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Feedback From Clients

A strategy for the new era: How do you do it?

.Why are some strategies easy to execute while others are not? What is the ideal approach for
formulating a strategy that works?

.Why is it that some organizations that started strong usually tend to fizzle out and remain stagnant
after their third or fifth year? Why do companies end up firefighting the HR and administration issues at
the expense of strategy execution?

T

he answers to these questions may not
be something which you think. The fact
is without a clear strategy; your organization
will soon fail to cope with customer
demands, stakeholder expectations and new
business dynamics. You will end up hiring
people who you actually don’t need!
You need a strategy expert with experience
and confidence to ask your team some
very tough questions. It is a fact that you
cannot improve that you do not measure.

Equally, you cannot have your team change
unless they have been made to face reality.
Economic times are changing so fast that
what made you succeed yesterday may no
longer help you today.
The reason for this is clear. When a
company finds a previously undiscovered
solution or product to a market need i.e. they
make a break-through, you set up a business
to tap or exploit it.
But your competitors and the general

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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public is not sleeping. They are
watching and doing research on
your next move. Pretty soon, your
competitors start doing it as they
attempt failing you in the process –
stealing your staff, prototyping your
products and testing for defaults and
or black spots or malfunctions etc.
pretty soon, some start doing what
you are already doing and may drive
you out of business UNLESS you have
a clear strategy that is well owned and
executed properly.
To survive, you must have
adequately anticipated competitor or
new entrants’ reaction, if you acted
in the planned way. That kind of
planning is thorough. And you need it
to sustain growth.
Take the case of Uganda’s telecom
sector. First Celtel (U) Ltd had the
licence for mobile telecom all to
herself. But UTL had built a fort in
fixed network services. It had core
connectivity of fixed network to
all government offices and MDAs –
Ministries, Directorates and Agencies.
By investing in the mobile telecom,
they intended to leverage their
existing clientele across the board as
well as a retention strategy.
Unfortunately, neither Celtel nor
UTL could offer services that meet the
needs of customers at the time. They
could not anticipate new entry in the
market. They continued business as
usual.
For example, Celtel’s branding was
one of the most inconsistent and
unclear in the market. One would
enter into a shop and leave it more

worse off than they had entered. The
people inside the shop had horrible
customer care. Before you said
anything, they would have concluded
evaluating you as a time waster and
how their services were for a special
category of people and not you.
And Ugandans responded. Never
to return again. As this was going
on, MTN undertook a market survey
and discovered so many disgruntled
prospects. This coupled with poor
network and distribution (it was only
concentrated in Kampala and in very
few select major towns), high pricing
and service discrimination, on 21st
October 1998, MTN launched as a
third telecom company.
Within a short period of its launch,
Celtel registered a high churn rate.
In addition, some key staff of Celtel
jumped ship to the new competitor.
Meanwhile, UTL ‘forgot’ to focus
on their cash cow, fixed network
connectivity, and jumped on the
bad wagon of mobile for which they
did not have unique capabilities and
systems to compete. The end result
was divided attention. The ‘old’ fixed
line clients saw a decline in service
offering (as UTL was busy diverting
resources and investing in mobile
networks) at the expense of data and
fixed networks.
MTN concentrated on mobile
affordable handsets for different
segments, network expansion,
customer care and people agenda.
In the process, MTN gained
significant ground. No wonder the
company has retained the market
leadership position and today boasts
of 10m subscribers and the most

successful mobile money operations.
Why are some strategies easy to execute?
The answer is simple: They are well
formulated. The measure of a good
strategy is in the ease of its execution.
The strategy won’t be good unless
the team understands it well. When
all key team members understand the
strategy, it leads to organizational effort
alignment.
We are in the era of creating shared
value. But for whom do you create value?
The key stakeholders of course. So who
are those stakeholders and what does
success mean to them? You have shared
value once all your stakeholders have a
common understanding of what success
means to them.
The next question is: How do we create
and deliver this shared value to the key
stakeholders? And what are the internal
impediments towards attaining this?
Remember, great questions generate
right answers. The catch is you need
to ask the right questions to the right
people. So who do you involve in your
strategic planning?
Much as the Board is responsible for
strategy, it does not have to craft it
alone. It has to work with the executive
and ensure the strategy so developed is
practical.
From the above, it is clear most
strategies fail at execution because they
are not properly developed. It is common
to find that strategy formulation is a few
people exercise.
At the end of the day the staff say, it is
their strategy NOT our strategy.

