
Prof. Peter Fong 

Using Balanced Scorecard & 
Strategy Maps to 

Achieve your Corporate & 
Personal Goals
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- Greek origin: Strategia (the art of war).
- It is the skill in management or planning.
- It is the means of reaching the focal 

objective.
- It is the direction and scope of an 

organization over the long term. 
- It matches resources to the changing 

environment, and its markets, customers 
or clients so as to meet stakeholder 
expectations.

What is Strategy?
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Strategy is about knowing : 

- Where you are now,
- Where you are going, &
- How to get there.

Strategy implementation is 
about ensuring that you get 
there. 3

Balanced Scorecard

• Balanced scorecard –
a combination of 
performance measures 
directed toward the 
company’s long- and 
short-term goals and 
used as the basis for 
awarding incentive pay.

• The four categories of a 
balanced scorecard 
include:
–financial
–customer
–internal
–learning and growth
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Balanced Scorecard (continued)
• It combines the advantages of different 

incentive pay plans.
• It helps employees understand the 

organization’s goals.
• By communicating the balanced scorecard to 

employees, the organization shows 
employees information about what its goals 
are and what it expects employees to 
accomplish.
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The Balanced Scorecard

OVERALL PERFORMANCE:
The Balanced Scorecard 6



Balanced Scorecard – What?

Financial

Customer Internal 
Process

Innovation
&

Learning

Balanced
Scorecard

The 4 perspectives
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The Balanced Scorecard Development
The Balanced Scorecard 

- Measures that drive Performance

Putting the Balanced Scorecard to work

Devising a Balanced Scorecard 
Matched to Business Strategy

Using the Balanced Scorecard to Translate Strategy into Action

The Strategy Focused Organization

Strategy Maps

Alignment

1992 
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1994 

1996 (a) 

2001

2004

2006

The Execution Premium 2008 12



Putting the Balance Scorecard to work
(Kaplan and Norton)

• Translating Vision/Mission into strategic objectives
in 4 perspectives.

The 
Vision/
Mission

Strategy

Balanced
Scorecard
(Action)

Strategy formulation (Strategic analysis)

Strategic choice

Strategic implementation
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Balanced Scorecard

Learning Processes Customers Financial

A Cause & Effect Chain

•Competent staff
•Excellent morale

•Advanced technology
•Simple process

•Delighted •Value growth

Driver Result
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Balanced Scorecard

Learning Process customers Financial

Top Level Cockpit View of an organization (KRA)

•
•
•

•
•
•

•
•
•

•
•
•

Leading indicators Lagging indicators
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Balanced Scorecard
Numerical Cockpit View (Top and Senior Level) 
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Learning Process Customers Financial
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Balanced Scorecard
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Detailed ‘ Traffic Light’ View

Green meets expectations               Yellow needs attention              Red requires action           

Q1       Q2      Q3

Financial
Results

Customer

Business
Processes

Learning &
Growth

Balanced Scorecard

SSF KPIPerspectives
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Balanced Scorecard
Cascading –
the hierarchical 
approach to build BSC 

•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

Corporate (Cockpit’s traffic light)

Business Unit/Division
(Meter level) 

Operational 
(including 
maintenance 
measures)

Tie Performance to Bonus?

Com
mun

ica
tio

n C
ha

nn
el 
沟
通
渠
道

Strategy
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ures

“If we succeed, 
how will we look 
to our 
shareholders?”

Targ
ets

Ini
tia

tiv
es

Obje
ctiv

es

Meas
ures“To achieve my 

vision, how must I 
look to my 
customers?”

Targ
ets

Ini
tia

tiv
es

Obje
ctiv

es

Meas
ures

“To satisfy my customer, 
at which processes must 
I excel?”

Targ
ets

Ini
tia

tiv
es

Obje
ctiv

es

Meas
ures

“To achieve my vision,  
how must my 
organization learn and 
improve?”

Targ
ets

Ini
tia

tiv
es

Defining the Cause-and-Effect Relationships of the Strategy
Vision and Strategy

Financial Perspective

Customer Perspective

Internal Perspective

Learning and Growth Perspective

Long-term
outcomes

Short-term 
objectives

&
Activities

The Drivers

Source: Adapted from Kaplan and Norton, 2001
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Balanced Scorecard : Summary

• It links up vision/mission, strategy (corporate,
business and operation) to cause and effect
measures.

• It involves senior (and middle) managers who
have the most complete picture of the
company’s vision and priorities (KPIs)

• It can be used as a framework and tool for
performance and reward management system.
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Balanced Scorecard: Summary

• A vehicle for communicating the vision (top-
down).

