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othing stagnates an organisation
like a poorly executed strategy.
Having a strategic plan is one thing.
however, making it organic across
board for effective ownership and
execution is a different ball game. As
a chief executive, how do you ensure
your team priorities are aligned and
all stake holders focus on a common
agenda? How do you create an
execution enviroment that addresses
these issues.
Visit www.summtcl.com/
summitstrategy
Mustapha B. Mugisa
Stratgey& Risk Expert

Feedback From The Trainees

A strategy that works: business model

H

ow does your business make money?
What are your top three sources of
revenue? How scalable are your income
sources and your business to tap into all
opportunities present?
These and many questions should
dominate the Board and senior
management agenda. There must be
clarity of how your business creates,
delivers and sustains value. Let’s explore
this in detail.
Your business model
Business or not, you need clarity
of how your organization earns

revenue. As we explored in the past
#winningMindsetnewsletter, business is
about bringing money on the table, and
keeping it there.
Running any organization or business
is like managing a football team. You
must be strategic and tactical in your
approach as illustrated in figure 1 above.
You need strikers.
In business, these are your front end
people. They are involved in branding,
public relations, marketing and sales.
Each of these does a special, key role.
Branding is about your corporate

Joint Medical Store
We facilitated the strategy formulation.
We continue to provide strategy
execution support.
Mary Katusiime, Finance Director.
UAP Insurance
Summit Consulting Ltd is retained to help
execute UAP Group strategy, locally. We
offer on-going strategy execution and
monitoring.
Zipporal Mungai, Managing Director.
PostBank Uganda
Summit Consulting Ltd was retained
to facilitate strategy formulation and
training of managers in effective
execution.
Stephen Mukweli,Managing Director.
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identity. You need quality
graphics and layout to ensure
consistent management of
your look and feel. Your brand
team is responsible for crafting
a brand policy: that specifies
your logo, color mix, font type
and size, Business Cards, Letter
head, Website, PowerPoint
presentations, email signatures,
reports, branding mockups for
vehicle, cars, office, cups, company
shirts, laptops and all your
corporate marketing collateral.
The brand team is so critical to
your business as it defines your
brand equity and value. Next time
you find your logo is squeezed,
your staff have different business
cards in terms of look and feel and
your font type is different, know
your brand team is letting you
down.
It is the role of the Board to
approve the corporate brand
policy, from which the brand
manual is developed. The board
must also review and approve the
brand manual. This ensures a right
tone at the top, as the board owns
corporate reputation and image.
Public relations
This role is essential for public
entities and NGO’s or very large
multinational companies with a lot
of public interest.
The general community is one
of the key stakeholders especially

for public organizations like utility
providers e.g. electricity, water
or entities involved in policy
oversight like the Central Bank.
The public has many questions
that need answers all the time. To
ensure consistent communication
and clarity of common position,
the role of the public relations
office cannot be over emphasized.
For a large company, the role of
this office is to coordinate crisis,
manage the media and issue press
releases on key issues of interest.
For a small organization or SMEs,
the role is a preserve of the CEO
or Managing Director. Information
once out, is very difficult to
control. That is why even sending
out emails you need a lot of care.
Ensure your staff do not send
out emails that might give rise to
contractual obligations via email.
Marketing
This is not like sales.
They are different. In the
#WayofTheGuerrilla, one of
Summit Consulting’s sought after
training, we say “Marketing is the
process of making people squat.”
This is the process of
understanding your customer
segments, profiling the segments
to understand who the customers
(buyers) are and consumers (end
users), where to find them and
the channels to use to get to
them. You also must identify the

products and services that are ideal
for them.
Once you do that, then ensure
you find an ideal forum to create
awareness of your products/ services
to your target prospects. Once your
target prospects get to understand
what you do, and their pain and the
fact that only your products and
services are the ideal solution to their
pain, you have effectively marketed.
Remember, this process has nothing
to do with sales. It has everything
to do with promoting your brand
awareness and positioning. It is the
most ideal to provide quality goods
and services they offer. Marketing to
many is the most effective strategy.
Sales
Here, you “tap on your prospects to
fall over.” If you did great marketing,
you left your prospects squatting.
When it comes to sales, you visit to
close the sale. It is better to sell to
one client at a time.
In the business, the striker plays a
key role. You need to put your best
foot forward. Have a great team of
branding experts, PRs, marketers and
sales professionals. Who are your
strikers in your business? If they are
unable to score, you will experience
lots of business challenges. No team
wins a match without scoring.
Your business model explains how
you will make money. There are
several ways to model your business
or organization.

