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Whatl is Strategy? :

a.
b.
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There are many definitions and it is a great topic if you want to argue over how many angels fit on the head of a pin.

We know it gets eaten by culture for breakfast, but what is strategy?

~or me — it is how to get the best outcome delivering on the vision/mission from the limited resources available.

t is about choices and in particular choosing what NOT to do.

It is distinct from planning.

STRATEGY

Strategy is intent * Relatively static compared to
the plan

PLANNING

Putting actions to the intent Inwards facing focus on delivery

How things will be done Typically defined and executed
by wider team

What needs to be done and why
(prioritised) Relatively long-term focus

o ol Concrete actions, sequential
What will notbe done compared to pian

steps and resourcing Focus on efliciency - doing

(deprioritised) is even Includes an outward facing more, faster with less resource

" . Delivers the strategy
more critical perspective (TOWS)

Includes execution detail; dates,

Day to day execution :
names, deliverables ete

Intentional, high-level Typically formed by senior

thinking to define direction leadership and board Relatively dynamic compared to

ni = . strategy
I‘'ocus on defining the future I‘'ocus on effectiveness .
More short and mid-term focus

Does not include execution
Linclude executic compared to strategy

details




Why humans aren't good with data

« We are designed to make fast instinctive decisions using heuristics (models) built on our experience

 Thisis very efficient and automatically users the older parts of our brain without conscious awareness

 We call these heuristics biases, but we shouldn’t think of them negatively

« We don'tlike using the newer cognitive parts of our brain as they are inefficient and burn a lot of energy and time
 Especially when tired, we fall back on our intuitive thinking and our biases

 This does not bode well for us being data driven as it will not be our default approach
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How do we make data a core g,
P art of strategy development “*°

So how do we allow for our brains preferences and bring data into the decision making

— First thing — the Heuristics (biases) aren’t bad, don’t ignore a hundred plus years of experience sitting
around a table and remember that your data is likely incomplete and biased as well

— Use the scientific method — it was built for this purpose

— (Create hypothesises based on only the data

— Sense check these against instinct and experience

— Explore further where data and instinct contradict — this is not a problem, it is a sign to explore further

— Setup experiments to disprove the final hypotheses

— Remember all data models are wrong — but some are useful — don’t mindlessly follow the data (or the instincts)

— Look to merge the two synergistically with a1 plus 1 equals 3 model



But how do we do 1t?

The bad news is that it doesn’t really work if you are only using data driven
decisions in your strategic conversations

This needs to be part of a broader data literacy and data driven programme

This is part of being data driven, holistically, rather than doing data driven

Internal data used must be normal enterprise operational data

External data must be good quality and able to merge with internal data (TOWS)

Key enterprise data foundational elements are required to make this work




Key foundational requirements

« Aligned vision/mission — not todays topic, but can’t be underestimated in importance
 Understand the limits and boundaries of your data

« Data quality

 Data ownership and aligned data definitions
 Accessible enterprise data assets (data platform)
« Dataliteracy

 Theright culture — A high trust environment where assumptions can be safely challenged with data
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Culture is key b

e |t eats strategy for
breakfast

Data is useless if it is
not safe to challenge
assumptions

e Thisis a separate topic
in its own right but
a high trust, growth
mindset culture where
radical candour is the
norm is a key enabler




The risks of a standalone
data stralegy

Having a standalone data strategy can be a trap

Ideally one unified enterprise strategy with cross functional strategic initiatives

Siloed strategies tend to drift apart over time

The data strategy can end up competing with Business Units for investment,
rather than being a BU enabler

Don’t do data driven, be data driven

The effective use of data needs to be designed into all initiatives from the start
(including strategy) — not bolted on the side




Hippo defence
e Depersonalise disagreement
e Breed livestock not pets

e Encourage collective commitment

More successful strategies



The impact of Al

e Al Directors

e Al strategy definition




Summary
Key take aways

e BE datadriven, don’t DO data driven

e Recognise our cognitive strengths and weakness and be intentional
e (Getthe foundations right

e (ulture is key

e Data literacy is a key enabler

e Experiment with Al tools as they come available (cautiously)



Transition to Advanced Analytics

Get a Return on Your Analytics Investment

This book focuses on how to embed advanced analytics directly into daily business operations and complement an
enterprise system.
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Transition to Advanced Analytics
Get a Return on Your Analytcs Investment
Jxson Tan, Bran Ferris
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Want to know more
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If you have any more questions or want to have a chat:

brian.ferris@loyalty.co.nz
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