The measure of
a good strategy
is in the ease of
its execution.

Do not pick winners; Pick the behaviors of the winners

I
how do you
reward your
star performers
without killing the
morale of the team
members?

t is an old insight; do not reward
individuals, reward the behaviors of
your star individuals. That is the secret
to organizational success.
You have probably seen it in many
companies. Visibly displayed in their
common room or reception area
is xx, employee of the year. The
award itself is not bad. The problem
is with the process used to select
the winner. Many companies are
implementing initiatives through their
HR department intended to promote
staff motivation and improved
performance through team work and
end up killing morale instead.
So, how do you reward your star
performers without killing the morale
of the team members? How do you
pick one individual from a team of

so many staff working hard daily but
never being recognized? The answer
may not be something you think.
My first job was in a bank. I had
passed ACCA exam very well and one
of the top bank managers asked to
join my discussion group.
We became close. After witnessing
first-hand how great I was at solving
tough ACCA tax and management
accounting questions he offered me
a job at his bank. I took it with both
hands. To cut the a long story short,
the bank had just upgraded their
core banking application and were
scanning all physical key customer
account opening forms into digital.
The process was taking longer. I was
put directly into this ‘mess.’ Being
an ACCA chap, I figured quickly after
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interactions with the incumbents that
the scanners were too slow for the
job. I checked out the scanner’s spiral
numbers, Goggled them, and got a
user manual to operate the scanners.
In the middle of so many pages was
the secret. How to adjust the scanners
for optimal performance.
Apparently, all the staff were
operating the scanners at their
default manufacturer settings thereby
offering high image quality, but
compromising on speed. It would take
almost 3minutes to scan a form! I
adjusted this to 30 seconds.
The next morning, I went to every
staff’s computer and adjusted their
scanners.
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A strategy for a new era

Figure 1 shows the strategy implementation timelines and the targeted performance. At what point do
you review to assess whether performance is on track or not. Do you check every month

A

re you still planning using old
strategy approaches? As discussed
previously, traditional approach to
planning leads to poor strategy and
execution. Of what use is a strategy
that cannot be implemented.
A case in point
Company executives invite the entire
team to a five (5) days retreat out of
town to evaluate/ review their last

year’s strategy. They will evaluate
whether or not they achieved their
strategy. The end result is a strategy
evaluation report.
Can you imagine such wastage of
time and resources?
The traditional way of doing things
leads to bad practices. Why on earth
should a CEO wait for 12 months to
assess whether they are on the right

path or not? Why not do it as an ongoing activity?
For example in January,
performance is on par as targeted.
However, in February, a small gap
starts to appear. This gap keeps
increasing in size the longer it takes
without noticing and fixing it.
This is like your health.
If you feel unwell, do you go right
away to seek medical help so that
you are professionally examined to
diagnose what is wrong with you or
you wait until you are too weak to
move? What do you do? The longer
you wait before you take action, the
higher the risk you take.
When you review your corporate
strategy only after 12 months, you
lead to business dysfunction. You
need a strategy that is easy to execute
and monitor ongoing. You don’t
have to wait for 12 months to review
strategy. Review it as an ongoing
activity; To do this, you need to
develop your strategy well. Then link
it to n action plan or business plan and
then to budget and structure. The way
you create clear accountabilities.
In the next issue, we explore the art
of crafting a strategy that works

What are your strategic perspectives?
Why are some strategies easy to execute while others are not?
What is the ideal approach for formulating a strategy that works?

