Finally, it explores 
the session discussions, highlighting customer-
centricity and competitive positioning as key 
drivers of alignment. Additionally, there is a 
simplified competitive positioning discussion 
approach that is used to gradual implement the 
new process.  

 

 

10.1 Introducing the concept – 
strategy re-alignment 
session 

A. Prepare the teams, to sensitize them for 
eZective discussions 

B. Organize stakeholders, to get the 
stakeholders together and make 
eZective use of time and resources 

C. Facilitate sessions, to ignite valuable 
discussions for aligning the teams  

This proposed concept introduces an innovative 
process using strategy re-alignment sessions to 
increase collaboration and alignment during the 
initial stages of strategy development. This 
addition fits well within the current process and 
enhances stakeholder engagement and 
alignment. It creates a shared starting point by 
bringing all relevant stakeholders together in a 
physical session. 

The core of the re-alignment approach is 
customer centricity. Stakeholders co-create the 
company’s future competitive positioning with a 
focus on the question: “How can we best serve 
our customer?” This shared focus builds a 
common cause mindset and aligns teams on the 
strategic direction toward the future value 
proposition. 

The process consists of several key steps. First, 
teams individually prepare by assessing the 
company’s strategic direction and conducting 

Figure 18: three solution spaces 
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internal and external analyses. This preparation 
builds a shared understanding and clarifies the 
strategic guidelines and boundaries. 

Next, two physical re-alignment days are 
organized. One for the first half of the regions and 
another for the second half. This allows all 
relevant stakeholders to engage in face-to-face 
discussions. These sessions also create 
opportunities to build trust and encourage 
informal cross-pollination between planned 
discussions. This makes it easier for participants 
to connect throughout the remainder of the 
strategy development process. 

During the strategy sessions, teams 
collaboratively define their future competitive 
positioning.  Resulting in a set of Must Win 
Battles for each department. These Must Win 
Battles outline the key priorities per department 
that will strengthen the value proposition. 

After the sessions, teams leave with an aligned 
view of the company’s future value proposition 
and a clear understanding of how each 
department contributes to achieving the 
strategic direction. Everyone understands the 
shared value of the participants, lowering the 
threshold to reach out and collaborate. 

By fostering collaboration and strategic dialogue 
between business units, market segments and 
multi-plant units, the concept addresses the four 
design goals: Set the Stage, Ignite 
Collaboration, Growth Mindset and Bottom-
Up Support. Through a structured process, 
teams are well-prepared with clear leadership 
guidelines which sets the stage for eZective 
discussions. Collaboration is ignited by bringing 
stakeholders together in physical sessions, 
building trust and encouraging cross-functional 
dialogue. A customer-centric approach shifts the 
mindset toward a common cause, fostering 
openness to learning and unlearning. Finally, 
involving both regional and global actors 
promotes bottom-up support by ensuring that 
regional perspectives are included in shaping the 
strategy.   

10.2 Preparing the teams 
A template is given with topics for each of the 
departments to prepare.  An overarching 
strategic direction is given from leadership which 
guides the teams in the strategy development.  

10.2.1 Strategy direction and 
guidelines 

In uncertain market conditions and during 
ongoing organizational transformations, 
uncertainty can delay decision-making and 
fragment eZorts. This is when leadership needs 
to be especially clear. Beyond financial targets 
and goals, leadership must also communicate 
the brand image the company aims to portray 
and the competitive position it seeks to hold. 
Additionally, the appetite for investment and 
CAPEX, along with guidelines for focus, must be 
defined so departments understand the scope 
within which they can operate. 

The role of leadership is to set a clear course by 
establishing a strong framework that enables 
confident and aligned decision-making across 
the organization. A concise and clear guide that 
defines the company’s strategic direction and 
key guidelines for the upcoming period is crucial. 

The leadership message will serve as the 
foundation at the start of the strategy process. It 
should be delivered by the CEO or vice president 
of Strategy & Transformation in a dedicated 
meeting with Market Segment Directors, 
Business Unit Directors and Multi-Plant Unit 
leaders. OZering a short Q&A can help to give 
clarity on the leadership guidelines. Additionally, 
a visual representation of the strategy will be 
provided to ensure all stakeholders can refer to a 
clear and consistent point of guidance 
throughout the process. 
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10.2.2 Preparation template 
Teams need to be well-prepared before entering 
strategic discussions to make the best use of 
their time and resources. These discussions are 
key moments where teams align their goals, 
make important decisions, and set the direction 
for the organization's future. To get the most out 
of these sessions, teams should complete 
background work within their own departments, 
ensuring that the time together is spent making 
decisions rather than sharing basic information. 

The goal is not to increase the workload for teams 
but to redistribute it more eZectively. The 
preparation phase replaces work that would 
typically occur later in the strategy process. By 
moving the analysis to the start of the process, 
teams are prepared for the alignment session. 
The aligned teams can move to the synthesis 
phase together. Elements of the preparation 
template will be drawn from the strategy 
template used in the previous year to ensure 
continuity and familiarity.  

Before looking ahead, teams must first evaluate 
their current position. A gap analysis helps teams 
compare the goals and direction set in the 
previous year’s strategic plan with the actual 
results achieved. This process helps identify 
both successes and areas where performance 
fell short. 

Preparation topics 
Making informed strategic choices requires a 
thorough understanding of the external 
environment to ensure decisions are based on 
facts rather than assumptions. Established 
strategy tools can support this external analysis. 
Figure 19 provides an overview of the preparation 
topics assigned to each department. The Market 
Segment and Business Unit conduct similar 
preparation tasks. However, the Business Unit 
focuses on the local context, while the Market 
Segment takes a global perspective. The Multi 
Plant Unit focuses on analyzing future material 
costs, potential sourcing challenges or 
opportunities, and regulatory developments 
aZecting manufacturing and operations. 

 

Figure 19: Preparation topics 

Gap Analysis 

Last years strategic plan compared to the actual 
performance.  

1. Strategic objectives and Must Win 
Battles, what was the expected 
outcome, what is the actual outcome, 
what is the gap? 

2. Financial Gap analysis 
a. Overall Revenue and EBITDA 

performance per BU 
b. Baseline Business per Segment 
c. Growth Business per Segment 

3. Root cause analysis 
4. Reflection 

Reflecting on these outcomes allows teams to 
better understand what worked and what did not. 
Combining this analysis with an exploration of 
the root causes behind any gaps helps teams 
uncover the reasons for their performance. This 
gives them a solid foundation for making more 
eZective strategic decisions in the future. 

DESTEP trend analysis 
The DESTEP trend analysis tool is introduced to 
get an understanding of market trends. Since this 
is a well-known tool that employees might 
recognize, it makes it easier to integrate into the 
strategy cycle. The analysis looks at key external 
factors shaping the market, including 
demographic, economic, social, technological, 
ecological and political trends.  
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Figure 20: DESTEP analysis 

SWOT analysis 

The SWOT analysis is used to provide a clear 
overview of the organization’s internal and 
external environment. Many people are already 
familiar with this tool, making it easy to apply. The 
analysis helps identify strengths, weaknesses, 
opportunities and threats.  This gives a 
structured view of key factors aZecting the 
organization.  

 

Figure 21: SWOT analysis 

Market analysis 
The existing Excel and PowerPoint templates 
from last year’s process are used to conduct the 
market analysis, see Confidential Appendix. This 
includes assessing market size, growth and 
customer segments based on forecasting data. 
Teams will fill in the required data to ensure a 
structured and centralized approach. While 
some teams are working on standardizing this 
process, this strategy process follows the current 
method until the new approach is ready. This 

keeps the process consistent and ensures 
alignment across teams. 

