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The world is changing at an unprecedented pace, and so must businesses. However, the strategic 
renewal of a company – be it a substantial transformation, continuous incremental innovation or 
strategic redirection – is not easy. Failure rates are high, and for success, we clearly need much more 
than good strategic ideas and a brilliant leader (although it helps a lot if we have one!). The complexity of 
strategic change makes it essential to address these situations in a systematic way. 

The purpose of this paper is to offer executives a practical framework for the design and execution of 
value creating strategies.
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The B.A.S.E. 
strategic change framework

The B.A.S.E. framework 

— Big picture, Aspiration, Strategy, Execution Engine —

summarizes all the questions you need to have answers for  
in order to have a strategy that you can execute.  
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Before defining any strategy, the first step is to 
have a good understanding of the “Big Picture”, 
which means three analyses to be conducted:

• Define a common view of the future: what 
are the trends and future changes in our 
environment that will shape the conditions 
of our strategy?

• Identify the key insights of our own 
situation: what are the most important 
characteristics of our current situation that 
we must be aware of in order to design and 
execute effective strategic change?

• Based on the first two analyses, identify 
the key drivers of change: what forces 
and motivations make it necessary (or 
even unavoidable) to introduce strategic 
changes?

Let’s look at these three aspects in a bit more 
detail. 

Our view of the future

The pace of change in the economic, political, 
social, and business environment makes it 
rather difficult to predict what is coming, what 
we should prepare for. Still, it is essential 
that we build our strategy on predictions and 
assumptions about the future that are based 
on the shared views of the team developing 
the strategy. The main aspects that must be 
addressed are:

• What are the major (global) trends that will 
shape our future, and how will they affect 
us? Environmental trends, sustainability 

targets and regulations, the covid-related 
social and ways -of-working changes, 
consumption trends are obvious elements 
here, but there can be other trends as well 
that are specific to our industry or markets.

• What is the economic and political outlook 
for the period we cover with our strategy?

• What changes in customer habits, needs 
and expectations do we foresee?

• What competitive dynamics do we expect 
in terms of consolidation of players, new 
entrants, alternative solutions, disruptive 
plays on the market?

• What technology opportunities are coming 
our way? What new technologies will be 
available for us (and/or our competitors) 
that we should consider?

Insights about own situation

We must have a deep and honest understanding 
of our current situation as well. The most 
important elements of the insights should be:

• A thorough evaluation of our Current 
Operating Mode (COM): 

• What is our current business model? 
Where do we create value, who do we 
generate revenue from, where are we 
making money?

• The characteristics of our current 
organization: organizing principle, 
span of control, decision making 
mechanisms, information flow, forms of 
collaboration etc.

1.
BIG PICTURE  
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• What are our key capabilities? What 
are our strengths? Which are our 
vulnerable points? What are our limiting 
(bottleneck) resources?

• What are our performance trends? What is 
growing, what is shrinking and what are the 
reasons behind?

• What are the needs of our most important 
stakeholders:

• Customer experience and satisfaction

• Employee experience and engagement

• Shareholder satisfaction and intent

• Partners ecosystem status

• Social and environmental expectations

• What is our brand position and awareness? 
What are our customers saying about us?

• How can our culture be described?

It is important to go beyond the narrative 
description of these factors. Data analysis, 
various survey techniques, asking for external 
perspective and the involvement of a diverse 
internal team can ensure that we identify the 
needed insights.

 

Drivers of change

Very often, there are logical reasons and also 
a shared wish for change to happen, but these 
are not sufficient to ignite real change, therefore, 
the most important drivers of change must be 
identified and mobilized. Based on the first two 
analyses above, there can be a combination of 
several driver factors:

• A substantial change in shareholder intent: 
a merger, an acquisition, a divestiture, a 
major restructuring or change of direction 

of shareholders creates a situation for 
company management where strategic 
change is required (or is unavoidable).

• The personal motivation and aspiration of 
an influential leader or a group of leaders 
in the company. Typical situations are 
when a new CEO is put in place and wants 
to turn things around, a leader with strong 
motivation and vision to initiate something 
new is given space to do so, or when a 
leadership team finds common inspiration 
to change things in a new direction.

• Innovative new ideas emerge calling for 
change.

• A significant change in the external 
environment (economic, political, regulatory 
changes, availability of supplies and 
resources etc.).  

• Competitive moves, especially disruptive 
entrants in your market.

• Technology opportunities can also be 
strong drivers, completely new business 
models can be built based on new 
technologies.

• Performance level that becomes 
unacceptable for the shareholders and/or 
for company management.