It is the role
of the Board
to approve
the corporate
brand policy,
from which the
brand manual is
developed.

Is your strategy built on a strong foundation?
What is your Strategic foundation? What are your strategic perspectives and how do they relate to your strategic Foundation? Get a copy of your Strategic plan and open a page that clearly explains your strategic foundation.
If your strategy lacks a clear strategic foundation, chances that a new competitor will push you out of the business are
high.

A

A man struggling to jump over
credit: internet photo

strategic foundation provides a basis
for your competitive advantage. As it
is clearly articulated in the Bible, to build a
strong house or structure that can withstand
a test of time and vagaries of nature, it must
be built on a strong foundation. If you want
to build a strong house, first establish a very
strong foundation. Else the house won’t
be able to survive the next strong winds
(read competition). Likewise, if you want to
formulate a winning and very competitive
strategy, take time to first identify your
organizational strategic foundation, the hard
to copy unique attributes or resources or
capabilities in your organization or business
that are very difficult to replicate by the
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competitors.
For example, some organizations like
Uganda National Examinations Board (UNEB)
and other similar organizations formed by
the Act of Parliament have special mandates
to levy a fee from a specific group of people
or businesses. UNEB must set national exams
and charge exam registration fees.
In that case, the toughest business
challenge of revenue generation for any
organization is catered for in the Act:
any student who sits for national exam
MUST pay exam registration fees. Such a
legal charge provides assured revenue for
the organization. And there is no other
organization or business that can take over
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the UNEB’s mandate. In such
a case, we say UNEB’s strategic
foundation is its specific provisions
in the UNEB Act that provides for
exam fees or other gazette revenue
collections. All they have to do is
effective management of the affairs
of the business. And that includes
identifying a strategic foundation
so as to optimize it fully and be
recognized as the most efficient and
well governed organization.
All similar government organizations
have such strategic foundations.
Where an entity is threatened; it could
conduct aggressive lobbying so as to
create its own strategic foundation.
You have seen lobbyists or specific
groups or professions seeking for an
Act of parliament so that they may
be recognized by law which usually
provides for membership and annual
fees by members. When that happens,
such organization or association can
be said to have been strategic. As
you may have noticed, the above
scenario cannot work for a private
business or organization. So, how do
you identify and create a strategic
foundation against which your
business strategy is anchored? The
answer lies in carefully brainstorming

about your unique capabilitiesdifference.They say, “It doesn’t matter how much
skills, technology, resources,
resources you have, if you still do not know how to
markets, networks and location
use them, they still will not be enough.”
among others. Remember,
This below insight is best illustrated by a person
many organizations have these.
who wants to crossover a tall wall. However, the
It is how they are integrated
person has so many ladders, which if anyone
and combined to work together
is properly placed, he would be able to climb
that makes a difference. Before
easily over the wall and jump one. However, the
you do this, you must therefore
person lacks the knowledge and ideas to use the
identify your business’s
resources they have better. Instead, he places the
technical insights. Collect
ladder on top of one another in a way that
accurate facts and data
makes climbing over the wall difficult. You
about your business, and
have also seen government institutions
Findings do reveal
the opportunities present that the public
with an Act of Parliament but struggling
and then forecast
perceives politicians, due to lack of adequate finances. That
the future needs and
is a tale-tell sign of poor strategy and
judges and the
examine how you can mix police to be the most execution to fully optimize their strategic
your capabilities to tap
foundation. Do you know of any such
corrupt.
into the opportunities.
similar entity?
That will provide you with
In summary,
a great strategic foundation.
1.Carefully examine your business or
In any organization that has
organization and those of your competitors. This
succeeded, there are certain
will give your perspective. Analyze the reasons
attributes that are the secrets
why your competitors are winning. What is their
to her success. No single
strategic foundation? What is it that makes them
resource- money, markets,
tick? Then carefully, review your organization and
man power, materials, and
determine your own strategic foundation.
machines can make it succeed.
2.Craft a strategy to optimize your strategic
It is usually the make-up or the
foundation. Specifically arrange your capabilities
way these other resources are
such that no one can easily copy your business.
coordinated to strategically fit
Make this into a model i.e. business model.
into each other that makes a

There is no Box!