Competitor analysis 
The existing template from the previous strategy 
cycle are used to keep the process consistent, 
see Confidential Appendix. The competitor 
analysis looks at market share, key players and 
their strengths and weaknesses. It identifies the 
top 4 competitors per market segment and 
business unit. Keeping the same structure 
makes it easier to compare past and current 
market trends and track changes over time. 

Customer Needs Map 
The Market Segment and Business Unit teams 
prepare customer needs maps, which serve as 
the foundation for the workshop activities. These 
maps are created based on market and 
competitor insights, discussions with customers 
and input from local sales representatives. The 
goal is to identify the key customer needs that 
influence purchasing decisions. This analysis is 
conducted for each region (BU) and for each Sub-
segment. 

The outcome is a matrix that evaluates each 
identified customer need using three criteria, 
rated on a scale from 1 to 4: 

1. Needs of the customer segment: How 
important is this need for the specific 
customer segment in the region? 

2. Company performance: How well does 
the company currently meet this need? 

3. Top competitor performance: How well 
does the top competitor address this 
need? 

An example of this matrix is shown in Figure 22. 
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Figure 22: Customer Needs map 

To maximize the eZectiveness of the workshop, 
teams gather these insights in advance and 
share their findings 2 weeks before the session. 
This ensures that all participants enter the 
discussion with a common understanding. The 
goal is not to arrive with fixed conclusions but to 
bring relevant input that supports an open and 
collaborative discussion. External analysis 
informs the teams, while the corporate strategic 
direction remains the guiding framework to 
maintain focus and consistency. 

Teams are reminded to “Bring ingredients, not 
cakes!”. 
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10.3 Organizing the teams 

10.3.1 Speed-date 
To make eZective strategic decisions, strong 
alignment between Business Units, Multi Plant 
Units, and Market Segments is essential. With 
multiple regions and physical limitations, the 
Strategy re-alignment session is designed to 
structure discussions eZiciently while ensuring 
valuable face-to-face engagement. 

The stakeholders that will be involved in the re-
alignment session are: 

• Business Unit: Director + Finance 
Director 

• Market Segment: Director 
• Multi Plant Unit: Director 
• Facilitator (internal from Strategy & 

Transformation team or external) 

Each Business Unit and Multi Plant Unit form a 
group based on their region. Market Segments 
rotate between these regional groups throughout 
the day. Every Market Segment meets with each 
BU/MPU group in a dedicated two-hour session, 
see Figure 23. By the end of the day, all Market 
Segments will have had structured, focused 
discussions with every BU/MPU, ensuring 
alignment on key priorities and the region’s future 
competitive position. 

This format fosters trust and collaboration by 
enabling direct, in-person discussions between 
department directors. In addition to the 
structured sessions, informal moments during 
lunch, coZee breaks, and dinner provide space 
for open exchanges. These informal interactions 
help strengthen relationships and encourage 
cross-pollination of ideas across departments. 

The Strategy Re-alignment Session ensures time 
is used eZectively, combining structured 
alignment with relationship-building. By the end 
of the day, every team will have held targeted 
discussions with all relevant stakeholders and 
built a stronger foundation for continued 
collaboration and strategy development. 

  

Figure 23: Strategy Re-alignment Session 
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10.4 Strategy session 
discussion 

10.4.1 Customer centricity 
As discovered in chapter 6.3, to build 
collaboration it is crucial to have a common 
cause and mutual understanding. To create this, 
customer centricity is introduced. Customer 
centricity can bring teams together by shifting 
the focus away from individual priorities and 
toward a shared goal: “How can we best serve 
our customer?”. When everyone shares the goal 
of serving the customer, teams naturally start 
pulling in the same direction and combine their 
strengths to solve problems together. 

Currently, when departments interact, each 
group often pushes its own plans and competes 
for budget and attention, see Figure 24. This 
makes it harder to see the bigger picture and 
limits the potential for teams to collaborate. A 
customer-focused approach helps cut through 
these silos. It encourages people to step out of 
their own fixed mindset and come together to 
create solutions that deliver value for the bigger 
picture.  

 

Figure 24: Competing for budget 

At the core of this concept is a culture where 
people are open to learning from each other, 
asking questions and trying new things. As seen 
in Figure 25, the customer is central in 
collaboration. When teams work toward shared 
goals that are driven by what customers need, 
collaboration becomes more meaningful.  

 

Figure 25: Customer Centric Collaboration 

10.4.2 Competitive 
advantage session 

Creating common ground and alignment before 
shaping strategies is crucial for success. The 
competitive advantage session is designed to 
bring teams together to develop a shared 
understanding of the competitive positioning 
based on customer needs. With limited time and 
resources, the discussions need to be focused 
on what truly requires collaboration by avoiding 
topics that can be handled individually. 

The focus will be on one or two of the most 
relevant market sub-segments, asking 
ourselves: How can we best serve our customers 
while gaining a competitive advantage? Instead 
of presenting pre-made strategies, everyone will 
co-create and work together to map competition 
and customer needs to identify future 
positioning opportunities. The goal is to put the 
customer at the center, moving away from 
individual focus areas to develop a shared 
perspective. 

To ensure eZective discussions, facilitators will 
guide the structured session.  

Schedule 

The schedule for the day is fully packed, but there 
is enough time reserved for breaks. There is a 
plenary session to start with, 4 strategy sessions, 
lunch and dinner. Lunch and dinner are 
specifically organized to improve the cross-
pollination potential and build trust, see Figure 
26.  
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Figure 26: Day Schedule 

Facilitation preparation 
It is crucial to have 4 facilitators that can guide 
the groups during the day. Since all participants 
are relatively senior at a Director level, it is crucial 
to have senior facilitators that are able to take 
lead and interrupt discussions if they divert too 
much.  

The main objectives of the facilitator are: 

• Planning, managing and guiding the 
session 

• Making sure the session feels fluent and 
seamless by avoiding teamwork pitfalls 

• Resolving conflict by mediating and 
highlighting diZerent viewpoints 

• Making sure the teams do not have to 
focus on the process 

Plenary opening 

The day will begin with a 30-minute plenary 
session to set the context and establish the focus 
for the workshop. This opening presentation will 
emphasize the importance of adopting an 
outside-in perspective, placing the customer at 
the center of all strategic discussions. 

Participants will be encouraged to step away 
from their daily routines and adopt a growth 
mindset focused on alignment and future 
growth. The facilitators will be introduced as 
guides rather than experts. Their role is to create 
an environment where innovative ideas can 
emerge and thrive. 

The objectives and mindset for the day will be 
specified: the goal is to achieve alignment on our 
shared competitive positioning, both in the 
present and for the future, by gaining a deeper 
understanding of our customers and their 
evolving needs. 

To break the ice and activate this customer-
centric mindset, the meeting will start with a brief 
exercise: What word comes to mind when you 
think of our customers? This will set the tone for 
the collaborative work ahead. 

Session start 
There are four, 2-hour sessions in total. The 
schedule for every session is as follows, see 
Figure 27: 

 

Figure 27: Session timetable 

1. Review Customer Needs 

 

Figure 28: Customer Needs review 

As seen in Figure 28, the diZerences between the 
local and global perspective are shown. 
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Discussions are held about the diZerences in 
perspectives, together the departments try to 
come to an understanding. A conclusion could 
also be that additional customer insights are 
necessary to better understand the customer 
perspective.  

Initiatives to engage in deeper customer research 
are placed in the ‘parking lot’. These can be 
picked up by the teams later on.  