These factors should be clearly identified and 
turned into mobilizing forces. The result is often 
referred to as a “sense of urgency” to make 
change happen and should be the base of 
engaging a core group of people who will drive 
our strategic change (see later: the Coalition 
behind the change). 
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There is a huge difference between “filling a 
leadership position” and “being a real leader”, 
and the first big difference is that leaders want 
to make an impact on the world, they want to 
create something new. Formulating what new 
we want to create is at the core of each strategic 

change, and we call it defining our aspiration. It 
is the dream we want to make happen, the future 
state we want to reach. Sometimes also referred 
to as “vision” or “strategic ambition”, aspiration 
should be defined considering four factors:

2. 
ASPIRATION  

Purpose: 
What good are we 
giving the world?

Vision: 
What new, yet 

imaginable will 
we create?ASPIRATION

Coalition: 
whose personal 

drive and 
commitment is 

behind?

Inspiration: 
How will we inspire 

others to join in?
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• First of all, our aspiration should serve a 
compelling purpose: if achieved, it will give 
something good to the world.  
 
What someone considers being “good 
to the world” is driven by personal 
values, and should be looked at from a 
broad perspective: what is good for all 
stakeholders affected (including society 
and the natural environment!) and good 
long term as well. There is huge difference 
between “increase EBITDA by 15.5%” and 
“changing the way our industry works to the 
better” as aspirations.  
 
An interesting perspective is to ask 
ourselves the question: when I will look 
back on my career as a leader, what will I 
be proud of to tell my grandchildren about? 
Few people think of EBITDA results, filling 
a position for x years or making a big 
bonus as answers to this question. We all 
have the internal desire to live a life that is 
meaningful, and for true leaders it means 
giving something good to the world. 

Having defined and formulated our aspiration,  
the next phase of applying the B.A.S.E. framework 
is to define how we will get there, i.e. defining 
our strategy. There are many definitions for what 

• A powerful aspiration is always about 
dreaming up something new and exciting, a 
vision about something that has not existed 
before, therefore, defining our aspiration 
requires creative imagination. However, 
aspiration should be more than a fantasy, 
it must be imaginable that we will be able 
to create the needed capabilities, resources 
and a scalable business model through 
which the aspiration can be realized.

• There is no strong aspiration without the 
true ownership of at least one key leader. It 
means  a strong belief that it can be done, 
a commitment to go the extra mile to make 
it happen and the courage to face the risks 
and difficulties that may arise. The best is 
when there is a strong coalition of leaders 
and stakeholders behind the aspiration at an 
early stage.

• Aspiration should be defined and formulated 
in a way that it is inspirational for others, 
can engage people to be part of. Test your 
aspiration on others, and see what is the 
impact! Would they be ready to join in?

strategy is and many different models on how 
to design it. We like to use a simple, to the point 
definition:

3. 
STRATEGY  

“Business strategy is the way we are creating value through 
sustainable competitive advantage.”
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By giving coherent answers to these questions we define our Strategy. It can be formulated it in a series 
of ppt slides, but the main criterion is that we should be able to explain it to anybody in 3 minutes on a 
flipchart or a piece of paper. 

• What geography will you play on?

• How will you segment your markets, which will be your target segments?

• What needs will you address or generate?

• What products/services will you offer?

• Who will you compete with?

• How will you know that you have reached your aspiration? i.e. what specific 
(quantifiable) goals do you set which will indicate that you are there? (e.g.: 
the market/competitive position, volume/size/growth KPI)

• When do you want to reach them?

• What will be your “special power” with which your will win vs your 
competitors?

• What will be your unique value proposition? (Will you offer better price, 
better/unique products or customer service? Will you create a new market 
or redefine the market? Will you have mandated market access?) 

• What will be your brand promise? What will be unique about your brand?

• What capabilities do you need in order to create and maintain your 
competitive advantage? (can be organizational capabilities, like ultra-low 
cost operation, innovation excellence, customer service excellence, or agility, 
can be technical capabilities, customer access capabilities etc.)

• What will be your business model? Where will you create value and make 
money?

• What will be your organization, what key systems, processes, technology, 
and infrastructure do you need?

• What Leadership and Culture will you have?

• How will you change from your current operating mode (COM) to the Target 
Operating Mode (TOM)? 

• What will be your change roadmap? (timing, phases, milestones, critical 
check-points etc.)

• What will be your most important success factors along the way?

2.  

What ASPIRATIONAL 
GOALS do you want 

to achieve in this 
Playfield?

1.  
What will be your 

PLAYFIELD?

3.  
How will you 

DIFFERENTIATE 
yourself to gain 

competitive 
advantage?

4.  

What CAPABILITIES 
do you need?

