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INSIGHTS



Optimising enterprise value through good strategy, delivery & execution

As leaders the optimisation of an organisation’s enterprise value (EV) and its sustained growth should be our pri-
mary focus, if not the only focus. This is true whether you are a public organisation, charity or business. Value, like 

beauty, is seen through the eyes of the stakeholder(s), so its important to recognise that they are also drivers of EV. 
Just like being in a maternity ward, it’s no good lying or standing there waiting expectantly for something to happen, if 
there was no activity nine months earlier. So, what are the key activities to achieving sustained EV growth?

APTIM-Solutions Enterprise Value Growth Model 

C.K. Prahalad and G. Hamel, in a 1990 Harvard 
Business Review article described core competence 

as a collection of skills and technologies that deliver 
value to customers (capabilities such as skills, know-how, 
expertise, assets both physical and intellectual etc).  

They also identified 3 tests for identifying a core 
competence, namely: 

• Does it expand the addressable market? For 
instance Intel’s microprocessor design competency 
allows it to compete in several diverse markets?  

• Does it provide customer benefits? 

• Is the core competence difficult to copy? It should 
be costly to replicate, both in time and resource and 
uncertain in achieving. Even if in time they achieve 
it, you would have moved the goalposts. 

The battle for core competence leadership rather than 
product leadership is the most critical. Satya Nadella, 
CEO of Microsoft in a McKinsey & Company podcast said 
it was natural that core products would stagnate at some 
point. Therefore, it’s essential to develop new capabilities 
that stimulate the building of new concepts and products. 

We believe, a company’s Core Competence and its 
in-built collective learning provides a focal point and 
direction for building and sustaining growth. It’s the 

process of leveraging these that fuels the momentum. 

Despite its importance we are constantly surprised by 
businesses that can’t articulate it or have identified the 
wrong one. Its also important to understand that not all 
businesses have a core competence and if it can’t be built 
or acquired within an appropriate timeframe it will be 
difficult to sustain and grow enterprise value. There also 
needs to be a commitment to a continuous programme of 
development and strengthening, given its importance in 
providing both a defensive bulwark and offensive punch.  

Care needs to be taken with mantras such as ‘lean 
and mean’ and ‘sweat the assets’ which have become 
standard business parlance. They are not the ‘be all 
and end all’. Sure, it gives a temporary lift in value, but 
only that. Put another way, single-mindedly focusing on 
restructuring and cost reduction is like anorexia, it makes 
you thinner but not any fitter or healthier. However, being 
able to grow the top line at a faster rate than your cash 
costs (capital and operating) is key. 

We are not saying that restructuring does not have its 
place, though we prefer to talk of re-engineering. In a 
turnaround or squeezed cash position it’s critical that 
cash is released for survival and can be instrumental 
in strengthening capabilities and core competence. 
However, a clear distinction needs to be made between 
cutting into fat rather than muscle.   

Core Competence & Capabilities

“Maximization of Opportunities is the meaningful, indeed precise definition of the entrepreneurial challenge…. The pertinent 
question is not how to do things right, but how to identify the right things to do, and to concentrate all your resources and 

efforts solely on them”.
 

Peter F Drucker



DEFINING THE CHALLENGE
& OPPORTUNITY

Growing EV requires a rich understanding of where 
the challenges and opportunities now and in the 

future lie; as well as what obstacles need to be overcome. 
Sustaining growth requires a continuous commitment 
to strengthen your core competence and capabilities, 
an awareness of the risk environment (internally and 
externally) and to the active process of renewal. 

Market leadership today does not give a divine right to 
leadership in the future, The casualties littered over the 
many commercial battlefields is testament to that.  

Given this, teams should regularly think about the future 
to discover the new opportunities and challenges facing 
them. As Steve Jobs said, “If you define the problem 
correctly, you almost have the solution.”  New solutions 
transpire because teams are prepared to look far beyond 

the ‘here and now’ gaining the necessary insight to 
define the future challenges. One thing for certain is it 
will be different than today and, doing more of what 
you do today in the way that you do it is paralysing and 
ultimately will not add value. Often challengers are no 
more efficient than current market leaders. However 
they do differ in several important respects: they are 
not a slave to orthodoxy and are good at identifying 
opportunities and bringing relative strength to bear 
against relative weakness. In the discovery phase It may 
be helpful to ask yourself what is the issue and who is 
the owner? and what is their motivation for resolving 
it?  Start at the macro-level and dive down further and 
further. Thinking through the who?, consider the global, 
societal, industry, market and customer dynamics. The 
what?, would include: the macro-drivers, the general 
problem, the specific issue, the unmet need or desire.

Having described each challenge in general terms you 
need to look at what sits behind them identifying the 

unmet needs and opportunities. Peter Drucker defined 7 
types of innovation that create future opportunities:

• Unexpected occurrences
• Incongruities
• Process needs 
• Industry and market changes
• Demographic changes 
• Changes in perception and 
• New knowledge  

Future thinking is a key capability to be devloped, it is 
essential to reflect on what life, society, industry and 
markets may look like in 25 years’ time (some subtle 
or not so subtle cues can be seen through the eyes of 
today’s youngsters - the customers of the future). Then 
think through the technologies, infrastructures and 
models that would be necessary, in say 15, 10-, 5- and 2 
-years’ time, to build this future view.