• A tool for adding “structure” to the Strategy
Review meeting

• A tool for translating strategy into action
• Provides clarity throughout the 

organization
• Provides focus and prioritization
• Enables all employees to understand their

contribution

ĶǕⅩ Ḥǡ∫ ṁṍḨⅩ ∫ ‪ ȩἠṁ ∂Ⅹ Ⅰ ǡḳḤȄ‪ ṻⅩⅠ ἧ

22



Linking Measures to Strategy

Statement of Vision/Mission

To  Shareholders
•

Financial

•
•
•
•

•
•
•
•

•
•
•
•

•
•
•
•

•
•
•

•
•
•

•
•
•

•
•
•

The Balanced Scorecard

Asking
What is my
vision of the
future?

To  Customers
•

Customer

With  Internal
Management Process

Internal Business 
Process

With my ability to
Innovate & Grow
•

Innovation &
Learning

If my vision 
succeeds, how
will I differ”
(Goals/
Objectives/
Strategies) ?

What are the 
critical success 
factors?

What are the 
critical 
measurements?
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Translating  Mission into Desired Outcomes

Satisfied
Shareholders

Delighted
Customers

Effective
Processes

Motivated and Prepared
Workforce

Personal Objectives
What I need to do

Strategic Initiatives
What we need to do

Balanced Scorecard
Implementation and focus

Mission
Why we exist

Vision
What we want to be

Core Values
What we believe in

Strategy
Our game plan

Strategic Outcomes

Adapted from Kaplan and Norton, 2001

Marketing Audit

SPACE-CLIFTH
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The Balanced Scorecard Links Performance Measures
FINANCIAL PERSPECTIVE

GOALS MEASURES

Survive Cash flow

Quarterly sales growth and
operating income by division

Succeed

Prosper Increased  market share and ROE

Future Excel in performance

INNOVATION & LEARNING PERSPECTIVE

GOALS
Technology
Leadership

MEASURES

Manufacturing
learning

Product focus

Time to market

Time to develop next generation

Process time to maturity 

Percent of products that equal 80% sales

New product introduction vs. competition

REAP HARVEST AND
SOW NEW  CROP

EXCELL IN

ADDED VALUE
+

CREATE MARGIN

CUSTOMER PERSPECTIVE

GOALS MEASURES
New
products

Percent of sales from new products

Responsive 
supply

Percent of sales form proprietary
products

On-time delivery 
(defined by customer)

Preferred
supplier

Share of key accounts’ purchases

Customer 
partnership

Number of cooperative engineering
efforts

INTERNAL PROCESS  PERSPECTIVE

GOALS MEASURES
Technology
capacity

Manufacturing geometry vs.
competition

Manufacturing
excellence

Cycle time 
Unit cost
Yield

Design 
productivity

Base material efficiency
Engineering efficiency

New product
introduction

Actual introduction schedule vs.
plan First in market

Competitive
risk

Captive product + process
technology

How do we continue to improve 
and create value?

What must we excel at?

How do we look to shareholder?
How do customers see us? (KPIs)

(KPIs)

(KPIs)

(KPIs)

Key Performance Indicators
(KPIs)
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BGX HK Balanced Scorecard : Table View
Scorecard Strategic Success Factor

(S.S.F) 
Performance Measures

(KPIs)
Target

2014 2015 2016 2017

Financial •Shareholder Satisfaction
•Profit Performance
•Market Position
•Cash flow
•NOC

•RONA %
•IFO %
•Share % (OEM)
•HK $Mil
•Inv Turns

Customer •Number of quality complaints
•Brand index
•Relative Performance ICSL
•Customer Satisfaction
•Sales of New Products

•% of complaints/deliveries
•Mkt share Val/Vol %
•% Perfect Deliveries of Request
•Survey: Rank Position on Services
•% Sales To New Products

Process •Commercial Responsiveness
•Product Mix
•PCP (Product Creation Process)

Hit Rate
•Order Fulfillment Cycle Time
•Manufacturing Yield
•Implement ERP and BSC

•Manufacturing Excellence
•Purchasing Skills
•Leader/Coaching Skills
•Quality Improvement Teams (QIT)

•% Enquires > Target
•% Products with IFO > 10%
•% New Product Releases on 
Time
•X Days
•Material Lost %
•Days per milestones