2. Identify Competitive Gaps 

Areas that have potential to improve competitive 
position are identified together. All 3 
departments think about how to better solve the 
customer needs and improve the competitive 
positioning. Selective focus areas are agreed 
upon together, see Figure 29. 

 

Figure 29: Identify Competitive Gaps 

3. Future Positioning  

Together customer need improvements are 
identified, as seen in Figure 30. Focusing on 
these elements will be crucial to better serve the 
customers. It is important to agree on the value it 
brings to improve on these customer needs. This 
creates a clear common goal to work towards a 
better value proposition.   

 

Figure 30: Future Positioning 

4. Strategic focus per department 

After analyzing and identifying the improvement 
areas, everyone will look at how their department 
can support the improvements of these 
customer needs. Strategic focus will be written 
down which define the focus for the next 
strategic period (3 years) to support the future 
positioning.  

See Figure 31 for an example. 

 

Figure 31: Example strategic focus per department 

Outcome 

At the end of the sessions, every business unit 
and multi plant unit group have talked to all 4 of 
the market segment directors. Together they 
have identified the future competitive positioning 
and specified how each department’s strategic 
focus contribute to the improvement of the value 
proposition. This future positioning, together 
with the strategic focus, are the starting point for 
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the strategy templates. After returning to their 
teams, each department can start filling in the 
strategy template for the next strategic period.  

Informal activities 
Besides the formal activities, two informal 
gatherings are planned: lunch and dinner. These 
moments will create opportunities for cross-
pollination, building trust and relationships 
among participants. Creating these connections 
will help lower the threshold for reaching out to 
one another when new challenges or 
opportunities arise in the future. 

10.4.3 Simplified competitive 
positioning 

This chapter introduces an alternative approach 
to the strategy session discussion. The simplified 
competitive positioning session serves as an 
initial step to gradually prepare teams for the full 
customer-centric session described in Chapter 
10.4.2. Instead of needing extensive customer 
research, this approach focuses on aligning 
departments around how to strengthen their 
competitive advantage in diZerent market sub-
segments. 

During a two-hour face-to-face session, 
participants discuss key priorities and identify 
how each department can improve its value 
proposition over the next five years. By keeping 
the discussion structured and avoiding 
overwhelming complexity, teams can develop 
their collaboration skills and data-gathering 

capabilities before transitioning to a more 
detailed customer-centric approach in the 
future. 

Approach 
This session uses a single template to guide 
discussion among the three core departments. 
The template highlights three or four sub-
segments in each market segment. For each 
sub-segment, participants explore how to better 
meet the needs of downstream and upstream 
customers. Instead of investing time in deep 
customer research, they rely on internal analysis 
and broader market context. By the end of the 
meeting, each department agree on specific 
initiatives that become the basis for detailed 
Market Segment and Business Unit strategies.  

This detailed view of the template can be seen in 
Figure 32. 

Outcome 
After this simplified session, the teams will end 
up with a defined focus for each of the sub-
segments regarding upstream or downstream 
customer types. Additionally, each of the 
departments will have defined areas that they 
will focus on over the next 5 years. This will 
result in a base alignment before the teams start 
building the strategy. During the strategy 
creation these defined focus areas will function 
as the baseline direction.   

Figure 32: Simplified competitive positioning template 
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10.5 Impact of the proposed 
process 

First of all, this new approach includes the Multi 
Plant Unit in the strategy discussions. Since all 
three departments are highly interdependent 
from each other, it is crucial to align before 
building a strategy. Through this inclusive 
session, a mutual understanding, shared vision 
and common goals are established.  

The Strategy re-alignment session is a 
steppingstone for building a culture of 
collaboration through: 

• Adding an interaction point where 
everyone comes together for formal and 
informal activities 

• Co-creating a shared vision and 
common goals, resulting in a mutual 
understanding 

• Shifting the mindset towards a common 
cause using the power of customer 
centricity 

Additionally, it helps to build relationships and 
trust among employees, lowering the threshold 
for future collaboration.  

By aligning at the start of the process, a shared 
understanding is build, which makes it easier to 
connect to each other when a challenge or 
opportunity arises. It also creates shared 
ownership about the strategic direction.  

See Figure 33 for an overview of the current 
process. 

 

Figure 33: Current Strategy Development Process 

Figure 34 shows a view of the process after 
implementing the Strategy re-alignment 
sessions. 

 

Figure 34: Future strategy development process 
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11 Execution strategy 

11.1 Future service blueprint 
In the Confidential Appendix, a full view of the 
future service blueprint can be found. It shows a 
complete view of the process, from start to 
finish. Including the users (Market Segment, 
Business Unit and Multi Plant Unit), Front-stage 
stakeholders (Strategy & Transformation team 
and Leadership Team) and the back-stage 
support (Strategy & Transformation team). 
Additionally, it shows where the data is gathered 
for each step and which deliverables are handed 
in. At the bottom there is also a visualization of 
the diZerent solution elements and how they fit 
in the process.  

In Figure 35, a zoomed-in view provides a 
detailed breakdown of the solution process. The 
flow of user activities is clearly mapped, 
illustrating how participants initiate their 
preparation, gather relevant data and engage in 
the strategy re-alignment session.  On the left, it 
highlights the key preparation elements central 
to the solution: 

• Leadership Guidelines 
• Business Context 
• Relevance for Customers 
• Company Strengths 
• Competitor Strengths 

Each of these elements is linked to a specific 
type of analysis designed to extract the 
necessary insights. The arrows in the diagram 
illustrate how these insights feed into the 
strategy re-alignment session. At the bottom, the 
deliverables for each activity are outlined, 
showing the tangible outcomes of the process. 

 

  

Figure 35: Detailed breakdown of solution process 
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11.2  Implementation roadmap 
In this chapter advice will be given for the step-
by-step implementation of the strategy re-
alignment sessions. Throughout three horizons 
the customer-centric thinking is gradually 
implemented into the strategy development 
process. See Figure 36 for the solution elements 
that are relevant in the three horizons. Each step 
is meant to test the approach in a focused 
setting, after which they can be upscaled for 
broader integration within the organization. The 
first horizon will begin with a simplified 
competitive positioning discussion, the main 
goal here is to realign the teams with minimal 
complexity and need for customer specific 
preparation. The second horizon takes a more 
thorough and customer-centric approach, 
specifically focusing on customer needs in a 
country deep-dive session. This introduces the 
organization to using customer needs to become 
a more customer centric driven organization in 

strategy formulation.  The third horizon aims to 
roll out the customer centric approach to the 
whole organization during the strategy 
development process.  This final horizon will see 
the organizations overarching strategy process 
shaped around customer needs and cross-
departmental alignment.  

 

 

 

  

Figure 36: Strategic roadmap 
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11.2.1 Horizon 1 – Simplified 
competitive positioning 

In this horizon the organization introduces a 
simplified approach to competitive positioning. 
This will lay the groundwork for deeper customer-
centricity in future steps. 

Context 
The organization has not worked with explicit 
customer needs in its strategy development 
before. This makes a fully customer-centric 
approach feel risky and too big of a step at this 
stage. Stakeholders worry about the complexity 
of gathering new data and whether those insights 
can directly influence decision-making. They 
want to introduce changes gradually to test and 
refine a new methodology. 

Cross-departmental collaboration remains a 
major challenge. In the previous strategy cycle, 
participants often focused on their own 
departmental concerns rather than broader 
organizational objectives. This first horizon 
addresses those challenges by starting small 
and aligning senior leaders around the 
fundamentals of competitive positioning. By 
keeping the changes manageable, they aim to 
maintain consistency with the prior strategy 
development process while also setting the 
stage for a future that is more oriented toward 
customer centricity. 