The PEST framework and Porter’s 5 forces are useful 
tools. Their various intersections provide valuable future 
insights and using leading-edge analytics the ability to 
generate these insights is a lot easier. 

An additonal discovery and design tool we like to use is 
value stream mapping, basically understanding how and 
why value is distributed across an industry and market. 
Looking at the separate activities first and only then 
ascribing values to each (EBITDA or other proxy). Then 
analyse why it is distributed that way. The goal is to gain 
an insight into how you could innovate and/or how it 
could be disrupted.  What we aim for is a revolution in 
an evolutionary way and It’s important not to be wedded 
to existing industry structures. The skill is to understand 
the subtle cues and patterns and see the future before it 
arrives. This process is encapsulated in a quote by Carrie 
Latet, “Nature does constant value stream mapping – it’s 
called evolution”.

The future belongs to those who prepare for it today 

Malcolm X



Strategy Design & Assessment

Good strategy design recognises the challenges as well as describing the approach, actions, inputs and resources 
to overcome obstacles and build value. Michael Porter described 5 key strategies for creating such value, 

comprising:
• Substitute product 
• New product entry 
• Collapsing segments across the value chain 
• Aggregation or consolidation of a specific segment of the value chain, or,
• Creating a new segment that improves the overall efficiency of the existing segments 

“Rowing harder doesn’t help if the boat is going 
in the wrong direction” 

Kenichi Ohmae

Predicting whether you can capture value requires 
thorough assessment and testing, answering such 

questions as: 

• Is there an opportunity?
• Does it align with your capabilities, if not, can you 

build or acquire?
• Is it a value worthy problem?
• Can you capture value? How? 

Assessment requires looking at alternatives, asking the 
counterfactual questions, considering the reactions of 
competitors and understanding their relative strengths 
and weaknesses. 

It also needs a robust review of the organisation’s 
capabilities that will ultimately support delivery. 
Comparing this to the competition, both traditional 
and the ‘upstarts’. Then a financial assessment 
needs completing, which also reviews the impact on 
stakeholders. Risks and their mitigation need considering 
throughout each phase. Finally challenge yourself, have 
you been disruptive enough in your thinking? 

Good strategy identifies the challenge and obstacles, 
sets the approach, describes and co-ordinates the 
activities, actions, inputs and resource deployment as 
well as considers risk whilst also strengthening the core 
competence. Once completed it’s time to phase it.

Strategic Phasing 

Phasing is an essential component 
of all our management 

frameworks, however, before 
phasing it’s important to recognise 
that a strategic plan could be 
short or long depending on the 
situation facing you. Further, there 
is no formula for how long each 
phase should be nor need they be 
of equal length. One business we 
were involved in had an 18-month 
strategy with 3 phases, 4, 6 and 
8 months, Another 3 years with a 
6:12:12 and 6 phasing.

7 Key Reasons to Phase A Strategy 

• Provides a clear pathway allowing for different inputs and/or 
intensities.

• Improves communication and change by focusing on 1-2 critical 
areas, which can be different for each phase.

• Creates a better sense of urgency and provides momentum. 
• Fosters a sense of achievement and increasing momentum by 

celebrating early success.
• Reinforces change, faster, allowing you to build and strengthen on 

what has gone before.  
• Aids faster learning about what works and what doesn’t. Meaning 

you can be more flexible and quicker to react. 
• Supports capabilities and competence – building and leveraging on 

the phase before. 



ACTIVITIES, ACTIONS 
& INPUTS 

It’s essential teams don’t mistake motion for action, we have all heard the saying ‘busy fools’. So, having phased the 
strategy and identified the 1-2 key focus areas for each phase it is important to map the activities, actions and inputs 

they consume. Then the level of intensity can be established. 

Zig Ziglar said “your input determines your outlook. Your outlook determines your output, and your output determines 
your future”. Consider the human body, in order to develop and grow into adulthood we need a plethora of inputs, 
some hard, for instance food and water, some soft such as life experiences and cultural habits. These inputs have 
varying degrees of emphasis over time. A business is no different, it is a living breathing entity. Once a detailed 
map has been established it is important to identify the key actions and inputs that are critical to control and which 
fundamentally influence the ability of a business to grow successfully. 

Management should focus on the weakest link. Like a chain ignoring the weakest part and strengthening others 
means under load it will still break at the weakest link. All you would have done is waste valuable time and resources.  
This does not mean you should ignore strengthening other areas just be fully aware of the intensity deployed.

Resource Deployment & Input Control 

Building an action-oriented plan; ensuring the 
appropriate capabilities and resources (including 

people with the right skills, attitudes and behaviours) are 
deployed; with the right inputs to affect a breakthrough 
and build a strong bridgehead capable of launching 
further offensives, requires detailed co-ordination and 
control. It also needs an awareness of how each phase 
fits with other phases, strengthens the wider plan, 
creates leverage and focuses relative strength against 
relative weakness to build sustainable competitive 
advantage and increased EV. 