A strategy for a new era
Reform is good, but the devil, as they say, is always in the details
Do not think outside the box. There is no box! Do not allow your
thinking to be constrained by imaginary objects and theories.
Do not ‘see through the wall! There is no wall. If it is indeed there,
use the nearby door.

A

If you want to
see chaos in
any business or
organizational set
up, remove money
from the table.

strategy for a new era calls for
free thinking. Approach today’s
challenge with an open mind. You
must always be thinking about better
ways of solving tomorrow’s challenges
today.
How can an existing Nursery school
increase children enrolment and pay
the ever increasing bills?
If you want to see chaos in any
business or organizational set up,
remove money from the table.
When it is month end, and there is
no money in the bank account, no bills
can be paid. Not even staff salaries.
No one will have the energy to come
to work. You don’t want to have many
people as goal keepers. You only need
one!
You don’t need many people as
defenders either. At least only offer
scoring some goals! It is not a good
strategy for a startup company,
without any income generating
potential to recruit so many
defenders, read cost managers or
administrators.

Empty boxes
These may cause the company
to save on costs but not grow the
business line.
In business, the first focus is to
grow revenues. And so, when Prime
Kindergarten Limited, with an
established capacity of 210 children
and monthly fixed costs of over Ugx
15m registered only 50 students by
the end of the first term intake, they
recognized a big challenge right away.
That is the good thing of great leaders.
They are able to anticipate challenges
and proactively fix them other than
waiting to see what happens without
doing anything about it.
Management sat down and
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discussed possibilities of overcoming
their major obstacles. They decided to
print small brochures and distributed
to all my car drivers at key junctions
and traffic jam points near the
location of their kindergarten.
This did not work. Not even one
person made enquiries as a result
of this intervention. Management
decided to take this a notch higher.
They recruited a marketing and PR
firm to undertake the marketing
intervention they termed as ‘below
the line’ BTL market activation. This
too, was a total failure. Over Ugx 10m
spent, no visible progress. In fact,
some parents who had brought

3

their children became so alarmed about
the low numbers, and moved their children.
The good news for the kindergarten is it had
a no fees refund policy. By the end of the
term, the kindergarten had only 42 children.
This was very bad considering the high
demand for early childhood development,
day care and need for a very ing on each
employee,”
rarely get celebrated UNLESS they are too
outstanding. Society celebrates goal scorers
NOT those who stop them.
At first I tried to join the no.9 group. But I
saw big, fast and tall guys. I guessed, quite
rightly that they were good. I decided to start
walking out of the field, head bowing down
in defeat. I knew in my heart, I could not beat
these big boys in that position.
I am not a loser. I hate losing. Anyway I
decided to leave the ‘men’ in the no.9.
As I was walking out of the pitch, the
coach shouted: hey! I turned back. “What is
your name”, he asked: I replied “I am called
Mustapha Mugisa.” He said; “so you give
up easily?” I stopped. Turned around.And
started walking towards him near the center
of the field. “Why not go in the goal?” I said,“I
have never played in that position.”
He said, if that is so, that is the reason you
should try it today.
I started walking slowly to the goal to take

up that position, my head bowing down. If
you have watched the Shaolin soccer, you
know the lady keeper substitute, walking past
the players to take the goal keeper position,
with shoulders and face down. That is how I
was moving to that goal.
If this story ended here, you would say that
I am a loser.
But it did not end here.
Taking up the vacant position of goal keeper
is one of the best decisions I have ever
made. I learnt a critical lesson that I now call
the football strategy. You can use it in your
business and life. “Go for vacant positions.” It
is easier to succeed there.
I took up the keeper position. We were
very few players. For the no.9 position, the
coach only took two top players. Over seven
good players were dropped. I am sure; I too
would have been dropped and missed the
exposures and opportunities that came with
being on the top 11 list.
I was kept on the team, since there were
few players who could play goal keeping.
I practiced hard and became a preferred
keeper. In fact, when the worst came, I was
the assistant keeper. And it happens that a
keeper position must have an assistant not
some of the time. But all the time. I travelled
with the team early in my career throughout
the district. I met wonderful people and

What is your strategic context?