Solution elements 
Leadership sets the stage by supplying the teams 
with guidelines around the strategic direction 
and expectations. During the preparation the 
teams analyze the business context, do an 
internal and competitor analysis.  

A series of rotating alignment sessions is done 
during a strategy day. During 2 strategy days, half 
of the regions are present on the first day and the 
other half of the region is active on the second 
day. At the end of the sessions, all Market 
Segment Directors, Business Unit Directors and 
Finance Directors and Multi plant Unit Directors 
have had a 2-hour strategy re-alignment session.  

The session is focused around a simplified 
competitive positioning session. Rather than 

deeply diving into customer needs and insights, 
the stakeholders use the prepared analysis and 
guidelines to discuss the overall positioning in 
the market. They draw conclusions about how 
the business can improve its competitive 
position in each market sub-segment and 
customer type.  

Tips for success 
This will be the first time that the departments 
will experience a rotating strategy session with 
these cross-functional stakeholders. All 
participants that are present have a senior role in 
their department and will potentially try to get the 
best result for their individual department.  

• In order to make the session run 
smoothly, senior facilitators are 
necessary to keep the session 
controlled. They need to be senior 
enough so the other senior participants 
are willing to listen. 

• It will be crucial to emphasize the need 
to think beyond the departmental 
boundaries and instead think of the 
direction that is best for the overall 
organization.  

• At the start of the session, the outside-in 
focus should be emphasized to make 
sure that they keep the mindset of 
thinking about the bigger picture.  

• Maintaining a clear schedule and an 
agenda that respects everyone’s time 
helps reduce friction. Topics that arise 
during discussions can be placed on the 
parking lot to come back to later.  

• Already encourage participants to think 
of the value that is delivered to the 
customer, so that the shift toward 
deeper customer-centricity in the next 
horizons feels both natural and 
achievable. 
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11.2.2 Horizon 2 – Customer-
centric country deepdive 

Building on the foundation laid in Horizon 1, this 
second horizon introduces a more customer-
centric approach by focusing on a single country 
that requires deeper attention. 

Context 
A country deepdive is often necessary when a 
market is underperforming or when external 
forces completely change the competitive 
environment. In some cases, leadership or 
manufacturing changes may also require a re-
evaluation of how a country fits within the 
organization’s strategy. 

By focusing on one country, teams have a chance 
to investigate specific customer needs more 
closely. They can conduct focus groups, gather 
local sales insights and closely examine the 
customer’s perspective on product or service 
oZerings. This setting is ideal for testing how 
eZectively the organization can gather and 
analyze data before implementing the approach 
in the full strategy development process. 
Through this deepdive, participants develop a 
more nuanced view of what customers in a given 
country expect. This creates a valuable 
opportunity to test the customer-centric 
competitive positioning session. 

Solution elements 
Initially the preparation stays similar to horizon 1. 
Including leadership guidelines, Business 
Context, Internal and competitor analysis. 
Additionally in horizon 2, a customer analysis is 
done which results in a customer needs map for 
the specific country. This creates an overview of 
how important the customer needs are for each 
customer segment, how well the organization 
performs and what the competitor scores on 
each customer need.  

A country deepdive session is organized, 
together with the Business Unit Director, Finance 
Director and country manager. Additionally, the 
Multi Plant Unit Director and all Market Segment 
Directors join. This ensures a broad perspective 

on the diZerent stakeholders that are active 
within the country.  

There is a customer-centric strategy re-
alignment session. Participants talk through the 
customer needs map and any findings from local 
research. They assess how well the current 
country strategy aligns with the customer needs 
and identify gaps that must be filled to 
strengthen the organization’s competitive 
positioning. The discussion focuses on possible 
improvements related to the Business Unit, Multi 
Plant Unit and Market Segment teams to better 
serve customer needs. 

Tips for success 

• Since this is the first time the 
organization is integrating customer 
needs into the strategy process, it is 
essential to document how those needs 
are gathered. This creates a foundation 
of knowledge that can be used for future 
deepdives and for the transition to 
Horizon 3.  

• Setup customer data gathering 
initiatives to continuously be informed 
on customer needs 

• Teams will also benefit from clear 
guidance on using customer needs 
maps so they understand how to 
interpret and apply them eZectively.  

• It is important to focus discussions on 
the larger picture of customer needs. 
Instead of focusing on every detail 
during the session.  

• Keeping leadership visible throughout 
the deepdive shows the importance of 
customer-centric thinking.  

• Using facilitators helps maintain a 
concrete and focused session that 
drives meaningful outcomes. 
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11.2.3 Horizon 3 – Full 
customer centric 
competitive positioning  

Building on Horizons 1 and 2, Horizon 3 fully 
integrates customer-centric strategy into the 
organization. With teams experienced in 
gathering insights and leadership embracing 
cross-departmental collaboration. In this 
Horizon the customer-centric strategy re-
alignment session is implemented at scale 
making sure strategic decisions align with 
customer needs and market positioning. 

Context 
Having practiced a simplified competitive 
positioning session in Horizon 1 and a customer-
centric deepdive in Horizon 2, the organization is 
now ready to combine both approaches into one 
complete bottom-up strategy development 
process. This Horizon will be implemented in 5 
years, teams are more familiar with gathering 
customer insights and using the customer needs 
map. Leadership and senior stakeholders have 
experienced rotating alignment sessions and 
understand the value of involving multiple 
departments and perspectives. As a result, a 
fully integrated, customer-centric re-alignment 
session can be implemented across the entire 
organization. 

Solution elements 
In Horizon 3, the rotating strategy sessions from 
Horizon 1 are merged with the in-depth, 
customer-focused approach from Horizon 2. 
Leadership again provides guidelines and frames 
the business context, supported by internal and 
competitor analyses. Additionally, each region 
and department is equipped to gather rich 
customer insights and update the customer 
needs map before the session. This thorough 
preparation leads into a customer-centric 
strategy re-alignment session, where 
representatives from Market Segment, Business 
Unit and Multi Plant Unit discuss how to best 
position the organization in each market sub-
segment. They can now rely on more complete 
customer data and already have a shared history 
of collaboration to guide these discussions. 

Tips for success 
• Make sure strong facilitation keeps 

discussions focused on overall 
company goals rather than individual 
department priorities. 

• Recognize and celebrate the shift 
toward a customer-centric mindset to 
keep teams motivated and engaged. 

• Keep leadership actively involved to 
highlight the importance of customer 
insights and track lessons learned for 
ongoing improvement. 

• Reinforce how this approach 
strengthens the company’s market 
position and build confidence in its long-
term impact. 

11.2.4 Conclusion 
The Implementation Strategy outlines a 
structured approach to gradually integrating 
customer-centric thinking into the organization’s 
strategy development process. Through three 
horizons, the organization transitions from a 
simplified competitive positioning discussion to 
a fully customer-centric strategy re-alignment 
process. Each phase is designed to test, refine 
and scale the approach, ensuring teams adapt 
eZectively. Horizon 1 establishes foundational 
alignment with minimal complexity, Horizon 2 
deepens customer understanding through a 
focused country deep dive and Horizon 3 
integrates customer needs and cross-
departmental collaboration into the full strategy 
cycle. By following this phased approach, the 
organization can build a sustainable, structured 
and customer-driven strategy process while 
maintaining alignment between regional 
business units and global priorities. 
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12  Design evaluation 
This chapter evaluates how eZectively the new 
design aligns with the goals and objectives that 
were identified during the discovery and define 
phases. Four design goals emerged early on from 
stakeholder interviews that shed light on key pain 
points and expectations following last year’s 
strategy process. These goals guided every step 
of the redesign to better meet the needs of both 
process users and owners. Chapter 12.1 
evaluates if and how these goals have been 
achieved. Chapter 12.2 explores the innovation 
sweet spot by analyzing the solution’s 
desirability, feasibility and viability. 

