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This ‘how-to’ guide has worked well and will work for any group
seriously wanting to change direction, change culture, and deliver
results. The authors have done a very good job in a straight-forward,
understandable and, most importantly, executable way to provide
the roadmap to develop a strategy for your organization that will
work, and with a deep commitment to communication, lead to
results early in the first year of execution.

— Doug Oberhelman, Former Chairman and CEO,
Caterpillar Inc.

It is rare to see practice and theory combine as completely as they
have in this book. Having had the pleasure of working with Steve
and his team, and more importantly, having benefited directly as an
investor, I can attest to the quality of his work. What is so terrific
about this book is the clarity of thought and broader framework the
authors provide as a scaffold for their very practical advice.

— David Steinglass, Partner,
Northlane Capital Partners, LLC

Your key customers and partners will also want to know if your
strategy is sound. These tools will give the user command of their
situation, and provide a powerful way to communicate it to both
internal and external stakeholders.

— George Taylor, CEO,
Professional Cowboy Rodeo Association

The authors take the esoteric out of strategy development, which can
be paralyzing for many leadership teams. Their actionable tools
enable companies to quickly improve their strategy and ultimately
their company’s value. I have seen first-hand the power of these tech-
niques in practice, and the results were amazing.

— Arthur R. Monaghan, Co-Founder,
Granite Equity Partners LLC

At a time when development of strategies in organizations is charac-
terized by broad-brush, jargon-laden, vacuous discussions, this easy-
to-read book reminds readers that crafting meaningful strategies is
a challenging task that mandates paying attention to details. The
authors also make the tools come alive by providing interesting
anecdotes related to the particular tool in question. In brief, strategic
decision makers and students of strategy can benefit greatly from
reading this book.

— Dr. B. Ram Baliga, Professor of Strategy and
International Business, Wake Forest University



PERFORMANCE-
BASED

STRATEGY
Tools and Techniques for
Successful Decisions

BY

STEVE FAIRBANKS

AARON BUCHKO

United Kingdom � North America � Japan
India � Malaysia � China



Emerald Publishing Limited
Howard House, Wagon Lane, Bingley BD16 1WA, UK

First edition 2018

Copyright r 2018 Steve Fairbanks and Aaron Buchko
Published under exclusive licence by Emerald Publishing Limited.

Reprints and permissions service
Contact: permissions@emeraldinsight.com

No part of this book may be reproduced, stored in a retrieval system, transmitted
in any form or by any means electronic, mechanical, photocopying, recording or
otherwise without either the prior written permission of the publisher or a licence
permitting restricted copying issued in the UK by The Copyright Licensing
Agency and in the USA by The Copyright Clearance Center. No responsibility
is accepted for the accuracy of information contained in the text, illustrations or
advertisements. The opinions expressed in these chapters are not necessarily
those of the Author or the publisher.

British Library Cataloguing in Publication Data
A catalogue record for this book is available from the British Library

ISBN: 978-1-78743-796-8 (Print)
ISBN: 978-1-78743-795-1 (Online)
ISBN: 978-1-78743-982-5 (Epub)

Certificate Number 1985
ISO 14001

ISOQAR certified 
Management System,
awarded to Emerald 
for adherence to 
Environmental 
standard 
ISO 14001:2004.

http://permissions@emeraldinsight.com


To the memory of my father, Dr. Larry James Fairbanks.
I miss you every day.

SCF

To Kathy, Alex and Andrej, for making me a better person.
AAB



Contents

List of Figures xi

List of Tables xvii

Foreword xix

Acknowledgments xxi

Introduction 1

1. What Is Strategy? 5
Is there a simple “real-world” definition of strategy?

2. The Market and Four P Tool 15
Is there a simple way to structure my strategy effort?

3. The Bottom-Up Market Sizing Tool 23
How do we figure out the size of our market in the
absence of hard data?

4. The Market Segmentation Tool 35
How do I better understand the make-up of my overall market?

5. The Segment Niching Tool 49
Now that my market is sized and segmented, how do I better
understand segment niches?

vii



6. The Market Map Tool 61
Is there a simple yet comprehensive way to characterize the
business health of my markets, segments, and niches?

7. The Strategic Environmental Scan Tool 71
How do I develop an effective plan and strategy in an
environment that is highly uncertain, turbulent, and unpredictable?

8. The Product Volume Margin (PVM) Chart Tool 91
How do I assess the “business health” of my products or services?

9. The Strategic Market Portfolio Matrix Tool 101
How do I assess the “market health” of my products or services?

10. The Customer Value Analysis Tool 121
What do our customers really value in our products or services?

11. The Willingness to Pay (WTP) Ranking Tool 143
How do I understand my customers’ “willingness to Pay”
for my products or services?

12. The Product/Service Portfolio Matrix Tool 157
How do we determine and prioritize which products/services
need action?

13. The Poor Man’s Quality Function Deployment (QFD) Tool 171
How do I get the right product/service specification defined
in timely fashion?