M

any strategic plans fail at execution
because they are formulated out of
context. Many leaders go for a retreat for
two to five days to formulate their strategic
plan. They start with the following questions:
i.What is our Vision: Where do we want to
be?
ii.What is our mission: How do we get there?
iii.What values will guide our behavior and
conduct?

iv.What are our strategic goals and
objectives?
What is the problem with the above?
Most of the time, the ‘vision’ is out of
context. It doesn’t resonate with today’s
reality and dynamics.
A company that was founded in 1990 had
a vision formulated then. Twenty years later,
do you still plan based on that vision or you
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team. I learnt a lot about winning and losing,
than I could have done in the classroom. Life
is so interesting. It is the experiences one
goes through that make it special.
When it comes to your life, are you looking
only for occupied positions?
If you need a motivational speaker or career
and life mentor for executives or young
ones, contact Mustapha. Face 2017 with
confidence. Have Mustapha as your mentor
and see success that you never even imagined
it existed.
Most of the time, the best way to win
a war is not to start one. In the Harvard
Business Publishing better seller book, The
Blue Ocean Strategy, Kim explains that great
leaders are always in pursuit of “new market
space to create new demand…” and that
“overcrowded industries competing head-on
results in nothing but a bloody red ocean of
rivals fighting over a shrinking profit pool.”
To create a blue ocean, out-perform the
competition by doing what the competition is
not even thinking about… go for unoccupied
markets.”
Looking back to that Friday in 1988. My
coach’s advice to take up the vacant no.1
goal keeper position was the best advice.
Who is your advisor? Who helps you see the
bigger picture?

change it in line with today’s circumstances
and market dynamics.
A vision is a ‘dream’ about the desired
future state of the origin. Where the
organization should be. We have been taught
that ‘Vision’ should not be accomplished.
Really?
When leaders ask: “Where do we want
our business to be?” They try to look at
peer companies’ vision statement, those of
competitors or brainstorm about the ‘ideal’
future.
The result is a short statement of the rosy
picture of the organization without clear
consideration of the current conditions. The
result is a vision statement that just remains
on paper. It is highly detached from the
reality of the business.
You have probably met people who were
told to dream big. Now in their retirement,
still have very big dreams which are
unrealized. They dreamt big. But their
dreams were not in context. They live their
lives unsatisfied.
Be contextual
I come from Munteme village. It has
two hills separated by the main road. On
the right hill is Munteme Fatima College
(MUFACO). On the Left, you find Munteme
Technical College. (TECO)
At our time in early 1990, TECO was a role
model college. Operated by the Germans,
all students who went to TECO became
successful, upon completion; each finalist
received a complete tool kit to open shop
right way as a mechanic, Carpenter or
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Mansonry. These people became
successful and would often work as
community leaders. They owned the best
homes and had good businesses. However,
after primary seven, all those students
who joined MUFACO, often dropped out at
senior three or two. They were the ones who
engaged in gambling; and later criminals. No
parent wished for their kid to join MUFACO.
My application to join TECO was rejected
on first attempt. I was devastated. Keep in
mind that my ‘Vision’ was to join TECO. My
parents wished me to join TECO. Everyone
wanted me to join. My rejection was a big
disappointment to many people, but one- my
Grand pa, Ahanasi.
He one day looked at me and said “It is
good you did not join TECO. I know only
of one place where the best go. It is not
easy to get there. All the top leaders at the
district went there. It is Makerere University
Kampala.”
If you want to succeed, you must go there.
And you need to first go to MUFACO, to get
there. All of a sudden, my ‘Vision’ changed
in an instant. Now it was no longer to study
and get admitted to TECO. It became to study
pass MUFACO, and get admitted to Makerere
University Kampala. My most pressing issue
became how do I study and overcome the
MUFACO jinx? That is the power of context.
When it comes to your strategic planning,
what is your context? Stop envisioning
outside your context. If you do so, you risk
ending up with a rosy statement of your ideal
future, but which is just that- vision. You
need something that resonates with your
present conditions and circumstances so that