5.  
What should be your 
TARGET OPERATING 

MODE (TOM) that 
will ensure these 

Capabilities?

6.  
What will be your 

CHANGE STRATEGY 
to get to the TOM?

STRATEGY QUESTION DESCRIPTION

To have a strategy that qualifies for this definition, we must have coherent answers for 6 sets of questions 
(this is an extended version of Lafley-Martin’s “Playing to Win” strategy model):
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Defining a strong and smart strategy is not easy, 
but it is a far easier than to make it happen. 

The only way to do that is by creating a robust 
system for execution. 

A critical element of strategy execution is to acknowledge that we cannot tell the future, our assumptions 
are not facts, and to frame strategy execution as conducting a series of experiments. 

By “Execution Engine” we mean the  
5 Management Systems and 5 Enablers needed 
to ensure systematic execution. Management 
Systems and Enablers are both critical, but they 
should be established and managed differently. 

4. 
EXECUTION ENGINE  

Portfolio

Communication & 
change support

Execution 
Process Mgmt.

Goal setting & 
Monitoring

Collaboration

EXECUTION MGMT. SYSTEMS

ENABLERS

Leadership

Technology

Culture

Talent

Funding

Setup or adjust all five of 
them at the beginning.  

 
Adjust further if/when 

needed.

Define critical needs and 
check availability at the 

beginning.  
 

Continuously monitor, 
develop and manage. 

EXECUTION ENGINE
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With this way of thinking, strategy execution should be seen as a continuous 
flow of ideas through three phases:  

IDEATE:  

• Generating ideas for strategic initiatives that support the strategy and 
could move us forward towards our aspiration and transform the business 
towards the Target Operating Mode. Ideas may cover a wide range a potential 
changes: Let’s introduce a new version of our flagship product! Let’s acquire 
a competitor! Let’s change our management - and organizational structure! 
Let’s automate our client service process! Let’s introduce a new CRM system! 
etc. These ideas will always emerge in discussions, workshops, meetings, the 
key is to capture and manage them in a systematic way.

• There will be more ideas than you can implement, and it is a high risk 
decision to select which ones to invest into. Most of the time these decisions 
are distorted by all sorts of biases, the most typical being the “whose 
idea was it?” bias, i.e. ideas that come from the top (or are picked-up and 
supported by the top) tend to enjoy higher priority. This bias is present in 
most organizations, in fact there are top-down driven organizations where a 
lot of energy is spent on finding out what the big boss thinks of this-and-that 
and not on generating innovative ideas bottom up. 

• The best way of debiasing idea generation & selection is to introduce an 
ideation process with clear measures, decision rules and procedures and 
manage an idea portfolio.

TEST:  

• Before even thinking of implementation, strategic initiative ideas should go 
through a proper testing process. The purpose is to test as fast and as cheap 
as possible whether an idea is actually a good one.

• The recommended process to follow here is based on the “Lean Start-Up” 
approach:

i. Select an idea you want to test

ii. Identify the most critical assumptions the selected idea is based on and 
translate them into hypotheses to be tested.

iii. Design and build the “minimum viable solution” (MVS) with which you 
can test if the idea works. As much as possible, use the “don’t ask, 
observe!” principle here, which means that instead of asking potential 
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future users/customers whether they would use/buy something if it 
was available, create a fast and low-cost version of the “real thing” and 
observe if they are actually using/buying it. In case of new products / 
services, the MVS can be a fast and low-cost version of it, in case of 
a system change or new system introduction, the MVS can be a pilot 
version. 

iv. Define what performance indicators to use, how to measure them, and 
what indicators to use to evaluate the test.

v. Introduce the MVS, monitor its performance and make regular decisions 
whether to 

A. Continue testing (more information needed), 

B. Pivot (apply small changes and continue testing), 

C. Quit (admit that it was not a good idea for the time being) or 

D. Move to the Scale phase

SCALE:  

• The strategic initiatives that have passed the test, can move to scaling, i.e. 
investing the resources to build the full version

• Scaling requires thorough performance monitoring and applying small 
changes (pivots) to optimize performance.

This IDEATE-TEST-SCALE process is managed and supported by
the following Management Systems and Enablers:
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• Portfolio Management of strategic initiatives all the way from Ideation to 
Testing and Scaling.

• Goal Setting & Monitoring to manage and align the direction and focuses 
through execution.

• Execution Process Management to create an iterative (agile) way of progress 
through continuous learning.

• Communication & Change Support to create systematic and aligned 
information sharing and dialogue about the changes that are needed for or 
generated by the new strategy.

• Collaboration System to make sure that the right people work together on 
the right things in the right time in the right way.