O

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

ne of the first steps in strategy
formulation is to understand
your strategic perspective: what
does winning look like in your kind of
business or industry.
To answer this question, you must
identify top players in your sector,
or the key technology innovators
and any other drivers of growth in
your kind of business. Such analysis
helps give perspective to where your
business is against the top players, it
also challenges your strategic team to
think about the bigger picture.
During my strategic sessions with
clients, I pose the following question;
“Where do you see your
organization in the next 3-5 years in
each of the following areas:
a)Core technology in use for your
mission critical business processes
b)Business model- How does your
business create and sustain value
c)Top products generating the
highest profitability and or sales
volume (responsive customer
offerings)
d)Strategic business partners
e)Kind of skills and experience
required to drive growth
Regardless of your business type,

Where do you see your company in the next 5 years
profit or not for profit, private sector
or public, asking and answering your
strategic perspectives provides clarity
of your business in terms of the
changes that must be made today or
now to achieve the desired future.
You gain clarity of the team’s
thinking about the future; and
the need to start changing now.
You want your team especially the
statusquoholics people who are
anti-change they want to continue
doing things the way they have always
done them, to appreciate that if they
don’t start changing now chances of
keeping the current market share,
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customers and stakeholders are low.
For example, question (e) above
on the kind of skills and experience
required awakens people to the
future reality of the kind of skills that
will be needed for the organization to
be competitive.
Such a question to your team is very
powerful. Some of my clients request
that I circulate the questionnaire
to all staff in the organization as
it lets people examine their own
skills and ability to compete in the
future. It is a good way of self-audit
of the individual’s current skills and
qualifications and what the team
thinks are the essential skills for
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the business. It makes staff start
exploring acquiring the skills needed to
succeed in future so as to retain their jobs.
If you are an NGO or public institution, it
is easy to become a mediocre organization
due to the assumed lack of a competitor. The
traditional approach to strategic planning
misleads in the sense that since they are not
profit making, they don’t have to be highly
competitive. Even when they deliberately
seek to be competitive, they use the excuse
that “We are not a business.”
That is a wrong mindset in today’s world.
Business organization or not, you must put
your best foot forward.
In your strategic perspective section, you
must make clear of the following;
a)What are the key pressures affecting our

Pressure

kind of industry?
If you are an NGO or CBO, you have been
affected both locally and internationally due
to reduced donor aid. This is a result of the
2008 global economic crisis, the current
immigration crisis in Europe, increasing
involvement of the west and Europe in wars
in Syria and the Arab world due to ISS and
the global terrorism dynamics.
Also the way of delivering aid is changing.
Government is aware of the threats of a very
strong civil society. They are increasingly
enacting laws that are making it difficult
for NGOs to operate easily. We are seeing
a lot of money going through the National
Treasury as opposed to the private NGOs
unless these are branches of international
NGOs like World Vision, Red Cross, Action
Aid, among others.

Description

The new pressure affecting NGOs is
increasing funding to minority interests as
opposed to social concern issues. There is
increasing available for funding to support
LBGT rights, and such similar causes. The
list is endless. You need to explore all
these pressures and what it means to your
business.
You must take time and explore such
pressures so that you put your business
in perspective. When I am facilitating
strategic planning sessions using the
WinningTheGame® strategy approach which
has been developed by Summit Consulting,
I usually require the team to complete the
following table.
Sample Table 1 (Sample perspective
analysis of pressures)
Pressures affecting our business or
organization

Implication to our
organization

What we need to do going forward

1.1 Increasing NGO regulation
e.g the new NGO Act in Uganda
introduces new requirements that
will keep tightening

• New NGO Act 2015
providing for specific
requirements for NGO’s in
Uganda

•High reporting
•High compliance cost
•Designed NGO activities

•Comply or die – we must plan for this.
•Government needs more transparency in the
source of funds.

1.2 Reducing global donor funds
outside the mainstream key areas
of focus

• Donor aid is reducing. Many
NGO’s will struggle

•Identify the areas and who is giving
money and to what causes and
adjust.
•We should focus on areas that have
funds for support.

•Diversification
•Social enterprise
•Experience sharing to attract many suitors.

1.3 changed areas of focus for
donor funding to minority causes,
etc

New few areas have attractive •We need to change our focus or die.
for funding for example a lot
How do we meet new donors
of funds available for x,y,z
causes

•Invest a lot in R&D to reach the new donors.
•Focus on local resource mobilization
•Change our way of doing things.

1.4 A shift of donor funding to
Asia

• Asia is increasing in donor
provision

•Explore ways to reach the donors of
learn the language

•Identify interventions to reach new donors

1.5 Strong online presence offers
more opportunities for NGO’slots of funding via crowd funding
and Facebook/ social network
campaigns and interactions.

