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Analyze. Redefine. 
Transform. The art 
of creating a proactive, 
aligned strategy fit for 
future growth.
Learning leadership lessons, building resiliency  
and inspiring positive change
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According to the Bank of England [Monetary Policy Report, May 2021], how UK 
businesses respond to the challenges of the COVID-19 pandemic will define the future 
economy. While the inference here is that businesses have been ill prepared and, in 
some instances, decimated by the economic fallout, it does not tell the whole story.

Undoubtedly there have been losers. The pandemic has had a wide-reaching impact on 
European industry and value chains. According to a study commissioned by the European 
Parliament earlier this year, European industry has experienced a larger hit in 2020 and will 
experience a slower recovery in 2021, when compared with other global regions. With GDP 
expecting “to reach pre-crisis levels by mid-2022 in both the EU and the euro area", 
business should now be looking at how to pivot, to take advantage of new opportunities 
created through changing market conditions.

“�Many business strategies will have been rocked by the 
COVID-19 pandemic. The short and longer term effects of 
this will be devastating for those that do not pivot and evolve 
strategies to capitalise on new opportunities. There is no 

going back.”

Paul Ducie, Partner at Oliver Wight EAME

Introduction: 
A new era

https://www.bankofengland.co.uk/-/media/boe/files/monetary-policy-report/2021/may/monetary-policy-report-may-2021
https://www.europarl.europa.eu/RegData/etudes/STUD/2021/662903/IPOL_STU(2021)662903_EN.pdf
https://oliverwight-eame.com/service/analyze-redefine-transform
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Impacts and rates of recovery and change vary, according to industry. As the above report 
suggests, “sectors that are dependent on human contact and interaction, such as the 
cultural and creative industries and the aerospace industry (due to the decrease in 
mobility and tourism activities), have experienced substantial hits by the crisis, and they 
are likely to suffer for extended periods from these unprecedented shocks.”

But there have also been winners as some 
industries have thrived. PPE manufacturers, 
digital industries, food and drink, home 
entertainment businesses, and home 
improvement outlets have seen a rapidly 
increased demand for products and 
services. Online sales in the UK grew 36 
percent in 2020, the highest annual growth 
since 2007, while online sales in January 
2021 accelerated, growing by 74 percent 
year-on-year [IMRG Capgemini Online 
Retail Index]. Across Europe, according to 
one report, online revenues jumped by 30 
percent since 2019, with industries such as 
chemicals and construction the most likely to 
experience a V-shaped recovery from  
the crisis.

The challenge for every organisation is how 
to capitalise on the opportunities of changing 
markets. Not every business has managed 
to fulfil the demands of customers. Some 
were caught by surprise and failed to scale 
in time. Others struggled with supply chains 
and logistics. Many businesses have toiled 
with reactive strategies that have enabled 
them to tread water at best.

What the pandemic should have taught 
organisations of all sizes, and across most 
industries, is that business agility is key to 
growth. The ability to scale efficiently, cost-
effectively and the ability to adapt quickly 
and to set and meet realistic customer 
expectations have become mantras for 
future viability and growth.

So, how do organisations prepare for market 
anomalies, socio political shifts, economic 
boom or bust and just about any other 
obstacle that is thrown in their paths? As 
a recent EY article, How to re-shape your 
business now to build a resilient future 
suggests, every organisation has to now 
see the future through a different lens, to 
cope with increasingly complicated and 
volatile markets. There is a need to build 
agile and collaborative industry ecosystems, 
organisational infrastructures and processes 
and importantly, mindsets that are assured, 
proactive and intelligent in their adaptability 
and decision making.

To that end, we have identified three key 
strategies to reset business processes 
and drive future growth. By analysing and 
redefining goals, processes, technologies 
and decision making, organisations can 
transform effectively and efficiently. 

https://www.imrg.org/media-and-comment/press-releases/strong-december-caps-standout-2020-as-online-sales-growth-hits-13-year-high/
https://www.imrg.org/media-and-comment/press-releases/strong-december-caps-standout-2020-as-online-sales-growth-hits-13-year-high/
https://internetretailing.net/international/international/european-ecommerce-revenues-jump-30-to-us465bn-in-2021-23016
https://www.ey.com/en_gl/strategy-transactions/how-to-reshape-your-business-now-to-build-a-resilient-future
https://www.ey.com/en_gl/strategy-transactions/how-to-reshape-your-business-now-to-build-a-resilient-future
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Analyze: Learning lessons

What has the pandemic taught us about 
ourselves as businesses but also our 
value chains and markets? The sudden 
shock factor of change will have exposed 
us all in one way or another. Out of 
necessity, most papered over the cracks 
but it would be a mistake to now think 
everything is okay, that somehow the 
storm has been weathered and we are in 
the clear.