12.1 Evaluate design goals 
In Chapter 8, a design focus was defined along 
with 4 design goals that would guide the creation 
of the solution. These four design goals were 
crucial in solving the design challenge. As seen in 
Figure 37, the 4 design goals are analyzed to see 
which elements of the solution work towards 
solving each goal. 

Ignite collaboration 

Igniting collaboration is crucial as a 
steppingstone for future eZectiveness of teams. 
The initial interaction moment sets the stage for 
building trust and relationships in collaborating. 

Through setting up a re-alignment session with 
all relevant stakeholders, collaboration is 
ignited. 

Growth mindset 
Being open to learn and listen to relevant 
stakeholders is important to grow as a team and 
innovate. By establishing a customer-centric 
mindset through putting the customer in the 
middle and working with customer needs in the 
discussions. Stakeholders have an outside-in 
view that caters to the growth mindset of being 
open to learn.  

Set the stage 
The clear leadership guidelines give the 
boundaries for the teams to work towards the 
corporate strategic direction. The preparation is 
done using templates which activate the 
stakeholders and brings the strategic 
understanding to a common ground. Through 
clear leadership guidelines and preparing well 
before the session, the stage is set to fully engage 
in the strategy re-alignment session. 

Bottom-up support 
Through engaging and including the diZerent 
regions and countries throughout the whole 
process, the entire organization is supported in a 
bottom-up manner.  

Figure 37: Evaluation of Design Goals 
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12.2 Innovation sweet spot 
In this chapter, we examine the proposed 
strategy process through the lens of IDEO’s 
“innovation sweet spot”. The innovation sweet 
spot balances desirability, feasibility and 
viability. Although the final process could not be 
fully tested during the project, insights were 
gathered through individual assessments, 
iteration sessions with stakeholders and final 
evaluations conducted with the Strategy & 
Transformation team. The following subchapters 
explore each dimension of the innovation sweet 
spot, addressing how well the concept aligns 
with stakeholder needs (desirability), how 
realistically it can be implemented (feasibility) 
and how it contributes to long-term success 
(viability). 

 

Figure 38: The innovation sweet spot model by IDEO 

12.2.1 Desirability 
For the strategy re-alignment process to be 
desirable, it must address key stakeholder needs 
and improve cross-departmental collaboration. 
Throughout the iteration sessions and 
stakeholder discussions, a clear demand 
emerged for stronger leadership guidance, better 
alignment between departments and a 
structured session for teams to refine their 
strategies together. These insights shaped the 
design, ensuring that the new process directly 
responds to the challenges faced in the previous 
cycle. 

Preparing the teams:  
During the iteration sessions, much of the early 
focus was on which preparation topics each 
team needed to address. However, stakeholders 

repeatedly pointed out the lack of leadership 
guidance in the previous cycle’s preparation 
phase. The proposed leadership guidelines 
emerged as a crucial element. Stakeholders 
responded very positively, mentioning that clear 
direction from leadership was the element they 
most wished to see introduced. 

Organizing stakeholders: 
After hosting eleven iteration sessions, it became 
clear that stakeholders wanted strong alignment 
with department directors. They also favored 
physical meetings that would enable deeper 
discussions between teams. The hypothesis that 
a region should only engage with one market 
segment at a time was confirmed and 
stakeholders embraced the idea of rotating the 
market segments every two hours. This approach 
was viewed as an eZective way to make sure that 
each stakeholder had meaningful conversations 
with the relevant departments. 

Although there were some calls to include 
additional functional leaders in the discussions, 
consensus emerged around starting with the 
core group of Market Segment Directors, 
Business Unit Directors, Business Unit Finance 
Directors and Multi Plant Unit Directors. 

Strategy re-alignment session: 
Interviews and stakeholder discussions 
reinforced a high sense of urgency to improve 
cross-departmental collaboration. Participants 
saw clear value in creating an additional 
touchpoint before each team moved ahead with 
its own strategy development. This extra 
alignment moment was widely seen as a solution 
that addresses the desire for stronger 
collaboration between teams. 

Multiple stakeholders expressed enthusiasm 
about placing the customer perspective at the 
center of strategic conversations. They also 
appreciated the plan to focus on enhancing 
competitive advantage in a collaborative setting, 
rather than working in isolated departmental 
silos. 

Potential for improvement 

• Stakeholders mention that involving 
additional functional leaders could 
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strengthen strategy discussions in the 
future. 

• While there is demand for wider 
participation, limited time and 
resources currently limit how many 
stakeholders can join the re-alignment 
sessions. OZering additional sessions to 
include more participants could further 
improve desirability and inclusivity of 
the process. 

12.2.2 Feasibility 
For the new strategy development process to be 
feasible, it must fit within the organization’s 
existing structure while making eZicient use of 
time and resources. The design approach 
focuses on keeping changes gradual to maintain 
consistency with previous cycles and avoid 
overwhelming stakeholders. By introducing new 
elements step by step, the process remains 
manageable while ensuring improvements are 
eZectively integrated. 

Preparing the teams 
To maintain consistency with previous cycles, 
the preparation templates remain largely 
unchanged. However, the addition of a customer 
needs map raises feasibility questions about 
how to gather the required customer insights. By 
adopting Horizon 1 and Horizon 2 approaches, 
the organization can test and refine its methods 
for collecting these insights, which helps confirm 
that the final process is feasible. 

Although leadership guidelines are identified as 
necessary, there is no guarantee leadership will 
oZer concrete directives. Continual 
communication about the importance of clear 
guidelines remains a priority to keep everyone 
aligned and motivated. 

Organizing stakeholders 
The plan looks to minimize resource use and time 
commitments by limiting the number of 
participants and time of the sessions. However, 
physical constraints and scheduling conflicts are 
still an ongoing challenge. Ensuring leadership 
recognizes the value of the process can make 
way for teams to invest an entire day to meeting 
in person. 

Facilitators play a key role in managing 
stakeholder dynamics. They help keep 
discussions focused and ensure that limited 
meeting time is used eZectively. A smaller group 
of participants further supports feasibility by 
reducing coordination complexity. Additionally 
the participants are all chosen with care to fulfill 
their own specific role. 

Strategy re-alignment session 
The simplified competitive advantage discussion 
in Horizon 1 limits concerns about significant 
changes in format or the level of preparation 
needed for a fully customer-centric approach. 
Although the organization has never carried out a 
customer-centric competitive positioning 
session, similar sessions in other organizations 
have proven to align teams eZectively around a 
common vision. Building on these successful 
models increases confidence in the feasibility of 
adopting the method. 

Implementation strategy 

A gradual implementation strategy is central to 
the entire design, making sure new elements are 
introduced and tested step by step. This 
incremental approach gives stakeholders time to 
adjust and helps preserve process consistency 
across horizons. As each phase builds on the 
last, feasibility remains manageable and any 
necessary adjustments can be made early 
instead of requiring last-minute changes. 

Potential for improvement: 
• Feasibility rises if leadership allocates 

more time and resources for strategic 
discussions. 

• Exploring digital options for 
collaboration can potentially increase 
the feasibility. 

• Improving the methods used to gather 
customer insights improves both the 
quality and the eZiciency of preparation 
which makes the overall process more 
eZective. 
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12.2.3 Viability 
For a new strategy development process to be 
viable, it must contribute to long-term business 
success while improving eZiciency and 
collaboration. The redesigned approach aims to 
create strategies that align with corporate 
ambitions, enhance teamwork across 
departments and keep the process both eZective 
and resource eZicient. Ensuring that the strategy 
process fits within the organization’s existing 
structure is also key to its sustainability. 