The internet has changed the
way proposals

•Invest more in our online presence
and campaigns

•Invest a lot in online and social network
engagement

Is your strategy a research paper? What is the strategy in your strategic plan?
fig1.Strategy Vs Plan
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You have probably seen a large volume document labeled “strategic plan.”
These documents contain a lot of analysis and little strategy. Too much detail
on everything except one thing: a clear strategy.
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hat is the strategy in your “Strategic plan”? Get a copy of your
strategic plan document and open the page that clearly states
your strategy. I bet you will have a tough time finding this page.
Strategy is about making choices of how a business will win with her
customers and stakeholders against the competition.
Does your strategy clearly show the choices of the things your
company will do and those it won’t do? Where it will compete and
where it will not and the channels it will use and the ones it won’t?
OR your strategic plan document lists your Vision, Mission, Goals,
Objectives, Analysis (SWOT, PESTLED and Michael Porters 5 forces
model), and there after documents the top 4 or 6 key areas of focus?
How are these interlinked? Most strategic plans are not properly
linked.
The result is a document that is not a strategy per see, but a
research paper. So much good analysis but no clear articulation of the
business model and how to win. Even where an attempt of areas of
focus is made, these are not well linked to the business’s most
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pressing issues.
See figure 1
In figure 1 above, the organization asks
“what is the desired future for our business?”
Many leaders are pretty clear of the kind
of future they need. And where they don’t
have clear articulation of the future, they
benchmark with better peers in the same
country or globally. This provides a clear
yardstick of the desired future. This is critical.
You cannot attain that you do not clearly
envisage.
Once the future is envisioned, the next step
leaders take is to ask; what must we change
in our business today to create the future
we need? To answer this question properly,
leaders undertake business diagnostic or
current state assessment (CSA) to make stock
of the current status, the leading practice
and the gap in between. To create the

required future, the gaps must be gradually
addressed or closed.
In figure 2, leaders make a straight line
extrapolation of the current state. They make
a “work plan” or “activity plan” or “business
plan” or “strategy action plan” – specifying
daily, weekly, monthly or quarterly activities
that respective staff will do to move the
organization from its current sate to the
desired future.
When the strategy is wrong or is none
existent, most businesses become mediocre.
The reasons being the work plan is usually
wrong. You cannot have a great work plan if
your strategy is poor.
You have seen a work plan with so many
activities unimplemented, for reasons of lack
of sufficient budget. But how could business
leaders plan to do activities for which they
lack resources to accomplish?

Craft a strategy for a new era

How do you plan to succeed when the vision anchoring your strategic outlook is wrong?

M

any organizations are mediocre
because they are still stuck in the
traditional approach to strategic
planning.The times have changed. You need
a strategy for the new era.There are several
developments in the 21st Century. We
cannot continue doing things using the 19th
Century models and frameworks.
The traditional approach to planning should
be stopped; as it has lots of weakness,
specifically:
a)Lack of context
b)Too abstract or theoretical. You get a
strategic plan which is like a research paper.
c)Too much unnecessary analysis, with little
benefit to the strategy.
d)Easy to be predicted by the competitors
e)Keeps the company in the ‘Red ocean’
f)Not ideal for companies in fast changing

environments
a)Lack of Context. The traditional approach
constrains people to only think how to
succeed within the framework of a defined
vision.
Most of the time, the ‘vision’ is wrong.
How do you plan to succeed when the vision
anchoring your strategic outlook is wrong?
The result is a strategy that is not in sync
with the reality on ground.
You have seen organizational strategic plans
with activities and projects to undertake
without a clear plan or where the money will
come from. That is what bad planning causes
to a strategy, workplan, budget and structure
that are not practical.
b)Too theoretical. The traditional approach
gives a strategy plan document that is like a
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How can you plan to take your children
to school only if your friend gives you a
donation! That is not how it is done. Do not
plan like that for your business.