•Performance to Plan i.e. NPD
•Progress in Level 1 training
•Maturity Assessment
•% Managers Attending Course
•QIT (Teams) registered pa

Learning
&

Innovation
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The Widely Used Performance Measures

• Net profit
• Customer satisfaction
• Return on assets 

(ROA)
• Total sales
• Net Cash flow
• Profit growth
• Market Share
• Quality Improvement
• Price/Earnings ratio

• Asset size
• Asset growth
• Return on equity (ROE)
• Market share growth
• Shareholder rate of 

return
• Earnings per share 

(EPS)
• Increase in share 

price
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The HR Scorecard-Measures of 
learning & innovation (examples)

• Training & development expenses/net sales or
total payroll

• Number of training days per employee
• New qualification attained/no. of employee
• R&D expenditures/net sales
• Number of quality improvement teams (QIT) 

registered
• Number of new products or services
• New products sales/total sales
• Reduction of days of new product development

process (before market testing or market launch)

28



Creating the Strategy-Focused Organization
(Kaplan & Norton, 2001)

The Five Key Principles
• Kaplan and Norton articulate the 5 key principles 

required for building Strategy-Focused 
Organizations:

1) Translate the Strategy to operational terms.
2) Align the organization to the strategy.
3) Make strategy everyone’s everyday job.
4) Make strategy a continual process, and
5) Mobilize change through executive leadership.

29

STRATEGY

The Principles of a Strategy-Focused Organization

Make Strategy
Everyone’s

Everyday Job

• Strategy Awareness
• Personal Scorecards
• Balanced Paychecks

Mobilize Change
through Executive

Leadership

• Mobilization 
• Governance Process
• Strategic Management System

Translate the
Strategy to

Operation Terms

Make Strategy
a Continual

Process

Align the
Organization to 

the Strategy

• Corporate Role
• Business Unit Synergies
• Shared Service Synergies

• Link Budgets and Strategies
• Analytics and Information Systems
• Strategic Learning

• Strategy Maps
• Balanced Scorecards

Source: Kaplan & Norton, 2001
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Examples of Organizations 
Using Balanced Scorecard

Companies use BSC:                  

- Mobil                  - Brisbane City Council          

- Siemens              - City of Charlotte

- IBM                    - Canadian Police

- Hilton                 - Port of Spain 

- UPS                    - Boston Lyric Opera

- McDonalds        - U.S. Army
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Examples of Organizations
Using Balanced Scorecard

Asia:

- Centrepoint Properties ( Singapore)

- SOHO Group (Indonesia)

- Singapore Prison Service Department

- Tata Motors (India)

- Infosys Technologies (India)

- LG Philips LCD (Korea)
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Examples of Organizations 
Using Balanced Scorecard

Hong Kong:

- MTRC

- Hong Kong Housing Society

- HSBC

- Modern Terminals

- HKPC

- HWL
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Application of BSC:
City University of Macau (AIOU)

*Staff learning & growth
- Hire high quality academic staff
- Conduct training for all teaching & administrative staff
*Internal process
- Establish new organisation structure
- Publish dissertation guide for all professors & students
- Obtain ISO 9000 certification

*Customer
- Provide free lectures for partner institutions & MBA 
students

- Develop new Doctoral programme for graduates
*Financial
- Increase revenue from additional partners & students 34



What is strategy map?

The road map by using Balanced 
Scorecard to achieve corporate 
strategic goals

35

Strategy Map
Return on Capital

Cash Flow
New Revenue Sources Project Profitability

Value-Added
Partners Lowest Price

Gain-Sharing
Programs

Strategic Account
Management

Suggestion
Program

Rework

Safety

Project
Performance

Strategic
Skills

Morale and
Empowerment

Strategic
Technologies

Learning
and Growth
Perspective

Financial
Perspective

Customer
Perspective

Internal
Perspective

• Gain Sharing Revenue
• Follow-on Sales • Invoice Collection

Tier I Customers Tier II Customers

• Customer Satisfaction • Price Index

Build the Franchise Increase Customer Value Operational Excellence

A1

B1

B2

B3

B4

A4

• Participation

• Hours with 
Customer

A3

A2

Source: Kaplan & Norton, 2004
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华潤微电子 - 战略地图 CRM Strategy Map

L1 L2

L3

L4 L5

L6

I2

I1

I4

I3

I5

I7

I6 I8

I9
I11

I10

C1 C2 C3
C4

F5
F4

F1
F3F2
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华潤微电子 CRM  BSC Visualization
• CRM is using SAP to visualize the scorecard