you have clear choices to make and move
closer to your aspirations
Any one can have a strategy. That is the
easy part. Effective strategy execution is a
tough call. Below we continue with #2 cause
of strategy execution gap
Causes Strategy execution gap
Strategy is a word which everybody talks
about. The question is what is strategy? And
what causes the execution gap?
Strategy are choices which a company
makes of how to win with its customers
against the competition. Now if you don’t
make the right choices, you are going
to have an execution gap because many
organizations want to be everything to all
people. If you chose to do everything, you
end up being a mediocre company and that
will cause problems in executions. You need
to ask Which customers are we going to
serve? Which customers are we not going
to serve, which products are we not going to
deliver? So when you make clarity of those
choices, it will help you reduce the execution
gap because you are focusing on areas you
are good at and leaving any other areas
where you could be mediocre.
Once that has been done, the next
important thing which the organization must
do is ensure that there is clear alignment
between Strategy and Structure.
Strategy are the choices you made;
structure is the way you set your business to
deliver the strategy. This is in terms of the
systems you put in place; the operational
deliver the choices you have made.
As a strategy and governance expert,

my experience is that organizations put a
strategy in place and then use a structure
which was done 20 to 30 years ago causing
what we call lack of alignment. E.g when
you are doing the strategy, you are selecting
areas of focus, these days there is a buzz
word called Key Result Areas. People have
got their Key Result Areas well most of the
time articulated.
So even if you have these admin areas,
they don’t align these areas of Key Result
Areas to the structure. You find for example
some body has said their key strategic focus
or Key Result Area is differentiation through
effective packaging and branding but when
you look at the structure, you can’t find a
department for branding and packaging. You
find they are putting their critical function
under marketing and PR. So at the end of
the day, the key area to define their success
has no specific person responsible to driving
it and obviously you are going to get a gap,
because once there is a misalignment, there
is going to be no budget for it and so many
other problems are going to come from
there.
At the end of the day you walk several
miles in the wrong direction because what
you had forecast is completely different.
This is why when I talk with CEO’s, when
they are reviewing their strategy a year
later, the things they did almost 80% are not
things they had planned and are therefore
succeeding because of luck. The strategy
document is for the banks to get a loan
or donors and once they get these things,
almost they don’t follow it up and the cause
is lack of alignment.

When leaders are well
informed, their businesses
succeed.
You need facts, data and analysis not hearsay or
just news. Find the essential details in every
situation and become a thought leader whom
others want to follow NOT have to follow. Keep
learning.

Call +256 414 231 136 / 0775 845691 or
Email; editorial@summitbusiness.net
to subscribe today.
Get 11 issues for just Ugx. 60,000 only!
http://www.summitbusiness.net
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The football strategy

To succeed, find unoccupied space and
be the best there.
What is the vacant space in your environment or life? Are you always fighting
with others to unseat them or you find your own free space and occupy it? Apply the
footballer strategy (explained below) to bring peace and satisfaction to your life and
career.

I

used to love playing football while growing
up. Today, I love watching it. During my
primary and secondary school days, I played
as “No. 9.” And I was damn great at it. Number
nine is a striker’s playing position with one
primary objective: use any chance to score as
many goals. I had all it took – agile, strong and
fast. I would collect the ball, run as fast as I
could, and hit it hard.
I was so good that my classmates often
referred to me as No.9. That is how my
mother noticed my love for football, started
supporting my new found hobby by buying
for me a t-shirt and having ‘9’ written on its
back and front. I was excited. That was in April
1988. I was just nine. Of course our school did
not have any sports uniform. My t-shirt stood
out and became my uniform every Friday, our
class football day. I was unofficially Mr. No. 9.
Once a year, schools had a sports day at the
district level where top schools in the district
partook in different sports. Primary five to
seven pupils dominated the short list for
obvious reasons. One day in June 1988, we got
a new football coach to prepare our school for
the inter-schools competitions at sub-county
level elimination round.
Time check 9:30am. It was a Friday. The
coach entered our P. 6 class and asked “if you
are a boy, have skills and love playing football,
stand up.” I was the first up, donning my
number 9. Many other kids stood up. He said
“follow me to the assembly.” We found the
assembly full. All P.5, P.6 and P.7 football lovers
had been summoned. We were over 40 and he
needed only 22.
To reduce the numbers he said: “I want all
of you to run as fast as you can to the football