When the strategy is wrong or is
none existent, most businesses
become mediocre.

research paper. Get a copy of your current
organizational strategy, or ask your CEO or
Boss: What is the strategy in your strategic
plan.
The entire document is full of
uncoordinated write-ups that have nothing
to do with strategy. For example, after vision
(where do we want to be), mission (How do
we get there), values (what behaviors will
guide our conduct to get there), the company
planners identify goals and objectives. They
say things like, goals are NOT smart and
objectives are SMART- (simple/ specific,
measurable, attainable, realistic and time
bound), great!
But on what basis do they come up with
the goals and objectives? It is like a legendary
village folk who sleeps and dreams of owning
an aero plane, and visiting those dream
destinations even when their entire clan has
never owned a bicycle! Dreaming big is good,
but is it within context? Are you dreaming
your life away?
When you dream while a sleep, the result
is a big dream without any tangible progress
towards it. That is what the old strategy
approach delivers. You have seen strategic
plans that are big and look like research
papers. Each page you open contains
theoretical analysis of the environmental
factors without a clear link or connection to
the business at hand.
d) Easy to be predicted by the competitors
The traditional approach does not offer
a unique strategy. The result is a strategy
and a plan that can easily be predicted
or guessed by the competitor. The same
challenge happens when the Balance score
card performance measurement tool is used
in developing a strategy. The competitor can
easily predict the strategy because;
1.The Vision, Mission, Values and goals are
usually available publicly via the website or
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annual reports. These drive the strategy
in traditional speak. So you plan within these
perspectives.
2.It is easy for the outsider to guess the
goals and objectives, internal analysis i.e
whether the organization has the money,
machinery, markets, man power, materials
and makeup in which case it is said to have
strengths. And if not, these are its weakness.
Likewise, an outsider can easily assess
whether your organization environment is
in favour i.e Political, economic, or social
factors – are they in favour of the business
or not?
If your company supported a political party
that failed to win the elections, obviously the
political environment is not in its favour. That
is therefore a threat.
A great competitor invests in intelligence
to understand the players and how they fair.
Using the traditional approach therefore
leaves you exposed. The competitor

could guess strategy by 70% of time. The
information is readily available on the
website.
e) Keeps the Company in the ‘Red ocean’
In the Blue Ocean, Red Ocean strategy, Kim
etal explains that when companies offer the
same products, to the same target market
and compete on the same factors – they fight
each other directly which leads to spilling of
blood thereby turning blue ocean waters red.
To succeed, they add, you need to play in
uncongested market space. By offering new
products and competing on new factors so
that you play in your own space. That is a
blue ocean.
The traditional approach to strategy does
not help you formulate a winning strategy.
Just open a copy of your strategic plan
document and see if there is a strategy in
the first place. You are likely to only find top
areas of focus and these are usually not well

Crossing the Ethical Boundary 3:Insights from a fraud
investigator.

The problem is that human condition of greed makes us want more.
Why people cross the ethical line?
Read: Crossing the Ethical boundary Part 2

P

eople cross the ethical line due to four
things summarized in the fraud diamond
Everyone works in order to earn a
salary to pay for their needs and wants.
You want to drive a good car, live in a good
apartment or house. Get successful partners.
You are motivated to make money and it is
your DNA! You’re motivated to earn more
and live a good life.
The problem is that human condition of
greed makes us want more. Because there
will always be someone better than us. So
when you see that person, all of sudden,
whatever you own, becomes bad. You

become motivated to earn more. The higher
the salary, the more the needs and the cycle
continues.
Many of you, while at school your prayer
was “Lord God, help me qualify” God listened
and you qualified then your prayer became.
“Lord God, help me get a job.”
This too, God listened and you got a job
paying Ugx 1million.” Then you went back
to prayer and said “Lord God, what I did to
deserve just Ugx 1M? Help me remove the
Headmaster and I replace him.”
This time God decided to stop there and so
back to your colleagues still in school praying
for your job!
Now you are impatient that your salary is
not increasing; as fast as you want.
What you decide to do is get a small salary
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linked to the strategy! They have everything
to do with execution. But how do you grow
the business without a clear strategy? If you
find you have no resources to execute your
strategy, it is a red flag that your planning
was poor.
f) Lags behind technology
The traditional approach assumes that it is
possible to predict the future. The approach
aims at perfection and ignores the fact that
you cannot predict the future especially
customer behaviour, technological changes
and new competition.
The fact is strategy is about increasing your
odds of success but not guaranteeing it. You
need to be scientific and very innovative so
as to explore the potential impact of external
factors on your strategy. The way you don’t
have to be reactive to technological changes,
a dilemma traditional planning exposes
us to.