39

Examples of Organizations 
Using Balanced Scorecard

Hong Kong:
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Case Study 1

MTRC’s  
Balanced Scorecard 
and Strategy Map

41

MTRC’s – Strategies and Measures

Efficiency

Strategies: - Competent staff; efficient organization; optimize 
manpower; entrepreneurial mindset

Measures: -Training ratio; efficiency index; direct job cost ratio

Process

Strategies: - Reliable system; fast recovery to minimize impact

- Service meets demand forecast; research & apply 
best practices; railway extension planning

Measures: Response & recovery; planning achievement; best 
practices
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MTRC’s - Balanced Scorecard - Strategies

Customer

Strategies: - Improve customer service; enhance value-added 
customer service

- Accessibility; foster relationship with community, 
political parties & academics

Measures: Service quality; customer complaint

Safety

Strategies: - Continuous improvement on safety performance; 
comply to law; involve in legislation consultation; security

Measures: Staff safety; passengers safety; risk index
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MTRC’s - Balanced Scorecard - Strategies

Financial

Growth strategies: 

- Patronage increase through station improvement; market 
share

- Increase non-fare revenue; leverage strengths for new 
business; consultancy services

Productivity strategies:

- Derive maximum value from assets

- Unit cost reduction; use of technology for efficiency 
improvement; outsourcing; energy reduction
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MTRC’s Strategy Map

45

Case Study 2

HWL Group  Developed its
Balanced Scorecard & 

Strategy Maps:

46



Awareness & launch programme within GISD
• Kick off meetings
• Videos ‘GISD Managers talk about GISD Strategy 

Implementation Plan and Measurements’ in GISD portal and 
LCD screen

v Post-project launch and awareness programme
47

Building a BSC & Strategy Map
– Project schedule (2006)

Months

Awareness and Launch Program

Project Wrap-up

Training material and template preparation

April              May                 June                    July                   August         Sept

Training and SIP Workshops 
(Draft of ‘5 sectional implementation plans and measurements’ 
done)

DIP Workshops (Draft of ‘Departmental 
implementation plans and measurements’ done)

Overall GISD 
implementation plan 
and measurements

Start of GISD 2007 Budget preparation
Training, workshops and reviews 48



Building a BSC - Workshop Agenda
Time
(pm)

Task By Duration 
(Mins)

2:00 Report 1: Report the strategic issues and SWOT analysis 
discussed in SIP workshop

HKU 20

2:20 Ex 1: To discuss the departmental level strategic issues HG 40
3:00 Report 2: Report the methodologies for identifying 

departmental measures
HKU 45

3:30 Break 5
3:35 Ex 2: To discuss the approaches for formulating departmental 

measures and layout the principle(s) for defining the formulas 
(and amend new departmental measures if any)

HKU 40

4:30 Ex 3: To Review the relevancy of the Departmental Initiatives
(and amend new departmental initiatives if any)

HG 30

5:00 Report 3: Report the sectional strategies and the measures and 
show how to evolve them to form the Departmental Strategy 
Map

HKU 30

5:30 Wrap Up HKU 10
49

GISD is the “one stop shop” providing high-
value, reliable and excellent knowledge, direction 
and shared IT services for the HWL group’s 
global business.

Mission
To provide the IT foundations to enable our 
HWL group of companies to grow quickly and 
effectively

Vision

50



Return & Value

Strategy

Leadership & Inspiration
•Lead and inspire others to excel
•Selectively drive IT governance across our business
•Treat staff & customers as we want to be treated

Achievement & Excellence
•Achieve product excellence, service quality and process efficiency
•Strive for consistency, reusability, reliability, excellence and simplicity

Service & Synergy
•Drive inter-sector synergies & economies of scale
•Provide & grow high quality shared services

Empowerment & Innovation
•Innovation and creativity in use of technology while achieving meaningful ROI
•Empower, support and develop management and staff

•Generate business value in everything 51

Return & Value

Departmental Strategy
Leadership & Inspiration

• Lead and inspire others to excel
• Selectively drive IT governance across our business
• Treat staff & customers as we want to be treated

Achievement & Excellence
• Achieve product excellence, service quality and 

process efficiency
• Strive for consistency, reusability, reliability, 

excellence and simplicity

Service & Synergy
• Drive inter-sector synergies & economies of scale
• Provide & grow high quality shared services

Empowerment & Innovation
• Innovation and creativity in use of technology while 

achieving meaningful ROI
• Empower, support and develop management and staff

• Generate business value in everything

Section 1 ()