Preparing the teams 
Clear leadership guidelines help teams craft 
strategies that align with corporate ambitions. 
This clarity reduces misaligned spending and 
supports a more accurate approach to resource 
allocation. Over time, it can also lead to 
measurable improvements in financial 
performance. 

Organizing stakeholders 
Arranging two strategy days represents a modest 
investment compared to the costs of persistent 
interdepartmental misalignment. By bringing 
cross-functional teams together, the 
organization follows a path supported by the 
research of Kahn (1996), who found that eZective 
collaboration positively influences both product 
development success and overall company 
performance. In the long term, a strong matrix 
organizational structure supports better 
strategic outcomes and aligns with the 
company’s future goals. 

Strategy re-alignment session 
Conducting a re-alignment session early in the 
strategy process reduces the need for extensive 
adjustments later. Establishing a shared 
understanding of desired future positioning 
lowers the risk of wasteful investments that do 
not align with the organization’s overall direction. 
By emphasizing customer-centric value 
propositions, the new positioning better reflects 
real customer needs, which can improve market 
competitiveness and drive higher sales. 
Customer centricity remains a strategic priority 
and this session reinforces the importance of 

creating products and services that address 
actual market demands. 

Potential for improvement: 
• Make sure that outputs and 

recommendations from these sessions 
explicitly connect to the organization’s 
overarching strategic objectives, so that 
individual departmental plans clearly 
support corporate ambitions. 

• Incorporate key performance indicators 
(KPIs) that measure how higher-quality 
strategies aZect the bottom line, helping 
leadership be convinced about the cost-
benefit ratio of the new process. 
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13  Conclusion & 
Discussion  

13.1 Conclusion 
This master thesis project studied the bottom-up 
strategy development process of a large 
multinational organization to refine and optimize 
how regional business units develop their 
strategies. The shift to a matrix structure and a 
more decentralized strategy process created 
challenges in ensuring alignment between global 
market segments, regional business units and 
multi-plant units. Limited cross-functional 
collaboration and misalignment in strategy 
development led to ineZiciencies, making it 
diZicult to connect high-level strategic direction 
with regional implementation. This research 
aimed to bridge these gaps by developing an 
improved strategy process that enhances 
collaboration, fosters strategic alignment and 
strengthens customer-centric future positioning. 
Through extensive research, participatory 
experience, literature reviews, stakeholder 
interviews, expert discussions, creative ideation 
sessions and stakeholder iteration sessions, a 
solution was developed that enhances strategic 
dialogue between key departments, specifically 
market segments, business units and multi-plant 
units. 

The organization recently introduced a regional 
approach that operates within a matrix structure, 
balancing local responsiveness with global 
strategic coherence. The literature review 
highlighted that strategy is multidimensional, 
integrating elements of deliberate planning, 
emergent adaptation, competitive positioning 
and organizational coherence. While structured 
strategic planning provides clarity and control, 
strategic management emphasizes adaptability 
and open strategy promotes inclusiveness and 
transparency. These strategic approaches must 
be balanced within the matrix structure to 
improve interdepartmental collaboration and 
strategy execution. 

From the literature, it became evident that this 
new strategy process aligns more closely with 
open strategy by involving a broader range of 
regional stakeholders in strategy development. 
Traditionally in this organization, strategy 
formulation was more centralized, limiting 
participation to higher corporate levels. 
However, by incorporating regional business 
units and multi-plant units in structured 
discussions, this process increases 
transparency, inclusiveness and local 
responsiveness. This aligns with key principles of 
open strategy. This shift allows for greater 
knowledge-sharing across functions, ensuring 
that regional teams have a more active role in 
shaping strategic direction while maintaining 
alignment with corporate strategic direction. 

Because of the matrix structure and the move 
toward a more inclusive strategy process, 
interdepartmental integration became even 
more crucial. As regional business units, market 
segments and multi-plant units are required to 
collaborate more closely, it is essential to 
establish structured interactions and 
collaboration that facilitate alignment and 
shared decision-making. Without eZective 
interdepartmental integration, strategy 
execution risks becoming fragmented, leading to 
misaligned priorities and ineZiciencies.  

To bridge this gap and increase strategic 
dialogue, a structured solution was designed 
that aligns teams before they develop their 
respective strategies. This solution consists of 
three interconnected elements. The first element 
is setting the stage, which ensures all 
stakeholders are well-prepared and aligned on 
strategic topics before the session. Leadership 
guidelines provide clear guard rails that prevents 
misalignment in strategic focus. The second 
element is organizing stakeholders, where a 
rotating physical strategy session is introduced. 
This allows business units, multi-plant units and 
market segments to engage in structured 
discussions. Over two days, every two hours, 
market segments rotate between diZerent 
regional business units and multi-plant units, 
ensuring deep, focused and eZicient 
discussions. The final element is the strategy re-



 57 

alignment session, where a customer-centric 
approach to competitive positioning ensures an 
outside-in perspective. Stakeholders collectively 
define future competitive positioning, creating a 
shared strategic focus and alignment before 
strategy development begins. 

This structured approach enhances eZiciency, 
collaboration and customer focus. By 
establishing base alignment before strategy 
development begins, teams reduce 
ineZiciencies and ensure that all key players are 
on the same page from the start. Strengthening 
collaboration within the matrix structure 
improves coordination across departments, 
fostering a more collaborative mindset for 
strategy execution. The process ensures that 
teams align on future positioning, creating a 
shared understanding of strategic direction. By 
promoting collective decision-making, the 
solution reduces inconsistencies that arise when 
strategies are developed in isolation. Placing 
customer-centricity at the core of the discussion 
encourages the creation of value propositions 
that directly address customer needs. 
Additionally, customer-centricity also functions 
as a shared focus which gives all stakeholders an 
outside-in perspective to focus on. This refined 
approach ultimately enhances competitive 
positioning, ensuring that both regional and 
global strategies align eZectively. 

To ensure smooth adoption, the implementation 
follows a gradual approach in three horizons. It 
begins with simplified discussions and evolves 
toward full customer-centric strategy alignment 
over time. The first horizon introduces a 
simplified competitive positioning session that 
focuses on broad alignment rather than deep 
customer insights, allowing stakeholders to ease 
into the process. The second horizon expands 
the approach by incorporating customer needs 
discussions in selected markets, refining the 
process before full-scale implementation. In the 
third and final horizon, expected within five years, 
the organization will fully integrate the customer-
centric strategy re-alignment session into its 
standard strategy development process cycle.  

Beyond improving alignment and collaboration, 
this structured approach improves the 
organization’s ability to develop strategies that 
are more customer-centric and responsive to 
market needs. By fostering cross-functional 
engagement early in the process, the solution 
reduces ineZiciencies, improves decision-
making speed and ensures that regional 
strategies are directly linked to both corporate 
objectives and customer expectations. 
Additionally, by integrating leadership guidance 
more eZectively, the process ensures that 
strategy building remains both decentralized and 
strategically coherent which creates a more agile 
and resilient organization. 

Moving forward, the organization should focus on 
further refining customer insights collection and 
reinforcing leadership engagement in the 
strategy process. By refining and adapting this 
approach, the organization can build a 
sustainable strategy development process that 
fosters a collaborative mindset, stays flexible 
while maintaining clear direction and secures 
long-term competitive advantage in a changing 
market environment. 
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13.2  Discussion 
This chapter discusses the study’s key findings in 
three distinct areas: theoretical contributions, 
service blueprint for internal processes and AI-
driven ideation. 