advance to move into a better apartment
at the request of your new girlfriend. With
an apartment in a good neighborhood
comes the need to upgrade your means of
transport. And now you need a small car.
The next thing, you look for a salary loan.
Now remember your income is lower than
your new expenses. Your salary can afford a
taxi, but you have a Toyota Kikumi!
High rent, coupled with high fuel and a
high car loan repayment not withstanding
yawning kids at home, give you headache.
All of a sudden a man who was walking
straight is now bending. That is the pressure!
Are you putting yourself into financial
pressures?
As the pressure becomes overbearing,
your Head teacher announces that whoever
produces a distinction at UNEB in any subject
gets a salary Bonus. That incentive comes
timely. Its music to your ears. You decide to
cheat the exams for your students so that
they can pass obvious of the fact that you are
killing their future completely.
•That is how people cross their ethical
boundary. They have motive, we all do. Have
self-imposed pressures and find ways of
taking advantage of performance incentives
set up in a good faith at reward star
employees.
The finance pressure test
a)I want you to list down the top five things
you spend your monthly salary on?
b)Write down the top 5 things you wish
you had. If the above are different, you have
motive.
Is your salary enough to cover both (a) and
(b) – if no, you have pressure.
Are their incentives to tap into at the work
place? Can everyone get the incentives? If no,
then you are likely to cross the ethical
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line and grab them. With the right
motive and financial pressures, anyone can
rationalize or find quick reasons to justify
their actions and decisions.
[The prison study]
It is in the mind that fraud starts. Are you
on the lookout for reasons to justify your
actions?
Do you say or hear someone say, “I have
been here for a very long period of time, so I
deserve a better salary?”
“The new staff is earning a lot than me who
is older”
“This company makes a lot of money, so
just 2 million won’t make it collapse.”
“My kid is sick; let me take this to treat him.
I will refund from my salary after all, this is
not stealing”

And many more such reasons to justify your
frauds.
Have you ever applied for and denied
a promotion, salary increase or transfer
or any other favour? That is a possible
justification…….
With justification comes ability. Can I do
it? Here you get deep into your abilities. You
challenge yourself. You get a new drive to try
proving that you are not a failure.
You ask
“I am capable?”
Can I really commit a fraud without being
caught?
“I am capable?”
Can I beat the system, and make everyone
look a fool?
“I am capable?”

Of course your inner self will be saying
“you cannot.” And because the conscious
part of the brain controls all your senses
like sight which see the physical and your
subconscious mind controls the heart which
sees the invisible – you easily follow your
senses.
You plot a scheme to prove you are
capable.
So, you go into action. It can even last you
years until your ego is filled.
You start to say, even if they catch me I will
have proved myself! You suddenly realize
that strong controls won’t allow you. There
are many checks and balances.
So, you start looking for any opportunity.
Is there any lapse to explain and make my
scheme through?

How to align structure to strategy

B

uild Co. Limited was established
in 1980. The company deals in
engineering design and consultancy
services. It boasts of over 120 engineers and
consultants. Initially, the company’s major
sources of revenue were plan designs, bills of
quantities, project supervision and document
processing considering the bureaucratic
nature of the government institutions prior
to plan approvals. However, new reforms and
economic growth has attracted new entrants
to the sector.
Since November 2010, Build Company has
experienced difficulties especially meeting
operational costs. The clients and prospects
have increasingly become price sensitive. It
is now difficult to find a client willing to pay
USD50,000 per project as it used to be the
case in the early 1990’s when the sector was
still small with few competitors. These days
clients have several alternatives. And the
value of a strong brand name is no longer
a big differentiator. Prospects say, if one is
accredited by the regulator, then they are
equally good.
Generational changes and the emergence
of new money turks has eroded the firm’s
good will and networks. Old friendships are
no longer as important as far as business
acquisition is concerned.
In the past, a mere mention of the brand
name Build Company Limited would
easily be associated with the company’s
Charismatic founder – a tall, powerful man
who was known for everything Golf. Today,
such association is no more. The old man
and his peers went in retirement long ago.
The children took over. And that was the