1. Selectively driving IT 
governance across HWL 
businesses

2. Drive common group IT 
strategies across HWL 
businesses

3. Exploration of Group IT 
Foundation Initiatives
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Return & Value

Leadership & Inspiration

• Lead and inspire others to excel
• Selectively drive IT governance across our business
• Treat staff & customers as we want to be treated

Achievement & Excellence
• Achieve product excellence, service quality and 

process efficiency
• Strive for consistency, reusability, reliability, 

excellence and simplicity

Service & Synergy
• Drive inter-sector synergies & economies of scale
• Provide & grow high quality shared services

Empowerment & Innovation
• Innovation and creativity in use of technology while 

achieving meaningful ROI
• Empower, support and develop management and staff

• Generate business value in everything

Section 2 ()

1. To achieve synergies 
and economy of scale 
through promoting better 
adoption of shared 
contracts

2. To improve group 
communication and 
information sharing

3. To develop effective 
financial procedures and 
standards on IT Financial 
Management for GISD 
and across the group

Departmental Strategy
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Strategy – ALL together

Section 1
1. Selectively driving IT 

governance across HWL 
businesses

2. Drive common group IT 
strategies across HWL 
businesses

3. Exploration of Group IT 
Foundation Initiatives

Section 2
1. To achieve synergies and 

economy of scale through 
promoting better adoption of 
shared contracts

2. To improve group communication 
and information sharing

3. To develop effective financial 
procedures and standards on IT 
Financial Management for GISD 
and across the group

Section 3
1. To promote GISD as customer 

focused
2. To improve overall GISD service 

level through world class 
monitoring, management and 
reporting

3. Driving everyone in GISD to be 
customer focused

Section 4
1. To provide adaptive infrastructure 

foundations to enable our HWL group 
of companies to grow quickly and 
effectively

2. To enhance customer satisfaction of 
HIL users through providing cost-
effective infrastructure and desktop 
services

Section 5
1. Improve and expand group 

shared service through 
service quality, value for 
money and corporate policy 
understanding

2. Improve operational 
efficiency and performance 
through excellence in system 
management 54



Departmental Measures
IT Value and Governance perspective

1. % of IT budget for new initiatives

2. % of initiatives aligned with group IT strategies

3. Benefits realization from key IT investments in 
HWL group companies

4. Benefits from adoption of group contracts in 
HWL group companies

5. Compliance rate to Group IT Policy/Standard

6. Delivery cost neutral

Customer perspective

1. % of services having a documented customer relationship 
management plan

2. Customer satisfaction level

3. Increase number of services

4. Existence of an IT steering committee with business 
participation

5. % of HWL group companies using the group shared services

6. % of applications and services meeting SLAs

Internal Process perspective

1. % of initiatives suggested by customer 
considered and responded

2. First response time to customer

3. Reduction in number of problems reported

4. Reduction of rework rate

5. % of vendors with SLAs in place

6. % of budget and schedule variance for projects

Innovation & Growth perspective

1. % of IT budget allocated to research, seminar & training

2. % of GISD staff who understand the IT organization's 
mission, vision and strategy

3. % of training days and days attending seminar

4. Turnover rate

5. % of staff with completed professional development plans

6. Satisfaction Level of GISD’s Innovation
55

Departmental measures – accountable parties summary
Perspectives David Section 

1 
(Peter Li)

Section 
2

(Stephen)

Section 
3

(KC)

Section 4
(Raymond

)

Section 5
(Peter 
Tay)

Existing 
measure? Who 

currently 
managed this 

measure?

IT value and governance 0 4 1 0 0 1

% of IT budget for new initiatives Y New measure

% of initiatives aligned with group IT 
strategies 

Y New measure

Benefits realization from key IT investments 
in HWL group companies

Y New measure

Benefits from adoption of group contracts in 
HWL group companies

Y New measure

Compliance rate to Group IT Policy/Standard Y New measure

Delivery cost neutral Y Stanley

Customer 0 1 2 3 2 2

% of services having a documented customer 
relationship management plan

Y New measure

Customer satisfaction level Y New measure

Increase number of services Y Y Y New measure

Existence of an IT steering committee with 
business participation

Y New measure

Increasing number of HWL group companies 
using the group shared services

Y New measure

% of applications and services meeting SLAs Y Y Y New measure56



Departmental measures – accountable parties summary
Perspectives David Section 

1
(Peter Li)

Section 
2

(Stephen)

Section 
3

(KC)

Section 4
(Raymond

)

Section 5
(Peter 
Tay)

Existing 
measure? Who 

currently 
managed this 

measure?