First, the findings on open strategy, strategic 
adaptation and interdepartmental integration 
contribute to strategic management literature. 
Here the challenges are highlighted in balancing 
openness with control, maintaining strategic 
continuity and overcoming departmental silos. 

Second, service blueprinting is introduced as a 
design method to analyze and improve strategy 
development, reframing internal stakeholders as 
“users” to identify ineZiciencies and improve 
alignment. 

Thirdly, the role of AI in strategy co-creation is 
explored, revealing its limitations in generating 
diverse stakeholder perspectives and suggesting 
improvements through dynamic AI models and 
human-AI collaboration. 

This structure connects the study’s theoretical 
insights with new methodological approaches, 
providing a comprehensive view of strategy 
development in complex organizations. 

Finally, the implications, limitations and future 
recommendations are explained. 

Opening Strategy 

Strategy development has become more open, 
involving a wider range of stakeholders and 
increasing transparency (Whittington, 2019). In 
the case study, regional teams contributed to 
strategy formulation, fostering ownership. 
However, decision-making remained 
centralized, leading to frustration as leadership 
ultimately rejected many employee-driven 
initiatives despite early indications they would 
not be accepted. This reflects the dilemma of 
empowerment, where organizations encourage 
participation but do not fully distribute decision-
making power (Hautz et al., 2017). 

A key challenge was misalignment between 
“users” (Market Segments, Business Units and 
Multi Plant Units) and “owners” (Leadership 

Team and Strategy & Transformation team) of the 
process. Users looked for flexibility and local 
responsiveness, whereas leadership prioritized 
financial control. Additionally, lack of 
transparency limited trust, as employees were 
excluded from key decisions with the 
justification that they “don’t have the full 
picture”. This created a cycle where uninformed 
employees could not contribute eZectively, 
reinforcing leadership’s reluctance to include 
them. 

The quality of contributions also varied, making it 
diZicult to synthesize input into a consolidated 
global strategy. Group thinking, misalignment 
and information overload can become a risk 
(Luedicke et al., 2017; Sibony, 2012). To make 
open strategy eZective, organizations need clear 
guidelines for participation, structured decision-
making and mechanisms to integrate 
stakeholder insights into real outcomes (Adobor, 
2019). 

This section has been moved to the Confidential 
Appendix. 

Interdepartmental Integration 

Matrix organizations require strong collaboration 
across departments, yet diZerences in KPIs and 
success metrics often create silos (Kahn, 1996). 
In this case, customer centricity was introduced 
to align departments around shared goals, 
reducing fragmentation and improving 
coordination. 

However, saying an organization is customer-
centric does not mean it acts that way. 
Employees who had never seen customer-driven 
decision-making in action struggled to prioritize 
it over financial objectives. Lack of 
interdepartmental trust further limited 
knowledge sharing and coordination (Kahn, 
1996; Lamberti, 2013). Without clear structures 
for collaboration, interdepartmental silos might 
continue, hindering aligned strategy 
development. 

To make customer centricity a real strategic 
driver, companies must foster trust, improve 
transparency and create structured 
collaboration processes. Without these, 
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customer-centric eZorts remain fragmented and 
ineZective. 

Service Blueprinting 
The organization of the strategic development 
process can be seen as a service provided by the 
strategic development team to the “users” in the 
rest of the organization. An adopted service 
blueprint was used to analyze internal strategy 
development, reframing internal stakeholders as 
“users” of the process (Bitner et al., 2008). This 
approach identified gaps in alignment, 
communication barriers and ineZiciencies, 
revealing how stakeholder inputs were often 
disregarded or misinterpreted. Based on these 
findings adjustments to the process were 
suggested. Additionally, a service blueprint was 
used to map the new strategy development 
process which creates a clear overview, 
improving the documentation and transferability 
to new employees.  

Artificial Intelligence Ideation 

AI was introduced as a co-creation tool to 
simulate stakeholder perspectives, since there 
were logistical challenges in getting all 
stakeholders together at once. However, AI-
generated insights lacked diversity with synthetic 
stakeholders producing highly similar 
responses, even when prompted with diZerent 
backgrounds. For example, when asked to 
generate analogies, AI consistently provided 
narrow, repetitive answers, limiting its 
usefulness. 

Additionally, AI often incorporated knowledge 
beyond the intended scope, making outputs less 
representative of real stakeholder viewpoints. 
Debowski et al. (2022) emphasize that AI must be 
designed to generate diverse perspectives, but 
current models struggle to achieve this. 

To improve AI-assisted ideation, organizations 
could explore agentic AI models, which allow AI-
generated stakeholders to interact dynamically 
and refine their ideas. Additionally, combining 
human facilitation with AI insights could create 
more balanced, diverse and context-aware 
ideation processes. 

 

Theoretical implications 
This section has been moved to the Confidential 
Appendix. 

Open strategy aims to include more stakeholders 
in strategy development but it does not always 
work in practice, there are a multitude of factors 
influencing the organizations will to adapt these 
new approaches. Sometimes attempts to open 
up strategy, can become symbolic, while lacking 
actual decision making power and impact from 
the participants. The shear amount of strategy 
documents created can also create a burden on 
the participants and leadership, ultimately 
resulting in overcomplexities. 

Focusing on customer centricity in collaboration 
can help break down siloed thinking, this 
approach to strategic dialogue can help leaders 
from diZerent departments to work together with 
shared goals. This could impact the overall 
communication and collaboration abilities 
across functions.  

Managerial implications 
Leading strategic change in conservative and 
politically complex organizations is challenging. 
These organizations often have strict hierarchies, 
a preference for stability and long-standing 
routines. Because of this, employees and 
leaders may resist change, making it important 
for managers to introduce new ideas carefully. 

One way to reduce resistance is to start small. 
Instead of pushing for major transformations all 
at once, managers should begin with smaller 
initiatives that clearly show value. When 
employees and leaders see positive results, they 
become more open to bigger changes. Building 
trust step by step helps create a culture that is 
more willing to embrace new approaches. 

Another common challenge is getting employees 
to focus on customers. Many workers struggle 
with customer-centricity because they have 
never seen its impact firsthand. If the benefits are 
not clear, customer focus can seem like just 
another abstract idea. To change this, leaders 
should highlight successful customer-driven 
projects using real examples and data. When 
employees see concrete proof that customer 
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focus leads to better results, they are more likely 
to support it. 

Even when a company faces a crisis, change 
does not always happen. Organizations may 
blame external factors like market conditions 
instead of looking at internal problems. This 
mindset can stop them from making necessary 
adjustments. Managers should put systems in 
place that encourage honest reflection within 
leadership teams. By identifying and addressing 
internal barriers, organizations can respond 
more eZectively to challenges. 

This section has been moved to the Confidential 
Appendix. 

By taking these steps, organizations can reduce 
resistance, improve adaptability, and create 
lasting change. Managers who start small, 
demonstrate the value of customer focus, 
encourage internal reflection, and maintain 
leadership alignment will have a better chance of 
successfully leading strategic change. 

Limitations 
This study has some limitations that should be 
considered. Due to time constraints and limited 
data collection, not all relevant stakeholders in 
the strategy development process could be 
interviewed, since there were more than 50 
stakeholders involved in the process. This means 
that some important perspectives may be 
missing, leading to an incomplete view of the 
process. 

There was also limited time to fully understand 
the broader organizational context and culture, 
even though these factors are important for 
developing an eZective strategy process. A 
longer research period could have provided a 
deeper understanding of their impact. 