It is almost certainly time to take stock and 
start asking some questions. In this ‘analyze’ 
phase, organisations need to reset, to 
understand fully the impacts of the past 12 to 
18 months, the missed opportunities and the 
potential for disruption in the immediate and 
long-term future. Only then can businesses 
understand where they need to go and how 
they are going to get there.

The urgency to analyze is being dictated by 
the rate of change around us. As well as the 
COVID-19 pandemic dramatically shifting 
many industries on their axis, there are also 
other factors that need to be considered, 
such as European divide and ethical, social 
and governance concerns. Combined, these 
issues are creating uncertainty, clouding our 
future vision and traditional ways of seeing 
things. We need to find clarity but to do  
this, we need a moment of introspection,  
to analyze where we are and where we need 
and want to go.

"The whole way that we do business, that we live and that we have grown 
accustomed to in the industrial age, will have to be changed. We will have to 
leave that behind us in the next 30 years and we have to come to completely 
new value chains." 

Klaus Schwab 
Founder and Executive Chairman, World Economic Forum
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By analyzing the business in its current 
state, understanding the weaknesses 
exposed by recent events and building a 
structured plan based on data intelligence 
and expertise, organisations can benchmark 
performance. From here they can recalibrate 
and prioritise where the focus needs to be to 
ensure long-term success.

As agility and resilience are going to be two 
key words to emerge from the recent turmoil 
of COVID-19, planning for the future by 
understanding the past will be fundamental 
to delivering the changes needed, efficiently 
and effectively, to drive the business forward.

To do this, organisations need 
to ask themselves some vital 
questions:

	 �How can we change our internal 
processes to capitalise on 
externally driven changes?

	� How do we identify our key 
opportunities for growth?

	� How do we anticipate demand 
changes to look after customers 
and not lose business to rivals?

	� How do we measure and articulate 
long-term value for stakeholders?

	� How do we ensure our culture and 
skills fit our intended direction?

	� How do we generate the 
confidence to encourage the 
business to redefine itself in these 
difficult times?

	� Do we have the right organisational 
design for the future?

� 	� What tools and capabilities will we 
need in the future and how can we 
develop or acquire them?

	�� How can we free up resources to 
focus our energy on making the 
changes needed to advance the 
business?
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Redefine: Aligning strategic priorities

With a comprehensive understanding 
of where the organisation sits, in 
terms of current challenges with 
people, processes and infrastructures, 
it is possible to build a plan for 
change. This plan will map what 
the organisation needs to do to 
move forward. In many respects, 
it will mean a return to basics, as 
business leaders must recalibrate 
challenges, aspirations and direction 
to understand their organisation 
better, create company alignment 
and prioritise the many competing 
opportunities available to them.

This typically means changing internal 
people, teams and processes to capitalise 
on externally driven factors and freeing up 
resources to focus energy on making the 
changes needed to advance the business. 
As a recent McKinsey study, Covid-19 
Implications for Business, suggests, to 
flourish after the pandemic, companies 
need a new set of skills, including social 
and emotional, advanced cognitive, and 
digital capabilities.

In this ‘redefine’ phase, it is essential 
that organisations manage to achieve full 
leadership alignment. Without alignment, 
implementing co-ordinated change will 
not happen efficiently, or effectively. 
For a clear plan of action, that is both 
comprehensive and sufficiently resourced, 
organisations need their leaders to 
share the same vision and be united in a 
strategic goal.

That is a challenge for most organisations, 
so where do you start? How can you 
accommodate different personalities 
and opinions and still deliver an aligned 
business? Not every leader will be in 
agreement that the organisation needs 
to change. Not every leader will be able 
to illustrate how change will improve the 
organisation, make it more agile, resilient 
and more likely to capitalise on new 
opportunities.

“You have to enable your organization in new ways. These ideas—participation, 
relevance, and this enablement—this is what we have to be focused on if we’re 
going to accelerate and go forward. And then we have to deliver the tactical plays 
and success stories to make it happen.” 