Internal Process 0 1 5 2 5 4

% of initiatives suggested by customer 
considered and responded

Y New measure

First response time to customer Y Y Y CS

Reduction in number of problems reported Y Y Y New measure

Reduction of rework rate Y Y Y New measure

% of projects exceeding budget or schedule Y Y Y Y Y Project 
Manager

% of vendors with SLAs in place Y Y New measure

Innovation & Growth 6 0 1 0 0 0

% of IT budget allocated to research, seminar 
& training

Y New measure

% of GISD staff who understand the IT 
organization's mission, vision and strategy

Y New measure

% of training days and days attending 
seminar

Y New measure

Turnover rate Y Stanley

% of staff with completed personal 
development plans

Y New measure

Satisfaction Level of GISD’s Innovation Y New measure

Total 6 7 9 5 8 9 9
57

Four steps to create departmental strategy map

1. Decide the position and the relationship of our 
slogan – LASER

2. Decide the relationship between departmental 
strategy and 

1. the four perspectives in balanced scorecard with
2. our slogan - LASER

3. Map each sectional strategy into the strategy 
map by using the decided information ‘How this 
sectional strategy align with the departmental 
strategy’

4. Decide the relationship between departmental 
strategy 58



IT Value and Governance perspective

1. % of IT budget for new initiatives

2. % of initiatives aligned with group IT strategies

3. Benefits realization from key IT investments in HWL group companies

4. Benefits from adoption of group contracts in HWL group companies

5. Compliance rate to Group IT Policy/Standard

6. Delivery cost neutral

Customer perspective

1. % of services having a documented customer relationship management plan

2. Customer satisfaction level

3. Increase number of services

4. Existence of an IT steering committee with business participation

5. % of HWL group companies using the group shared services

6. % of applications and services meeting SLAs

Internal Process perspective

1. % of initiatives suggested by customer considered and responded

2. First response time to customer

3. Reduction in number of issues &  problems

4. Reduction of rework rate

5. % of vendors with SLAs in place

6. % of budget and schedule variance for projects

Innovation & Growth perspective

1. % of IT budget allocated to research, seminar & training

2. % of GISD staff who understand the IT organization's mission, vision and strategy

3. % of training days and days attending seminar

4. Turnover rate

5. % of staff with completed professional development plans

6. % of staff with completed professional development plans

Section 3 ()

1. To promote GISD as customer focused

2. To improve overall GISD service level through world 
class monitoring, management and reporting

3. Driving everyone in GISD to be customer focused

Section 2 ()

1. To achieve synergies and economy of scale through 
promoting better adoption of shared contracts

2. To improve group communication and information sharing

3. To develop effective financial procedures and standards 
on IT Financial Management for GISD and across the 
group

Section 5 ()

1. Improve and expand group shared service through 
service quality, value for money and corporate policy 
understanding

2. Improve operational efficiency and performance 
through excellence in system management

Section 4 ()

1. To provide adaptive infrastructure foundations to 
enable our HWL group of companies to grow quickly 
and effectively

2. To enhance customer satisfaction of HIL users through 
providing cost-effective infrastructure and desktop 
services

Section 1 ()

1. Selectively driving IT governance across HWL businesses

2. Drive common group IT strategies across HWL 
businesses

3. Exploration of Group IT Foundation Initiatives
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1) To achieve synergies and 
economy of scale through 
promoting better adoption of 
shared contracts

HWL-GISD Departmental Strategy Map - LASER

IT Value and 
Governance

Customer

Internal 
Process

Innovation & 
Growth

Selectively drive IT governance 
across our business

IT 
Governance

IT 
Strategy

Leadership & Inspiration

Lead 
and inspire others to excel 

IT 
Foundations Financial 

Management
IT 

Strategy

Generate business 
value in everything

Return & Value

Provide and grow high quality shared servicesCustomer 
Focus

Customer 
Focus

Service 
Level

Adaptive
Infrastructure

Service & 
Synergy

Achievement & Excellence

Drive inter-sector synergies & 
economies of scale

IT 
Strategy

Adaptive 
Infrastructure

Improved 
Communication

Shared 
Contracts Shared 

Service

Achieve product 
excellent, service quality 
and process efficiency

Service 
Level

Shared 
Service

Efficient 
Operation

Strive for consistency, 
reusability, reliability, 
excellence and simplicity

Adaptive
Infrastructure

IT 
Foundations

Treat staff & customers as 
we want to be treated

Customer 
Satisfaction

Customer 
Focus

Innovation and creativity in use of technology 
while achieving meaningful ROI

IT 
Foundations

Efficient 
Operation

Empower, support and develop management and staff

Shared 
Information

Empowerment & 
Innovation

IT 
Governance

Financial 
Management

Customer 
Satisfaction

Shared 
Service

Section 1

Section 5

To provide the IT foundations to enable our HWL 
group of companies to grow quickly and effectively

