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Understanding the Strategy Execution Gap

• “Strategic Planning is a comprehensive process for determining what a business should become 

and how it can best achieve that goal. It appraises the full potential of a business and explicitly 

links the business’ to the actions and resources required to achieve them. Strategic planning 

offers a systematic process to ask and answer the most critical questions confronting the 

management team - especially large irrevocable resource commitment decisions.” 

Bain & Company

• Strategy Execution Gap Defined: the difference between a formulated strategies’ projected 

benefits, and the actual benefits delivered. 
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Understanding the Strategy Execution Gap

• Why the gap?

• How big is the gap?
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Understanding the Strategy Execution Gap is REAL!

• Research indicates that companies on average deliver only 63% of the financial performance their strategies 

promise. Even worse, the causes of this strategy-to-performance gap are all but invisible to top management. 

“Turning Great Strategy into Great Performance”  (HBR)

• Even the best-laid strategies of any organization are useless without proper implementation.

“Why Good Strategies Fail: Lesson for the C-suite” (The Economist Intelligence Unit)

• Huge volume of literature out there devoted to strategy and strategic planning, so why are companies failing to 

implement successfully?

“Bridging the Gap” (Strategy Magazine)

• 82% of Fortune 500 CEOs feel their organization did an effective job of strategic planning. However, only 14% 

of those same CEOs indicated that their organization did an effective job of implementing the strategy. 

(Forbes Magazine)
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But Why is the Gap SOOO Big?

• Multiyear results rarely meet projections

• A lot of value is lost in translation (i.e. no one clearly knows how effective a strategy is)

• Performance bottlenecks in departments are frequently invisible to top management

• The strategy-to-performance gap fosters a culture of underperformance (lack of performance 

becomes acceptable and the norm)

• Lack of integrating an understanding and planning for the risks and uncertainties that will be 

encountered along the way
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Rearview vs. Cockpit View of Uncertainty
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ERM as Risk Reporter ERM as Enabler of Action

Hindsight Insight / Foresight

What 

happened? Why did it 

happen?

What will 

happen?

How can we 

help make it 

happen?



88

Rearview vs. Cockpit View of Uncertainty
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Learning ERM for Value Creation
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Who is SUCF?

For almost 60 years, the State University Construction Fund (SUCF) has been 

responsible for designing, constructing, acquiring and improving the State University 

of New York (SUNY’s) buildings and infrastructure. 

• We contract and manage over $1B of projects annually

• We operate at:

• All 32 SUNY Campuses 

• 3 SUNY Teaching Hospitals
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Examples of Projects

Pharmacy School - BINGHAMTON UNIVERSITY

Jacobs School of Medicine & Biomedical Sciences

UNIVERSITY AT BUFFALO
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Examples of Projects

ETEC Project - SUNY Albany Exterior and 1st Floor Lobby

Exterior Plaza work at GeneseoReplace Roof Dance Building at SUNY Purchase College
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ERM Planning & Early Stages

• June 2020 – ERM Internal Workgroup was

Established

• January 2021 – Request for Proposals were

issued. We received 11 proposals and performed

interviews on prospective Consultant’s

• September 2021 – Selected our Consultant

• October 2021 – Project Kickoff to begin

Implementing ERM
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ERM Implementation Timeline
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Project Objectives

The objectives for this project included the following to help the Fund successfully achieve its 

mission:

▪ Formulated the risk management strategy;

▪ Developed a roadmap for implementing the initial risk management strategy;

▪ Developed the Fund’s ERM Charter and Risk Appetite Statement;

▪ Conducted a formal risk identification, assessment, and mitigation process; 

▪ Reviewed and prepared the Fund’s ERM reports to the Board of Trustees;

▪ Delivered ERM educational training to team members and key stakeholders; and 

▪ Implemented recommendations on the best structure for the Fund to govern ERM 

internally.
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Project Approach
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Briefing Document & Structured Interviews

• Briefing document provided participants with an overview of 

the project and expected roles

• Interview topics included:

▪ Perceptions on key risk exposures to the Fund

▪ Provided insights into the current risk management 

and mitigation activities 

• Results provided information that was used to complete the 

Fund’s

▪ Risk Appetite Statement

▪ Risk Scoring Criteria

▪ ERM Gap Analysis

▪ Risk Register

Score Measure Score Measure

VH - Very High 5

Almost Certain

An event you can expect to happen

80%+ chance of occurring

VH - Very High 9

Severe

Financial:  Greater than 20% of profit

Operational:  Loss of use of critical software system for longer than one week OR greater than 20% impact to OR 

HSE:  Catastrophic safety or environmental incident with multiple fatalities or long-term environmental impact

Compliance:  Extreme breach of DOT regulatory requirements OR Regulatory permits reviewed or revoked OR Civil, 

governmental, and/or criminal penalties assessed

Human Capital:  Long term inability to retain/attract top talent & significant turnover across organization

Customer Satisfaction:  Accumulation of operational incidents leading to customer service levels dropping below 90%

H - High 4

Likely

An event that can be anticipated to happen                    

30 - 50% chance of occurring

H - High 7

Major

Financial:  10 - 20% of profit

Operational:  Loss of use of critical software system for 3 - 5 days OR 10 - 20% impact to OR

HSE:  Major safety incident with extensive injuries or a fatality OR major environmental release with limited long-term effects