pitch and take your
preferred positions.”
I ran fast, but was
not fast enough. I
arrived in the field
when five other
pupils were already
standing in my
number “9” position.
I crossed over to the
other side of the
field. I was too late
there as well. Three
players were already
in the no.9 position.
That position needs
skilled players as
well as swift and fast
runners. I had failed
on both.
All other places
had only one or two
players, a part from
the no.1, or goal
keeper position. No
student liked the
goal keeper position.
They get hit by the
balls. They have no
chance to score. So
goal keepers rarely
get celebrated
UNLESS they are too
outstanding. Society
celebrates goal
scorers NOT those
who stop them.
At first I tried to
join the no.9 group.
But I saw big, fast
and tall guys. I
guessed, quite
rightly that they
were good. I decided
to start walking out
of the field, head
bowing down in
defeat. I knew in my
heart, I could not
beat these big boys
in that position.
I am not a loser. I
hate losing. Anyway I
decided to leave the
‘men’ in the no.9.
As I was walking
out of the pitch, the
coach shouted: hey!
I turned back. “What
is your name”, he
asked: I replied “I
am called Mustapha
Mugisa.” He said; “so
you give up easily?”
I stopped. Turned
around.And started
walking towards him
near the center of
the field. “Why not
go in the goal?” I
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said,“I have never played in that position.”
He said, if that is so, that is the reason you
should try it today.
I started walking slowly to the goal to take
up that position, my head bowing down. If
you have watched the Shaolin soccer, you
know the lady keeper substitute, walking past
the players to take the goal keeper position,
with shoulders and face down. That is how I
was moving to that goal.
If this story ended here, you would say that
I am a loser.
But it did not end here.
Taking up the vacant position of goal keeper
is one of the best decisions I have ever
made. I learnt a critical lesson that I now call
the football strategy. You can use it in your
business and life. “Go for vacant positions.” It
is easier to succeed there.
I took up the keeper position. We were
very few players. For the no.9 position, the
coach only took two top players. Over seven
good players were dropped. I am sure; I too
would have been dropped and missed the
exposures and opportunities that came with
being on the top 11 list.
I was kept on the team, since there were
few players who could play goal keeping.
I practiced hard and became a preferred
keeper. In fact, when the worst came, I was
the assistant keeper. And it happens that a
keeper position must have an assistant not
some of the time. But all the time. I travelled
with the team early in my career throughout
the district. I met wonderful people and
team. I learnt a lot about winning and losing,
than I could have done in the classroom. Life
is so interesting. It is the experiences one
goes through that make it special.
When it comes to your life, are you looking
only for occupied positions?
If you need a motivational speaker or
career and life mentor for executives or
young ones, contact Mustapha. Face 2017
with confidence. Have Mustapha as your
mentor and see success that you never even
imagined it existed.
Most of the time, the best way to win
a war is not to start one. In the Harvard
Business Publishing better seller book, The
Blue Ocean Strategy, Kim explains that great
leaders are always in pursuit of “new market
space to create new demand…” and that
“overcrowded industries competing head-on
results in nothing but a bloody red ocean of
rivals fighting over a shrinking profit pool.”
To create a blue ocean, out-perform the
competition by doing what the competition is
not even thinking about… go for unoccupied
markets.”
Looking back to that Friday in 1988. My
coach’s advice to take up the vacant no.1
goal keeper position was the best advice.
Who is your advisor? Who helps you see the
bigger picture?
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As a leader, keep your eye on the
revenue sources. What do you sell? To
whom? Why do they buy? What are their
today’s and tomorrow’s needs so that you
can proactively anticipate need and address
it today?
A case in point
When Soft breads saw declining sales due
to reducing walk-in traffic of people visiting
the bread shop to buy bread, they went
back to a strategy drawing table: why are
people bypassing our shop and going straight
into the supermarket to buy bread? Using
guess work, they thought, wrongly, that it
was due to customers need for convenience
brought about by one-stop Centre shopping
concept i.e in the supermarket, customers
found everything they needed in one place.
That was more convenient and easier than
first buying bread, and then going into the
supermarket to buy other stuff like soap
etc. Most shops outside a supermarket lose
the business once a customer first enters