how do you transform from a loss to profits
beginning of the catch: most children who
grew in money had low interest in learning
how to make it. They had it in abundance. So
why suffer learning the ropes of making it?
They went to great schools, yes. They
travelled highly, yes. They have a strong
alumni community, yes. But they did not
pay attention. When they went to school,
they never bothered to create intellectual
firepower. They just sat in class. And because
they were in international schools, they
focused on ‘confidence’, ‘free speech’, etc.
They forgot that their parent’s businesses
were grounded in the local markets where
the ‘free speech ‘, skills would appear rather
odd. They argued that they have a global
perspective. But lacked the skills to ‘read the
room’ and ‘contextualize’. In the end, they
had learnt a lot without education.
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Now at the helm of the business, the
challenge is how to transform the business
from a loss making position to profitable one.
How to reduce the staff numbers without
hurting people who have for long worked
with them and see their future with the
company?

.....When they went to school,
they never bothered to create
intellectual firepower...
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What is the role of the board?

applicable laws and regulations are adhered
to).
2.Going concern – strategy and execution
Having a strategy is one thing. A good
strategic plan must be organic. It should
be a living document to ensure it is used by
the stakeholders by aligning team focus and
priorities on a daily basis
To achieve the board’s role of oversight,
the Board makes use of a tool called – risk
appetite which clearly specifies the do’s and
don’ts of the business. The risk appetite
defines the limits within which the CEO must
conduct the business. The risk appetite
is contained in the organization’s risk
management frame work.

The Board must set a score card against which to monitor strategy.

A

popular saying goes “a fish starts
rotting from the head.”
Why? That is not what is popular.
According to Biology, a living thing starts to
rot from the point where bacteria enter it.
For fish, it is the gut. So fish starts rotting
from the gut not the head.
It is a well-known fact that when an
organization or state fails, it is the leadership
and not the lower cadres that are the root
cause of the failure. And that is how the
saying came about: the “fish starts rotting
from the top.”

For a business, the top most decision
making level of an organization is the Board.
You need a quality Board of Directors to
provide good governance – oversight (Risk
management and compliance) and going
concern (strategy and execution). When an
organization fails to succeed it is the Boards
of Directors to blame.
The primary roles of the Board are two
fold;
1.Risk management which entails systems,
processes, procedures and compliance – (the

An effective Board ensures an approved risk
appetite is in place within the institution’s
risk management framework. As new
board member, have you reviewed the Risk
Appetite? Is it clear to the CEO and other
Board members?
To achieve the Board’s role of strategy
and execution, the Board must set a score
card against which to monitor strategy. The
score card specifies targets against which the
Executive Director or CEO’s performance is
evaluated.

It is a well-known fact that when
an organization or state fails, it is
the leadership and not the lower
cadres that are the root cause of
the failure.

Effective leadership

I

f you get people, blind fold them and ask
them to begin throwing stones, can they hit
the same target? This is why many leaders
have the vision, objectives, know where the
business is heading. Unfortunately don’t
have the art of how to create commitment
and team alignment to ensure the different
departments; CEO, HR, Finance and
operations have same clarity of the journey.
If you give these people roles but don’t
show them how they fit their core activities
into the bigger picture of the business,
they will be throwing arrows in different
directions. They will never hit the target.
At the end of the day, you will see the
business growing but sluggishly. The question
is; “Is the pace of your business the one it
should be at considering the resources and
the kind of people that you have?” people
come to work but are not aware of the most
pressing issue of the business. That is poor
leadership!

I want to invite you to my world. At the end
of the day, everyone needs a mentor.
You need someone who keeps your feet on
fire even if things are not right. This mentor
helps provides you with essential focus
but also clarity of HR, CEO, Finance, and
Operations. What are the key priorities of
the business so that when HR or Finance are
working, they are focused towards attaining
the same target?
Once you have clarity at each level and
their performance priorities are aligned,
there is efficiency in the business. That’s
what makes good leadership.