Critical to this is a detailed risk aware and phased 

management framework and control system that helps 
to manage the inputs. A framework empowers teams 
to take ownership, responsibility and accountability 
and drive the necessary improvements, efficiently and 
effectively. Get the inputs right and the output will follow. 
Like a car, it’s no good driving through the lens of the 
rear-view mirror and expect to stay on the road, let alone 
get to where you want to go.  Control also requires an 
adequate intelligence operation scanning the competitive 
and wider environment for opportunities and threats and, 
once identified taking the appropriate mitigating action.

Renewal

To sustain value adding growth, 
businesses must regenerate 

themselves. Strategy is a living 
breathing thing and needs constant 
renewal, if sustainable growth in 

enterprise value is to be achieved. 
This requires the same steps as 
before, none more critical than the 
art of discovery.

“Focus on being productive, 
instead of busy” 

Tim Ferris



UNDERPINNING THE 
DISCOVERY, SHAPING, 

DELIVERY & EXECUTION

Throughout the strategic journey, and its renewal 
the role of your own data and data analytics is 

crucial. Not only as an enabler but also a critical input, 
communication tool and controller.  

Looking for subtle patterns amidst a forest of internal and 
external data is a management imperative. If you can’t 
spot the problem how can you fix it and if you can’t see 
all the facts how can you see the problem? Data is not 
just an asset it’s a key driver of your strategy.

Analytics are: 

• Diagnostic - Helping with the what and why? 

• Predictive  - What will happen 

• Prescriptive - What to do next   

When driving a car, you use all of these – just think about 
a recent journey. The same is true of any business.  

The development of early warning systems that identify 
when inputs are going awry is essential. Thereby 
ensuring teams and individuals can intervene early and 
decisively to make sure everything remains on track.  

Care needs to be taken not to over-analyse or -engineer 
for the sake of it. Again, like the discussion on strategy 
the starting point for deciding on the right analytical 
approach is to define what the business problem is you 
are trying to resolve. Engaging the process owners is 
crucial in this as well as the follow-on processes. Once 
identified and, fully defined, apply the appropriate 
analytical capabilities, inputs and actions taking into 
account culture. 

This holds true for IT infrastructure and its associated 
software, so often linked with analytics of all hues 
whether statistical, predictive, machine learning or neural 

networking. However, be careful not to confuse IT with 
data analytics.

During the many re-engineering projects, we have been 
involved in be they turnarounds, re-shaping or growth 
challenges a constant critical success factor has been 
culture especially the use of cues and having one stand-
out coalescing totem pole.  

Think of a series of planets orbiting a sun. The sun 
being the coalescing force (the totem pole) providing 
the gravity pull, with the orbiting planets the supporting 
cues, reinforcing the main programme. What we’re really 
talking about is developing positive habits, where you 
do things on auto-pilot without really thinking about 
it. Habits at an individual, team and business level are 
incredibly powerful, binding everyone and creating a 
form of self regulation. 

Communication glues all this together, both the formal 
and informal, up down and sideways throughout the 
organisation. As managers, as we walked around our 
businesses, we always focused on keystone habits 
those habits that provided quicker wins, were simpler 
to understand and which any person would be hard 
pressed to debate.  These cues supported and reinforced 
the central cultural programme we were aiming to 
influence. 

It is said that culture change takes a long time to develop, 
our experience is that while it may take time to fully bed 
in (though we have seen some relatively quick instances)  
its influence can be extremely quick and be a dynamic 
accelerator in the transformation process. 

There are several critical things to bear in mind, namely: 

• The involvement of teams and individuals in the 
development of any programme should never be the 
sole province of the executive team. 



• Ensure everyone feels empowered and can make a 
difference moving forwards. 

• In formal and informal settings constantly refer to 
the habit and its surrounding cues. 

• Give people the licence and space to call people out 
more senior to them. 
 

• Focus on the simple - If people can’t do the simple 
what hope is there of them doing the more difficult. 
 

• Live by example. 

• Make it a discussion point with internal and external 
stakeholders ensuring it is ‘front and centre’ in all 
internal and external messaging. 
 

• Whilst ensuring fairness, be prepared to discipline, 
including senior people.   

Culture is the compass, engine room, license and enabler 
for the business, teams and individuals. The influence 
of culture as a driving force and its communication 
should not be underestimated, especially in any change 
programme.  Communication needs to be visible in 
external as well as internal media and discussions. 

As leaders optimising and sustaining a business’s EV growth is our main objective and key 
to this, is a good, risk aware and phased action-oriented strategy. Built on a robust core 

competence and discovery process. 

Carefully defining that future insight gives purpose and direction to the organisation as a whole. 

Combining this with great delivery and execution relies on people fuelled by a culture that 
motivates and empowers; allowing them to intervene early, proactively and decisively to keep 
everything on track. All of which is supported by strong communication, data analytics and 
robust controls focused on managing the inputs.

In business as on the battlefield, 
the object of strategy is to 
bring about the condition most 
favourable to one’s own side.”
Kenichi Ohmae