Marc Benioff 
CEO, Salesforce

https://www.mckinsey.com/business-functions/risk/our-insights/covid-19-implications-for-business
https://www.mckinsey.com/business-functions/risk/our-insights/covid-19-implications-for-business
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The process of aligned thinking is not easy 
but for any organisation, it can be powerful 
and rewarding. There needs to be focus. If 
mindsets are to be aligned, this focus needs 
to be on common goals and the key facets 
of the business that are required to achieve 
those goals. There has to be a practical 
element, an evidence-based understanding 
of the impact of every decision. 

Alignment is a mountain that every 
organisation needs to climb and a process 
that demands its practical Sherpas to 
consistently anchor thinking.

 

There are some fundamental 
questions that need to be 
answered:

	� Do we suffer from too many failed 
or badly implemented projects? We 
need clear and aligned prioritisation 
to help redefine our direction.

	� What does your data say? Business 
intelligence can provide some 
clues to what you need to do next 
but how do you decipher these 
clues and turn them into actionable 
plans?

	� How do we cope with fluctuating 
demand and product shifts?

	� How can we manage our supply 
chain and logistics better to 
ensure continuity, reduce costs 
and increase our reputation to 
customers?

	� What impact will our priorities have 
on our people and processes? Do 
we have the right set of skills?

	� How can we ensure we have 
the right tools and we are not 
overspending on technologies we 
do not need?

	� How can we understand our market 
better and map out a plan for the 
future?
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After re-aligning strategic priorities and getting the whole organisation believing in a 
shared vision, it’s important to spend time identifying some key, practical considerations 
required to deliver on that vision. What needs to be done to create new opportunities and 
maintain good relationships with existing customers? How can the organisation ensure it 
can meet its fulfilment obligations and scale operations accordingly? 

The ‘transform’ phase is about delivering 
on the ambition. Modern business-planning 
processes, such as Integrated Business 
Planning and Enterprise Business Planning 
are ideal when it comes to balancing 
leadership vision with the practical formalities 
of the business. This enables alignment 
to be applied, in real terms, to people and 
processes. This can mean flexibility to 
respond to an unexpected crisis or a need to 
scale part of the operation to meet the needs 
of a new customer.

However, this also demands culture change. 
If aligned leaders want to implement a plan, 
they will need to ensure the culture filters 
throughout the organisation. Culture needs 
to be developed and nurtured and leaders 
need to be disciplined in how they make this 
work. This can also feed into the practicalities 
of everyday working, including something as 
simple as changing short-term product sales 
targets in favour of the longer-term financial 
strategy built around subscription models for 
services and outcomes.

The point is that to transform, organisations 
need to know how change will impact every 
element of the business and decide where 
the priorities lie. This could also include 
data access. Too many businesses throw 
resources behind data capture and analysis 
without planning how to get the most out 
of that data. Is the same data available to 
everyone that needs it and is there sufficient 
data literacy to make sense of it?

Transform: Executing growth

“Digital transformation is now critical but there has to be alignment across 
organisations otherwise there is a danger that change could be counter-productive. 
Agile, resilient businesses will be built, not just on shared goals but a set of tools, 
processes and people, supported by a digitally-enabled, data-driven ecosystem of 
suppliers and partners.”

Debbie Bowen-Heaton 
Partner, Oliver Wight EAME
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The challenge for any organisation looking to transform into an agile, resilient and more data 
driven business is to ensure everything from people, technology and processes work in 
harmony to achieve the desired strategy goal. Implementing a strategic plan needs to be a 
holistic process, to ensure the sustainable running of a business that is united towards growth.

	�� How do we ensure our strategic 
plan is implemented across multiple 
departments?

	� How can we improve data 
capture and analysis to deliver 
the intelligence required for more 
informed decision making?

	� How do we build and maintain 
a culture that is aligned with 
leadership and the transformational 
plans of the business?

	� Can we extend our plan into the 
ecosystem of partners? If so, how 
will we manage this?

	� What impact will our plan have on 
our supply chain and how can we 
ensure any change in suppliers does 
not hinder our ongoing strategy?

	� How can we ensure we continue to 
stay relevant in the face of changing 
markets and unforeseen external 
events?