Another limitation is that the proposed solution 
was not tested during this study. As a result, its 
eZectiveness remains theoretical rather than 
proven in practice. Future research should focus 
on applying and testing the solution to refine it for 
this specific organization. 

Since this study focuses on only one 
organization, its findings may not apply to other 

companies. Factors like industry, company 
culture, and leadership style could influence the 
results. Future studies could compare diZerent 
organizations to see how well the approach 
works in various settings. 

Finally, this research looks at a short-term move 
toward open strategy but does not measure its 
long-term impact on the organization. 
Leadership changes during the study also led to 
a shift back toward a less open approach. Future 
research could explore how to maintain 
openness in strategy development and its long-
term eZects on business performance. 

Future recommendations 

• Strengthen organizational transparency 
and inclusion through open 
communication channels. This will play 
a crucial role in building trust and 
engagement. 

• Embedding customer centricity beyond 
buzzwords, champion customer 
centricity eZorts to implement it 
throughout the organization. 

• Managing organizational politics and 
change resistance, use small iterative 
changes to reduce resistance. 

• Further research on collaboration in 
regional based matrix organizations, 
evaluating roles and structures that 
further support cross-regional 
collaboration. 

• Future research on customer-centricity 
as a way of creating internal alignment in 
organizations, see if this mindset can 
bring employees further together in their 
collaborative eZorts. 

• Thoroughly test the customer-centric re-
alignment session to optimize 
preparation, time eZiciency during the 
session and the quality of the session 
output. 

13.3 Personal reflection 
Working on this project has been a great learning 
experience. One of the biggest challenges was 
balancing the diZerent views between my 
education in strategic design and the company’s 
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financial and analytical approach. During my 
Strategic Design education, customers and 
users were always a central point, however, the 
organization prioritizes financial planning and 
projections. My instinct was to put the customer 
first, but I learned that with high levels of 
abstraction it is sometimes required to have a 
more helicopter view of the situation. The best 
solution is likely a balance between both 
perspectives. It was interesting to learn from 
both university mentors and company mentors 
at the same time. This made it even clearer how 
diZerent theory and practice can be. 

It also took much longer than expected to truly 
understand the organization. Even after six 
months, I only recently felt like I had a feeling for 
the complex dynamics that influence strategic 
development and decisions. At first, the process 
seemed structured and straightforward. Over 
time, I realized how many factors shape strategy 
development, from corporate priorities to 
regional needs and leadership styles. 
Understanding these layers was key to creating 
an actionable solution. 

This project gave me the chance to learn in a 
broad domain. I started with a research question 
about strategy development and ended up 
working on collaboration and customer centric 
future positioning. The organizational setup, with 
its matrix structure and regional approach, was 
completely new to me. Connecting what I 
learned in education to a real business 
environment has been a big learning opportunity. 

I am very grateful for the chance to speak with so 
many stakeholders across diZerent levels and 
countries. Their insights were crucial in helping 
me understand the context and reframe the 
problem. Without these conversations, it would 
have been much harder to create a practical 
solution that aligns well with this specific 
organization. I also appreciate the external 
experts I could consult during this project. Their 
knowledge helped me make sense of the 
complexities of strategy development in large 
organizations. 

This experience has been eye-opening. While I 
started with a strong academic background, 

working inside the company gave me a more 
nuanced view of strategy. I now have a much 
better understanding of how organizations work 
and what it takes to develop strategies and create 
environments for eZective collaboration.  
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Project title 

Please state the title of your graduation project (above). Keep the title compact and simple. Do not use abbreviations. The 
remainder of this document allows you to define and clarify your graduation project.  

PROJECT TITLE, INTRODUCTION, PROBLEM DEFINITION and ASSIGNMENT 
Complete all fields, keep information clear,  specific and concise 

Introduction 

Describe the context of your project here; What is the domain in which your project takes place? Who are the main stakeholders 
and what interests are at stake? Describe the opportunities (and limitations) in this domain to better serve the stakeholder 
interests. (max 250 words) 
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Then explain your project approach to carrying out your graduation project and what research and design methods you plan to 
use to generate your design solution (max 150 words) 

Problem Definition 

What problem do you want to solve in the context described in the introduction, and within the available time frame of 100 
working days? (= Master Graduation Project of 30 EC). What opportunities do you see to create added value for the described 
stakeholders? Substantiate your choice. 
(max 200 words) 

Assignment 

This is the most important part of the project brief because it will give a clear direction of what you are heading for. 
Formulate an assignment to yourself regarding what you expect to deliver as result at the end of your project. (1 sentence) 
As you graduate as an industrial design engineer, your assignment will start with a verb (Design/Investigate/Validate/Create), 
and you may use the green text format:  
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	PB student#: 4674545
	PB student name: Wolf Gustav László König
	Project titel: Bottom-up strategy development process
	introductie textveld: This project takes place in a large multinational manufacturing organization operating in the building and infrastructure market. The organization is divided into regional business units, global functions, and global optimization areas. Last year  new bottom up strategy development process was introduced. This process will be reviewed and refined to build a cohesive regional strategy for the next five years. For this organization, “strategy” is defined as a combination between high-level strategic choices and financial planning and allocation. The bottom-up strategy development is a two-part process: a financial template projecting revenue and EBITDA for the next five years, and a strategy document that supports and is driven by these financial projections. Each regional business unit creates a strategy document that supports the projections for the next five years. This project will focus on the process around creating this strategy. This strategy development process will guide the regional business units (BU’s) through the strategic considerations and gives guidelines on the necessary elements that are expected to be part of the final strategy document.
 
The project is done for the strategy and transformation department. The main stakeholders are top management, Global Market Segment Directors, the leadership team of the business unit, and the supporting functions for the business units. Through this bottom-up process, regional teams will provide insights from a customer perspective tailored to their local markets, giving them ownership of their strategies. For these strategies to be successfully implemented and achieve shared goals, global teams must support the local teams. This requires alignment and collaboration among all stakeholders. 
 
 
	titel image 1: 
	titels image 2: 
	figuur 1 invoegen: 
	figuur 2 invoegen: 
	Problem definition: The first round of the strategy development process faced multiple challenges:
 
1.            Different environments: There are different levels of quality and detail among the business units, influenced by varying expertise levels and team maturity, as well as the uniqueness of each business unit. Additionally, the use of different digital systems results in varying data points, as each business unit has a different perspective on what is standard.
2.            Process execution and accountability: The order in which the process should be followed is unclear, leading to inconsistent timelines and varying readiness among business units. Additionally, it is ambiguous when the template can be altered or must be strictly adhered to, resulting in outcomes that are difficult to compare. With the immature process accountability and ownership is not always clear.
3.            Consistency in outcomes: Maintaining uniformity in outcomes and ensuring consistent quality of information is challenging. Additionally, variations in regional ambitions also lead to differences in outcomes.
 
 
	Assignment: “Refine and propose an optimized bottom-up strategy development process to support the regional BU’s in creating their own strategy for a yearly development cycle.” 
	assignment vervolg: 1. Discovery:
Internal: Conduct interviews with various functions and top management, hold focus groups with key stakeholders and create a customer journey map of the previous strategy process.
External: Perform a literature review on internal strategy processes, bottom-up approaches, interviews in organizations
2. Defining and developing: 
Brainstorm, structure and create a flowchart of the process
Co-create with internal experts to ensure alignment with organizational needs
Create engagement methods to guide stakeholders through the process
3. Testing:
Facilitate sessions to evaluate the process and effectiveness of the engagement methods
Iterate based on feedback and refine the process
4. Finalizing: 
Visualize and fine-tune the stakeholder engagement and templates
Deliver the final engagement methods and templates as the project deliverables, Deliver process map and flowchart