supermarket unless the shop offering is
unique.
As their strategy expert, we decided to
conduct a quick, short market survey. For
every customer buying bread from the
supermarket, we asked: why do you prefer
buying your bread in the supermarket than
from the special bread shop across?
We did this to randomly identified
customers. Our target was to get feedback
from at least 100 customers over a one week
period.
The results were fascinating. Most
customers explained that they would prefer
to buy bread they see where it is made, than
the one that is delivered to the outlet for
sale.
The soft breads shop had a centralized
bakery serving over 20 outlets distributed
throughout the city. This was not only
causing logistical problems in terms of timely
deliveries, but increasing operational costs
due to high expiry dates.
Following the customer feedback, we

decided to restructure the operations by
moving the bakery equipment to the shop
outlets. Thereafter, we rebranded each shop
to read: “Fresh Bread: buy it hot.”
The results were instant. Most people
prefer to buy bread that is still hot. It is
difficult to compete in such business if you
make your bread off-site and transfer it to
the outlets. By the time it reaches, it is too
cold.
Soft breads, which now trades as hot
breads, offers bread, cakes and mandazi.
The company has decided to be the leader in
these three. And it has continued to grow in
leaps and bounds.
Reason: They understood the customer’s
pain of cold, not so fresh bread; by offering
hot bread, all the time. The company is
always exploring ways to lead in hot, fresh
bread business wherever it is located.
Now to you: what are your products and
services? When it comes to decisions, do you
use hearsay or fact?

Strategy perspective: What informs your business model? there.

G

reat leaders focus on having a great
strategy and clear execution plan. To
formulate a great strategy you need:
i.Perspective through Exposure: who are
you competing against in your business?
ii.Context: What do you need to change
internally to become the best?
iii.Capabilities and systems: what resources
do you need to succeed?
The best way to get exposure is through
travel or sightseeing and networking. When
I go abroad, I make it a point to study the
process flow and how value is created for
customers, at the different businesses I come
across.
In Japan for example, street restaurants
create value for customers through saving
them time spent queuing for food. Of course
they offer a quality meal that is affordable.
However, given the economy maturity, a
healthy meal, served in the shortest time
possible is the differentiator.
In Dubai, petrol fuelling stations are

managing the cost of fraud by focusing on
automating the process. They have set up
fuel stations that are not manned by any
person. You load your card or mobile money
and you drive to the fuelling station. Park
your car, pay via mobile money or online
and receive a code instantly. It is exactly like
you pay for your utilities like Umeme yaka
here in Kampala. You put the code in the fuel
dispenser. All you need is self-service, get
out of your car, and point the fuel dispenser
nozzle into your car fuel tank. It will dispense
what you paid for and stop. The audio
instructions, for which you have an option to
select a male or female voice, will be a great
company. Once the dispensing is complete,
you put the nozzle back. Enter your car and
drive off. No human contact throughout the
process.
The only flip side is the feeling of insecurity
and the fact that the driver must get out and
do self-service. Research has shown that selfservice stations are secure and cheaper.
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The advantages are more than the flipsides.
The problem of fuel theft is not there.
For long, people on the dispensing nozzles,
cheat motorists by supplying less fuel. Some
motorists who do not pay attention find they
paid for many litres, only to realize the car is
warning just after having fuelled. With the
automatic petrol station self-service, this
problem is overcome.
Next there are security guards, and
cameras at the stations. In fact in the past,
the staff at stations were also a source of
insecurity as they tip accomplices of the state
of the driver and number of people in the
car. This is overcome. Above all, it is cheaper.
The cost of pump price is lower due to low
operating costs. With automation, losses due
to theft and spillage due to human error is
low.
Now to your business, what is your value
addition process?
How do you reduce costs for the client? The
client should be able to see value in the use
of your services.
Once you do that, you will succeed. Next
time you travel, visit a business that does
the type of business you do and carefully
examine how they add value.
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A