14. The Process Improvement Guidance Tool 189
How should we approach our internal cost reduction/value
enhancement efforts?

15. The Strategic Outsourcing Matrix Tool 197
Are we properly outsourcing key elements of our cost structure?

viii Contents



16. The Critical to Customer Mindset Tool: Where Are
We Causing You Pain? 209
How can we enhance our reputation with our customers in the
most effective and efficient manner?

17. The Brand Perception Tool 221
How do we effectively communicate our brand to our
customers and our market?

18. The Opportunity Sourcing Matrix 233
How can I prioritize among all the potential opportunities
in front of me?

19. Milestone Project Management Tool 241
How do we successfully manage our product/service
improvement projects?

20. The Visual Waterfall Chart Tool 257
How can I track the status of multiple initiatives in a timely and
easily understood fashion?

21. The 90-Day Bucket Tool 263
How can I keep my performance goals relevant and continually
driving proper action and achievement?

22. The Communication Matrix Tool 277
How do I keep everyone on the same page?

23. The 10-Quarter Tool 283
Is there a way to help me follow through on the changes
I personally need to make?

About the Authors 287

Index 289

Contents ix



List of Figures

Chapter 2

Figure 2.1 The Market and Four P Approach. . . . . . . 15

Chapter 3

Figure 3.1 The Bottom-Up Market Sizing Matrix. . . . . 25

Chapter 4

Figure 4.1 A Typical Market Segmentation Tool Output 35

Figure 4.2 Bottom-Up Calculation of Market Segment
Sizes. . . . . . . . . . . . . . . . . . . . . . 42

Figure 4.3 Market Segmentation for Business Unit. . . . 46

Figure 4.4 Expanded Opportunity Using the Market
Segmentation Tool. . . . . . . . . . . . . . . 47

Chapter 5

Figure 5.1 A Completed “Size, Segment and Niche”
Effort. . . . . . . . . . . . . . . . . . . . . . 49

Figure 5.2 Niching on the “Why They Buy?” Question.. 52

Figure 5.3 Constructing the Size, Segment, and Niche
Market Map. . . . . . . . . . . . . . . . . . 54

xi



Chapter 6

Figure 6.1 The Completed Market Map Tool. . . . . . . 61

Figure 6.2 Assigning a “Business Health” Ranking to
Segments. . . . . . . . . . . . . . . . . . . . 64

Chapter 7

Figure 7.1 The Environments of Organizations. . . . . . 76

Figure 7.2 Strategic Environmental Scan: One-Page
Framework. . . . . . . . . . . . . . . . . . . 79

Figure 7.3 Issue Prioritization Matrix. . . . . . . . . . . 83

Figure 7.4 Commercial Banking — Strategic
Environmental Scan. . . . . . . . . . . . . . 88

Chapter 8

Figure 8.1 A Typical Product Volume Margin Chart. . . 91

Figure 8.2 Strategic Implications of the PVM Tool. . . . 97

Figure 8.3 PVM Analysis of Manufacturing Company. . 98

Chapter 9

Figure 9.1 The Strategic Market Portfolio Matrix. . . . . 105

Figure 9.2 SMPM for the Example Firm.. . . . . . . . . 112

Figure 9.3 SMPM — Service Lines, Returns, and
Share of Population. . . . . . . . . . . . . . 114

Figure 9.4 SMPM — Products, Margins, Forecasted
Growth, and Product Complementarity. . . . 115

Figure 9.5 SMPM — Midwest Community Hospital. . . 118

xii List of Figures



Chapter 10

Figure 10.1 The CVA Model. . . . . . . . . . . . . . . . 131

Figure 10.2 Customer Groups: Price by Ease of Use. . . . 137

Chapter 11

Figure 11.1 The WTP Ranking Tool. . . . . . . . . . . . 143

Figure 11.2 WTP Ranking Example. . . . . . . . . . . . 149

Figure 11.3 WTP Ranking for Homebuilder Example. . . 150

Figure 11.4 WTP for a Manufacturing Company. . . . . 154

Chapter 12

Figure 12.1 The Product/Service Portfolio Matrix Tool. . 157

Figure 12.2 Strategic Questions from the Product
Portfolio Matrix Tool. . . . . . . . . . . . . . 164

Figure 12.3 Market Map and Product Portfolio Matrix for
Manufacturing Company A. . . . . . . . . . 168

Chapter 13

Figure 13.1 Example of the Poor Man’s QFD Tool. . . . . 171

Chapter 14

Figure 14.1 The Process Improvement Guidance Tool. . . 189

Figure 14.2 Techniques Associated with Three Process
Improvement Approaches. . . . . . . . . . . 192

Figure 14.3 Examples of the Progressive Use of the Three
Approaches. . . . . . . . . . . . . . . . . . . 193