Compliance:  Major breach of DOT regulatory requirements OR Regulatory permits put in jeopardy OR Civil, governmental, 

and/or criminal penalties likely

Human Capital:  Short term inability to attract staff & high turnover across organization

Customer Satisfaction:  Accumulation of operational incidents leading to customer service levels dropping between 90 - 95%

M - Medium 3

Possible

An event that can be foreseen but may not have 

occurred recently at the Magnum        

10% chance of occurring                                             

M - Medium 5

Moderate

Financial:  5 - 10% of profit

Operational:  Loss of use of critical software system for 1 day OR 5 - 10% impact to OR

HSE:  Significant but limited safety impact OR significant short-term environmental impact 

Compliance:  Significant breach of DOT regulatory requirements OR Some concerns over regulatory permits OR Civil, 

governmental, and/or criminal penalties possible

Human Capital:  Significant challenges in attracting staff & increased turnover in geographies

Customer Satisfaction:  Accumulation of operational incidents leading to customer service levels of between 95 - 97%

L - Low 2

Unlikely

An event that can be foreseen but hasn’t 

occurred in Magnum's history although has 

occurred in similar organizations  

5% chance of occurring                          

L - Low 3

Minor

Financial:  3 - 5% of profit

Operational:  Loss of use of critical software system for 6-12 hours OR 3 -5% impact to OR

HSE:  Accident with minor injuries or environmental effects with short-term effects mainly limited to Magnum assets

Compliance:  Minor breach of DOT regulatory requirements OR No impact on regulatory permits OR Civil, governmental, and/or 

criminal penalties unlikely

Human Capital:  Moderate increase in turnover within department/function

Customer Satisfaction:  Minimal operational incidents leading to customer service levels of between 97 - 99%

VL - Very Low 1

Rare

An event that can be conceived but is considered 

to be very difficult to realize and only under 

exceptional circumstances    

Less than 1% chance of occurring                                                      

VL - Very Low 1

Insignificant

Financial:  Less than 3% of profit

Operational:  Loss of use of critical software system for 1-3 hours OR less than 1% impact on OR

HSE:  Accidents with Slight injuries or environmental effects with no long-term or off-site effects

Compliance:  Insignificant breach of DOT regulatory requirements OR No impact on regulatory permits

Human Capital:  No impact on talent/staffing

Customer Satisfaction:  Insignificant operational incidents leading to customer service levels of better than 99%

Definitions
Likelihood

Definitions
Impact



1818

ERM Strategy Formation

• We completed a gap analysis of the Fund’s risk 
management activities

• Assessed and evaluated existing practices, policies 
and procedures against: 
▪ Common ERM practices and 
▪ The Fund’s desired future state for ERM

• Analysis helped establish a basis for:
▪ Developing an ERM implementation Roadmap centered 

on the following structure: 
o Risk organization and governance structure.
o Risk appetite, tolerance, and limits. 
o Risk metrics and measurement.
o Risk management process, procedures, and controls; and 
o Risk management monitoring, reporting, and communication.

• Creation of action plans, organizational structure, 
training needs and a project timeline for the 
implementation of the Fund’s ERM process



1919

Risk Assessment

We had conducted on-site interviews with 23 key staff throughout the Fund and identified an initial list 

of 28 items that helped identify organizational risk. In our risk assessment exercise, a few key risks 

were prioritized through that process.  A few examples were:

• Human Capital – Retention & Recruitment of Talent, Succession Planning

• Operational – Project Related Risks

• Financial – Funding Risks

• Operational – Workload, Supply Chain Disruption, Skilled Labor Shortage

• Technology – Cyber Related Risks, Technology Dependency



2020

Development of Risk Mitigation Plans

• We developed a Risk Mitigation Template tool to support our Risk Owners to:

• Prioritize risk mitigations items

• Drill down on mitigation actions and develop KPIs to measure risk improvement

• Quantify necessary resources for implementing actions

• Report plans to ERM Steering Committee
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ERM Maturity and Roadmap

• ERM Strategy review identified gaps in current and desired state of ERM maturity

• Our ERM Roadmap highlighted specific action items for us to take to close the gaps

• These remain underway
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ERM Milestones Achieved and Ongoing Maintenance of ERM Program

ERM Milestones Achieved Ongoing Maintenance
✓ Hired an ERM Program Manager

✓ Developed a Risk Appetite Statement

✓ Developed an ERM Framework

✓ Created an ERM Steering Committee for 

Oversight

✓ Identified Risk Owners

✓ Re-evaluated risk by sending out an employee 

feedback survey

✓ Continue to develop risk reporting to Steering 

Committee

✓ Continue to develop procedures to update 

ERM risk assessments 

✓ Continue to develop and provide training for 

overall education and awareness

✓ Continue to work with risk owners on 

updating risk mitigation plans
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Things Don’t Always Work the 1st Time

• Seek to understand why your message isn’t resonating:

• Right vs effective – organizational change management

• Not reading the room / not knowing the audience?

• Too much detail?

• Not easy to digest?

• Taking too long to get to the point?

• Executives have differing levels of comfort with technology
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One Example of What Didn’t Resonate
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What Did Get Their Attention



2626

Closing Thoughts

• Help leadership understand the strategy execution gap is real

• Knowing your known-unknowns helps you close the gap

• Calibrate real-time --- strategy never sleeps

• Adjust to your audience

• Don’t wait for an invitation…earn a seat at the table
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This Has Been…
Closing the Strategy Execution Gap

Thank You!
Questions?