Good leadership is able to create
commitment at each level so that all staff
have clarity of the direction. When you
see people talk about demotivation, team
building, it is a sign of lack of clarity of their
role in the journey.

Good leadership is able to create
commitment at each level so
that all staff have clarity of the
direction.
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Strategy Perspective: Your revenue sources
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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
@summitcltd
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
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cash flows and tap into Advisory
any rebates and tax Security
in terms of quality training, exposure and
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
summit
ltddo the job.
person
that isconsulting
well qualified to
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

summit
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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.

summit
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Findings do reveal that the
public perceives politicians,
judges and the police to be the
www.summitcl.com
most corrupt.
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The fisherman’s credo; deserve
your seat

T

he fisherman’s credo states that ‘if you
are not doing anything in the boat,
don’t stay there.’ The fisherman will
require you to deserve your seat in the boat.
For any fisherman, there are two tools that
are very critical; paddles and oars to row the
boat and water cans to empty the boat when
it floods.
When I was a small boy in the early 1990s,
I used to go fishing on Lake Albert. One
of the challenging times whenever you go
to L.Albert, you have to ensure you are
hardworking. I would go in the lake with
some of the fishermen. Usually, we would
move in groups of three.
One evening, we went into the boat rowed
up deep into the waters. Everywhere you
looked, it was water. If were with me in that
situation, you would see how scary you can
become but also the fantastic view you had.
As we were enjoying the beautiful scenery,
all of a sudden the weather changed. A
strong wind started blowing towards our

boat. As the winds blew to our side, the
boat started making ups and downs. Things
changed. We had to remove water from the
boat to stop it from capsizing.
The fisherman’s credo requires you to
remove the water fast as you can to ensure
the water doesn’t sink the boat. As you
remove the water, other people must be
rowing the boat propelling it forward.
Whoever is not strong enough to do this
work is sacrificed. You are dropped into the
lake so that the boat becomes light.
I worked myself tough. Everybody worked
tirelessly. There is no moment of saying I am
tired. I am going to rest. The alternative is
dying because the boat will capsize. Before
the fisherman waits for it to capsize, they
throw you down in the water.
Take this time and reflect on your life. In
your business, how does everyone deserve
their seat? You need to apply the fisherman’s
credo in everything you do. Everybody in
your company must deserve their seat. If

it is in accounting, people have to be good.
If people don’t deserve their seats, they
become mediocre.

source internet: The fisherman’s credo requires
you to remove the water fast as you can to
ensure the water doesn’t sink the boat.

Leadership: Farmer vs. servant model

source internet: You are always on the move to identify the best talent

A

re you a farmer or servant leader?
Farmer leadership is a concept that
looks at leaders (or farmers) who have
good farms. They are always monitoring their
farms so as to identify what is causing crops
not to grow properly. Most of the time they
will find weeds. They will remove it or prune
it out. This is the kind of leadership you want
to bring to your business or any kind of entity
you are leading. You are always on the move
to identify the best talent and mediocre staff.
A mediocre is like a weed.

Mediocre staff gossip too much, bring
negative energy and are always looking at
how to cause disruptions. Negative energy
caused by mediocre staff is so bad that it
kills morale. Even any number multiplied by
a negative gives you a negative. That is the
kind of negative energy weeds bring to good
crops.
However, you need to contrast farmer
leadership with servant leadership. Servant
leaders are those ones in the setup of politics
or membership associations where the
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majority elect the leaders to serve them.
This is why in the business you must focus on
farmer leadership.
In politics and other associations, focus on
the servant model because people are giving
you the mandate to lead them in their best
interest. Here, your focus as a leader is to
ensure that everyone is on your side, they
are happy. You lead and take decisions in
their own interests. But also, you must make
the tough calls in which case much as you are
servant, you have to look at what is the best
for the majority. Not just for everybody. You
can’t be a good leader by making everybody
happy.
That’s not possible. Focus on the greater
good for the larger majority.
In the real business world, focus on farmer
leadership style. The biggest cost in the
corporate Uganda is getting mediocre staff
and spending so much money to make them
good. Imagine if you get the best people and
spend some money on them, they become
exceptional. All of us will become
successful.

You can’t be a good leader by
making everybody happy. That’s
not possible.
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