All five Management System should have an OWNER, defined PROCESSES and a TOOL-SET to be used. 
All these components can be modified, improved, fine-tuned during the execution process, but it is very 
important to have a 1.0 version for all five of them at the beginning.

Enablers

Enablers are “different kind of animals” within 
the Execution Engine. 

It is essential to have strong Leadership, a 
characteristic Culture, a great pool of Talent, the 
right Technology, and the needed Funding for 
successful execution, but these components 
cannot just be fixed upfront and operated like the 
Management Systems.

These are capabilities and resources that must 
be managed, developed, adjusted, improved 
continuously during execution. Having said 
that, we must be self-critical and realistic at the 
very beginning. There is a certain level of each 
Enabler that must be in place, otherwise we are 
just creating an illusion of execution without too 
much chance of success.

Execution Management Systems
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The following five ENABLERS must be obtained, managed and developed:

• Leadership - in 3 aspects:

• The Individual: is there a leader who has the personal aspiration, the 
courage and personal motivation to drive the execution process through? 

• The Team: is there a Leadership Team, with the right members, 
connected, engaged and organized?

• Capabilities: are the necessary leadership and management skills and 
capacities available within the organization?

• Culture (that “eats strategy for breakfast” as the often quoted saying goes): 
is the soil in which strategic change grows and flowers or dies away. Do we 
have, or are we able to develop the culture that creates the change we want 
to achieve?

• Talent – is emerging as the primary competitive factor. If we can attract, 
retain and maximize the potential of the best talent, we win. Otherwise, we 
have no chance.  Do we have the employer value proposition that will attract 
the best talent to us, are we managing our talents in a way that they strive by 
the strategic change we envisage?

• Technology – can be the driver of differentiation, but at least a key enabler to 
make strategic change happen. Do we know what technology we need? Do 
we have the capability to make maximum use of it?

• Funding – on top of an upfront investment, strategic innovation requires 
ongoing extra resources and funding that must be provided. Is there a risk 
that the process might be stopped at the first difficulties, or is there clear 
shareholder trust and support and/or alternative funding schemes to see the 
needed change through?
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THE “B.A.S.E.” PROCESS

1.
Develop a common view

of the “Big Picture”

2.
Generate options
for Aspiration &

Strategy

6.
Adjust when needed

3.
Select Aspiration & 

Strategy. Define
Change Story

4.
Set up Execution

Management
Systems

5.
Run & continuously

develop  
Execution Engine

1. Define the “Big Picture”, i.e. develop a 
common View of the future, Insights of own 
situation and Drivers of change.

2. Generate options for Aspiration and 
Strategy.

3. Select the Aspiration and Strategy you 
want to go with and define your Change 
Story: a narrative summary of why change 
is needed, why is it important to do it now, 
what we want to achieve, what will change 

(and what not), who will be impacted and 
how we want to make it happen?

4. Set up / adjust Execution Management 
Systems.

5. Run the Execution Engine and develop it 
continuously as needed.

6. If progress, learnings or major changes in 
the environment make it necessary, make 
adjustments to any B.A.S.E. component.

THERE ARE 6 PHASES IN THE PROCESS:

Our view of  
the future

Insights 
of own situation

Drivers 
of change

ASPIRATION

STORY

BIG PICTURE

STRATEGY

EXECUTION 
ENGINE

EXECUTION 
MANAGEMENT 

SYSTEMS

ENABLERS

THE B.A.S.E. PROCESS

Having gone through the components of the B.A.S.E. framework, let’s look at the process of developing 
strategy and executing strategic change.
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During the process, it is very useful tool to collect and summarize our ideas in a B.A.S.E. canvas, which 
can be a physical canvas on the wall and/or a virtual one in a collaboration tool like Miro.

In this paper, we have given an overview of the B.A.S.E. strategic change framework. The detailed 
introduction and illustration of B.A.S.E. components will be the subject of further SEED Executive Insights 
papers and SEED programs.

B.A.S.E. strategic change canvas

VIEW ABOUT THE
FUTURE

EXECUTION
MANAGEMENT SYSTEMS

ENABLERS

PURPOSE PLAYFIELD

ASPIRATIONAL GOALS

DIFFERENTIATION

CAPABILITIES

TARGET OPERATING MODE

CHANGE STRATEGY

VISION

COALITION

INSPIRATION

INSIGHTS OF OUR
SITUATION

DRIVERS OF
CHANGE

BIG PICTURE ASPIRATION STRATEGY EXECUTION ENGINE

https://miro.com/app/board/uXjVP6Tx01U=/
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B.A.S.E. strategic change canvas  
- link available for Miro collaboration platform

https://miro.com/app/board/uXjVP6Tx01U=/
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