List of Figures xiii



Chapter 15

Figure 15.1 A Typical Strategic Outsourcing Matrix. . . . 197

Figure 15.2 Considering Changes from Current State. . . 204

Figure 15.3 Working Strategic Outsourcing
Matrix Result. . . . . . . . . . . . . . . . . . 207

Chapter 16

Figure 16.1 CTC Process Improvement Example.. . . . . 218

Chapter 17

Figure 17.1 The Brand Perception Chart. . . . . . . . . . 221

Figure 17.2 Charitable Organizations’ Brand Perception
Chart. . . . . . . . . . . . . . . . . . . . . . 231

Chapter 18

Figure 18.1 A Typical Opportunity Sorting Matrix
Framework. . . . . . . . . . . . . . . . . . . 233

Figure 18.2 Typical Opportunity Sorting Matrix Tool
Output. . . . . . . . . . . . . . . . . . . . . 238

Chapter 19

Figure 19.1 The Milestone Project Management Tool. . . 241

Figure 19.2 Ineffective and Effective Stage Gate
Resource Use. . . . . . . . . . . . . . . . . . 250

Figure 19.3 Detailed Milestone Project
Management Tool. . . . . . . . . . . . . . . 252

Figure 19.4 Positive Impact on Time to Market
using the Milestone Project Management
Tool. . . . . . . . . . . . . . . . . . . . . . . 254

xiv List of Figures



Chapter 20

Figure 20.1 The Visual Waterfall Tool. . . . . . . . . . . 257

Figure 20.2 Strategic Information from The Visual
Waterfall Chart Tool. . . . . . . . . . . . . . 261

Chapter 21

Figure 21.1 The 90-Day Bucket Tool. . . . . . . . . . . . 263

Figure 21.2 Using the 90-Day Bucket Tool to
Adjust and Monitor Resource Allocation. . . 274

Figure 21.3 90-Day Buckets for CEO Organizational
Transformation. . . . . . . . . . . . . . . . . 275

List of Figures xv



List of Tables

Chapter 9

Table 9.1 Sample Market Attractiveness Assessment. . 110

Table 9.2 Sample Competitive Position Assessment. . . 111

Chapter 10

Table 10.1 Key Purchase Criteria/Purchase Process
Factors. . . . . . . . . . . . . . . . . . . . . 134

Table 10.2 Example: Customer Value Analysis — Key
Purchase Criteria/Purchase Process Factors.. 136

Chapter 13

Table 13.1 Examples of Feature and Requirement
Definition. . . . . . . . . . . . . . . . . . . . 178

Table 13.2 Poor Man’s QFD for a Production
Constrained Situation. . . . . . . . . . . . . 184

Chapter 19

Table 19.1 Potential Stage Gate Structures. . . . . . . . 245

Chapter 21

Table 21.1 Examples of Defining 90-Day Bucket Tasks. . 267

Chapter 22

Table 22.1 A Typical Communication Matrix. . . . . . . 277

xvii



Foreword

Steve and Aaron have addressed “strategy” in a simple and
understandable way. Too many strategic consultants make it too
hard. It’s not. As the authors so eloquently point out, if you know
your markets and your business, using the practical tools dis-
cussed in the book will lead to results in a fairly short time. That’s
also my experience — do it quick, measure it as often as practica-
ble and keep communicating, consistently. Far too often I would
visit a Caterpillar plant or office and see “strategy” on the walls
from years before, and some with pictures of prior management
teams. How can leaders expect their team to execute a strategy if
they don’t know what it is, understand it, and then live it?

This “how to” guide has worked and will work for any group
seriously wanting to change direction, change culture, and deliver
results. The authors have done a very good job, in a straight-
forward, understandable, and most importantly executable way to
provide the roadmap to develop a strategy for your organization
that will work, and with a deep commitment to communication,
lead to results early in the first year of execution.

I particularly was impressed by “The 90-day Bucket Tool,” in
which “Get it Done” is the driver. This is absolutely imperative in
a company that needs change, and rapid moves reinforce leader-
ship’s commitment to that change.

I applaud Steve and Aaron in compiling a lifetime of learning
from a very practical academic and a proven turnaround CEO.
This is a strong combination and one that has impressed me. I’ve
no doubt this book will change how companies think about

xix



strategy, from development, execution, coordination, and most
importantly — results.

This book, Performance-based Strategy: Tools and Techniques for
Successful Decisions, incorporates tried and true philosophies, exer-
cises, and tactical recommendations to guide any kind of organiza-
tion, of any size to identify and implement a strategic direction
and then deliver results.

There are unknown quantities of books, articles, and scholarly
academic productions written over the years to do what this book
actually does — know your business, know your markets, know
your customers, and then devise a direction based on deep core
knowledge. All of this won’t work unless all levels of management
truly believe and then communicate to all constituents. This
includes all the leaders, team members, key suppliers, and key
customers! Everyone in the chain has to be knowledgeable and
then believe in it! Then deliver!

Doug Oberhelman,
Former Chairman and CEO, Caterpillar Inc.
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