GISD is the “one stop shop” providing high-value, reliable 
and excellent knowledge, direction and shared IT services 
for the HWL group’s global business

1) Selectively driving IT governance
across HWL businesses
2) Drive common group IT strategies
across HWL businesses
3) Exploration of Group IT 
Foundation Initiatives

1) To promote GISD as customer focused3) Driving everyone in GISD to be customer focused2) To improve overall GISD service level through 
world class monitoring, management and reporting

2) To enhance customer satisfaction of HIL users 
through providing cost-effective infrastructure and 
desktop services3) To develop effective financial 

procedures and standards on IT 
Financial Management for GISD 
and across the group

1) Improve and expand group shared service
through service quality, value for money and 
corporate policy understanding

1) To provide adaptive infrastructure foundations to 
enable our HWL group of companies to grow 
quickly and effectively2) Improve operational efficiency and performance 
through excellence in system management

Section 22) To improve group 
communication and information 
sharing Section 3 Section 4
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HWL-GISD’s Strategy Map
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Unfreezing Changing Refreezing

Kurt Lewin’s Three-Step Process

Organizational Change
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Goals

1. Sensitivity to changes in key 
personnel, top management 
perceptions and market 
conditions

2. Clarity in specifying goals
3. Flexibility in responding to 

changes

Roles

4. Team building abilities
5. Networking skills
6. Tolerance of ambiguity

Communication

7. Communication skills
8. Interpersonal skills
9. Personal enthusiasm
10. Stimulating motivation and 

commitment in others

Negotiation

11. Selling plans and ideas to 
others

12. Negotiating with key players

Management

13. Political awareness
14. Influencing skills
15. Helicopter perspectives

Key competences of change agents
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MANAGING EVERYDAY ASPECTS OF 
STRATEGIC CHANGE

FORMAL SYSTEMS

Senior executives
are often over reliant on

structure and control
to effect change

MANAGING Means MANAGING
STRATEGY CHANGE

Managing everyday
aspects of
organisational life
is central to
effecting change

EVERYDAY
REALITIES

65

Winning Strategies  

What To Do When You Are Doing Well: 

Perspectives from Sun Zi (孫子)

Derived From:
Chow-Hou Wee (2005), Sun Zi Bingfa: Selected Insights and Applications, 
Prentice Hall, Singapore.
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1. He who is proactive and well-prepared and await 
his unprepared enemy will win.

2. In the conduct of war, one must not rely 
on the failure of the enemy to come, but on 
readiness of oneself to engage the enemy.

3. One must not rely on the failure of the enemy to
attack, but on the ability of oneself to build an 
invincible defense that is invulnerable to attacks.

Wee (2005), p.150

Be Pro-active at All Times and in All 
Situations
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Question 1

If you are number 2, number 3, 
or number 4, (e.g. in market 
share, profits, quality, image, 
etc.),

What is your goal or strategy?
68



Question 2

If you are number 1, (e.g. in 
market share, profits, service 
quality, brand ranking, etc.), 

What will you do?

69

Some Typical Answers 

- Protect the No.1 Position              
- Try to Remain as No.1           
- Maintain the Leadership Position
- Guard Against the Competitors
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Example of NBA 
Basketball Games
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NBA-National Basketball Association

The Scores with 1 minute remaining:

Chicago Bulls  88     Houston Rockets  86

Boston Celtics 98     New York Knicks  75
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NBA Standing 

Southwest Division
Teams   Win    Lost     GB

San Antonio                  37       15         -
Houston                         36       16         1
Dallas                             35       19         3
New Orleans                  33        20      4.5
Memphis                        14        40       24
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NBA Standing      

Atlantic Division
Teams   Win    Lost     GB

Boston                          41        11        -
Toronto                         29        23      12
New Jersey                   24        30      18
Philadelphia                 24        31      18.5
New York                      16        38      26
GB-games behind
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Questions

1. Which team will be under greater stress?

2. Which team is more willing to take risks?

3. Which team is more afraid of making 
mistakes?

4. Which team is likely to be more 
creative/innovative?
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A Leader must be:

More creative and innovative
More willing to take risks
Not afraid of making mistakes
Able to withstand stress
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This is why Distancing
(Widening the gap) 
is so important!
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Why Distance Yourself ?