ny competitive game aim one thing: A
win.And indeed, ‘If you cannot win the
game, don’t chose to go into it” In football,
this saying is very relevant. Each team enters
the pitch with one aim: win the game.
But what does it take to win?
You must score more goals than the other
team. If you score one goal, and concede one
goal do you win the match? Of course, not.
What if you score five goals and concede five
goals, do you win? No. Even if you score 10
goals and concede, 10 you don’t win. To win,
you must score one, and don’t concede. Sore
five, and concede less, say four. Or score 10
and concede nine.
The above hold true in any business or
organization.
Revenue sources to a business are like goals
to football. You must sell a lot to succeed. It
does not matter how much you sell, if you fail
to effectively manage your costs, you will not
be sustainable.
Just like a team that has a very weak
defense and concedes easy goals, a business
with poor financial function and operational
efficiency tend to incur a lot of unnecessary
costs thereby losing critical cash flow
essential for working capital.
If you spend more than you earn, your
business won’t be sustainable. To succeed,
you must spend less than you earn. This is a
financial fundamental.
There is no business that has ever collapsed
due to high costs. Businesses collapse due to
low sales turnover compared to costs. If you
want to stay in business, you must focus on
revenue growth and operational efficiency.
Having a strong and experienced finance
team is critical as it helps you plan for your

32

COMPETITION

euro 2016

15

13

16

14

17

COMPETITION

cash flows and tap into any rebates and tax
planning opportunities available.
All great football teams have great goal
keepers (Finance Manager), Defense
(Finance and tax team), mid-field (Operations
team) and strikers (Marketing team). Any
weaknesses in these departments expose the
team and will force easy goal concessions.
What is the caliber of the people in your
critical departments?
One of the reasons majority of small and
medium sized firms collapse quickly upon
the death of their founder, is lack of effective
governance structures, especially favouring
an incompetent family member to a wellqualified expert.
Roles like those of goal keeping (Finance
Manager) and striking (sales) are so critical
to the business that you need to identify
the very best and let them drive them. The
tendency in some businesses is having a
family member manage the role. That is not
a bad thing. The challenge is if the family
member so appointed lacks the required
minimum skills and experience for the role,
the result is so many goals being conceded.
The role of Human resource is to try as
much as possible to recruit the best to run
the critical business processes and help your
family outside your business rather than
having them in charge of a critical process
which they lack skills and experience.
As a leader, your first call is for a competent
person that is well qualified to do the job.
The rest like family, friendship or tribe should
and must always come last. The business
needs great talent to succeed. Always ensure
that you empower your family a great deal
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in terms of quality training, exposure and
mentorship to bring them up to terms with
the requirements of the job before putting
them in charge of key business processes.
Remember that most companies spend
a fortune trying to train mediocre people
to become average. So, you can easily gain
market advantage by sharpening the already
great people to become exceptional. That
happens to be the number one role of
great leaders. Identify the best people and
empower them to run the business.
The reason to start any business is to win.
To make money. To score many goals. To win,
you need a great team. But also, you need a
clear playing field.
What exactly are your products and
services, and who do you sell to?
Great businesses start by asking who is
my target customer? And what is their pain.
The pain creates need. If my pain is thirst,
I need water to fix it. If my pain is hunger, I
need food to solve my pain. And if my pain is
headache, I need a panadol.
As you can see, diagnosis of the project
problem is the best strategy to creating a
sustainable business. Sell goods and services
that address a clear and existing current or
future need.

Findings do reveal that the
public perceives politicians,
judges and the police to be the
most corrupt.

9

WinningTheGame

/summitSTRATEGY

THE CEO TEST
What Is The Strategy
In Your Strategic Plan?

Improving The Clients’ Condition

CONTACT
Visit: www.summitcl.com/summitSTRATEGY
E: strategy@summitcl.com
T: +256 414 231136/ +256 784 270519

Forensics

A publication of Summit Consulting Ltd | #WinningTheGame® | Strategy &Execution

Advisory

Security

10