When looking to implement a transformational plan, there are some 
fundamental questions to ask: 

Figure 1: Key Components of Integration



T H E O L I V ER W I G H T W H I T E  PA PER S ER I ES

10

Conclusion:  
The sum of the par ts 

As organisations grow it is inevitable 
that they become more complex. Each 
layer of complexity puts pressure on 
the organisation to remain cohesive. 
Typically, data siloes emerge and 
legacy technologies limit the scope 
of the business to plan efficiently and 
effectively. This has a wide-reaching 
impact on how departments operate 
and how the business performs as a 
unit. Planning becomes difficult, which 
impacts decision making and the 
organisation is more reactive and  
less proactive.

As the COVID-19 pandemic has taught 
us, the peaks and troughs of supply 
and demand can destroy ill-prepared 
organisations. Knee-jerk reactions are  
short-term and costly and markets are 
forcing change, whether we like it or not. 
There is an inevitability about transformation. 
To survive and grow, all organisations will 
need to reassess their relevance, their place 
in the value chain and their ability to meet 
the needs of changing markets.

Given what organisations have experienced 
through the pandemic, the economic 
forecasts and rapidly changing market 
dynamics, the need to go back to basics,  
to realign the organisation and use 
streamlined processes and data to drive 
organisational knowledge and decision 
making, has never been greater.

By analyzing, redefining and 
transforming, organisations 
have an opportunity to:

	 Excite customers

	 Have greater foresight

	 Enhanced performance

	 Aligned strategies

	 Integrated planning

	 Robust execution

	 Leadership alignment

	� Common vision and strategic 
direction

	 Commitment to the plan

	 Enhanced adaptability

	� An ability to manage disruption and 
capitalise on it
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Helping organisations deliver their ambitions.

At Oliver Wight, our Partners advise you on the right sequence for change and ensure 
your leadership team are aligned and thinking cross-functionally with a clear vision of 
what the future deliverables are and how to achieve them.

Get in touch with us today or 
download our brochure to 
accelerate your business success.

 

Analyze.  
Redefine.  

Transform.
Creating a path for accelerated business success

Debbie  
Bowen-Heaton
Oliver Wight 
Partner

Author

https://www.oliverwight-eame.com/contact
https://oliverwight-eame.com/uploads/brochures/owanalyze-redefine-transform.pdf
https://oliverwight-eame.com/uploads/brochures/owanalyze-redefine-transform.pdf
https://oliverwight-eame.com/biography/debbie-bowen-heaton
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We use the term 'partner' to refer to both individual members and the authorised representative of corporate members of the LLP. A list of the members of the LLP 
(and their authorised representative) is available at our registered office. 

The information contained within is proprietary to Oliver Wight International and may not be modified, reproduced, distributed or utilised in any manner in whole or  
in part, without the express prior written permission of Oliver Wight International.

About Oliver Wight

When you talk to Oliver Wight about improving your business, we’ll 
assume you want results, not just better processes – things like increased 
revenues and margins and greater market share. If you have the ambition, it 
is possible to make improvements that truly transform the performance of your 
organization and create more fulfilling roles for the people within it. We believe 
this can only be delivered by your own people. So, unlike other consultancy 
firms, we transfer our knowledge to you; knowledge that comes from over  
50 years of working with some of the world’s best-known companies.

Oliver Wight has a long-standing 
reputation for innovation and we 
continually challenge the industry 
status quo, so you always get the  
latest in new thinking. Your Oliver 
Wight partners will use their real-
world experience to ensure your 
people, business processes and 
technology are fully aligned and 
integrated right across your 
organization.

They will coach, guide and inspire 
your people to drive change 
throughout your organization, 
allowing you to create a culture 
of continuous improvement and 
innovation that simply becomes for 
you ‘the way we do things around 
here’. It’s a proven, sustainable 
approach that will deliver results 
straight to the bottom line.

Oliver Wight EAME LLP
The Willows, The Steadings Business Centre
Maisemore, Gloucester, GL2 8EY

T: +44 (0)1452 397200
E: hello@oliverwight.com

www.oliverwight-eame.com

Oliver Wight Asia/Pacific

Ground Floor, 470 St Kilda Road,
Melbourne, Victoria 3004, Australia

Oliver Wight Americas

P.O. Box 368, 292 Main Street 
New London, NH 03257, USA

https://oliverwight-eame.com/service/analyze-redefine-transform