When gap is narrow:

- Vulnerable by default.

- Provide the most logical, achievable 
and acceptable target for 
competitors.
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Why Distance Yourself ?

Never give 
competitors the 
motivation to take 
you down.
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Contrasting Leadership Behaviour

When Leadership Gap is Narrow When Leadership Gap is Wide

1. Forced to guard against 
competitors.

2. Limited economies of 
scale.

3. Can’t afford to take high 
risks.

4. Can become conservative 
& less innovative.

5. Under stress from 
competitors.

6. Afraid to make mistakes.

1. Competitors are wary of 
moves by the leader.

2. Great economies of    
scale.                          

3. Can afford to take risks.
4. More scope for innovation 

and creativity.
5. Stress is more self-

induced.
6. Great leeway to 

accommodate mistakes.
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Contrasting Leadership Behavior

When Leadership Gap is Narrow When Leadership Gap is Wide

7. Tend to use tactics.
8. Tend to be reactive and 

defensive.
9. Forced to take more short-

term measures.
10. Can be harassed by 

competitors
11. Less market and lobbying 

power
12. Difficult to dictate nor set 

the market trends

7. Time to plan & strategize.
8. Can be proactive and be 

on the offensive.
9. Able to take long term 

perspectives.
10. Can demoralize the 

competitors.
11. More market and lobbying 

power.
12. Able to dictate and set the 

market trends.
81

Importance of 

Distancing (Widening the gap)

Business Examples:
Microsoft, Google 

ExxonMobil
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How to distance Yourself

1, Learn from direct/indirect competitors

2, Learn from consumers/users

3, Learn from various channel members

4, Learn from own employees
83

How to distance Yourself

5, Learn from other industries/businesses

6, Learn from others – consultants, publications, 
subscriptions, etc.

7, Learn to be different, not just better

8, Participate in exhibitions, fairs, etc.
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Summary

Business Competition is like running a 
marathon but with far away finishing line.

If you stop running or slowing down, your 
competitors will catch up or distance 
themselves from you.

What is your choice?
85

Advice

1, There is no limit/boundary for learning.

2, Keep learning despite being old and successful.

3, It’s no shame to learn from others below us.

4, When I am in the company of three persons,

there is a teacher among them.
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You don’t need to have the most 
resources to be a market leader
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Brands from China        
中國品牌

Lenovo

Haier

Wahaha

TCL  

Gome
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HKU Business School-
EMBA & Executive Education

• Strategy :

Partner with the World’s Top Universities
• UK: Oxford, Cambridge, & LBS
• US: Columbia, MIT, Stanford, & NYU

EMBA-Global Asia
• Current Partners- LBS & CBS
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The first Executive MBA programme to span three 
cities that drive the world’s economy

EMBA-Global Asia

• The number one base of international business 
leaders

• Earn a joint MBA degree from three top schools

• Faculty that engages with research and bring real-
world trans-national perspectives using multiple 
methods of learning

• Major cities that drive the global economy

• Closely connected financial networks
90
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London Business School
• Renowned for world class 
faculty and research

• Strong portfolio of MBA and 
Executive MBA programmes

• Extensive alumni network

Power of three

Columbia Business School

• Brings cutting-edge theory to 
today’s business practices 

• Integration of social 
intelligence across curriculum

• Outstanding network

The University of 
Hong Kong

• Ranked 18th amongst world’s 
top 200 universities

• First and most established 
university in Hong Kong

• Alumni network of top 
business and government 
leaders

93

Where you will study 

• State-of-the-art academic 
centre

• Magnificent harbour views

• Close to financial hub and 
airport

• Near the Bund area, the 
financial hub

• Walking distance from train 
stations

• East-meet-West experience

• A bustling academic village

• Close to Hudson River

• A gateway to a major capital 
city of global business

• In the heart of London

• Overlooking Regent’s Park

• Fully equipped campus: e-
library, wireless network, 
fitness centre 

HKU Campus: Shanghai

HKU Campus: Hong Kong London Business School campus

Columbia Business School campus
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Summary

Business Competition is like running a 
marathon but with far away finishing line.

If you stop running or slowing down, your 
competitors will catch up or distance 
themselves from you.

What is your choice?
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