
STRATEGY 360o EXECUTION

Strategic Competitive Advantage
Management Team Alignment 



What we do
Crystal Bay Solutions is an international management consulting firm committed to increasing the 
value in your business and reducing implementation risk by embedding in your organization's culture 
and operations  a fundamentally superior approach to business strategy development and execution 
as well as the most advanced platform for implementing workflow management solutions.

How we are different 
We bring a distinctive combination of professional operating experience, consulting services 
methodologies and easy-to-use performance management software applications for managing 
strategy implementation. Our differences include:
§ Deep and wide operating experience combined with strong credentials in strategy 

development - most consultants provide only one or the other.
§ A different process that starts with developing a clear definition of the value you create for 

your constituents - customers, investors, employees, suppliers and partners.
§ Issues-driven planning - your strategy is based on what you must do not just what you want to 

do. It�s driven by the issues you face not just a collection of �good ideas�.
§ A focus on driving systemic, aligned and disciplined strategy execution. Following our process 

ensures consistent, exception-based management of strategy implementation.
§ Software applications for workgroup productivity. Using Intuit’s QuickBase® rapid software 

development platform, we convert your implementation requirements into effective and 
affordable applications for information tracking and sharing within your team.

How you benefit
You create demonstrably greater value for your company and your constituents. Your team is 
tightly aligned around the critical organizational competencies and clearly focused on the key 
drivers of higher performance. You significantly reduce your business risks by embedding 
disciplined, systemic strategy execution management and regular implementation review. 

Our Clients
Our clients include both corporations and non-profit organizations  with a general focus on medium-
sized organizations and rapid growth technology companies. Overall we have consulted with CEO�s 
and senior management of organizations from startup through Fortune 100 companies.

Our Credentials
Cullen Coates has more than 35 years of hands-on operating  experience from the lowest levels to 
CEO and Chairman of the Board.  He has an operating management track record in more than 20 
companies in as many industry sectors - spanning a wide range of functional competencies and 
work on four continents. 

cwcoates@crystalbaysolutions.com
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Process Overview
Our recommended process incorporates three stages that build on each other. These 
processes and stages are modified to suit the unique requirements of each client.

Process Overview 

1. Strategy Review

The first stage is a process of reviewing, confirming and adjusting strategy and embedding the 
results in the organization's culture. We have special processes and tools to ensure that the various 
iterations, the thought process and the conclusions are captured in a document framework to 
ensure that it can be passed to new team members, that it is retained for history and that it is 
available for periodic review and updating.

2. Strategy Execution

This is a process of converting strategic goals into programs, projects and tasks - with associated 
accountabilities, budgets, timelines and reporting. 

As a result, you can be sure that goals will be implemented. You will know when they will be 
completed, who is accountable and the budget impact. It is easy to tie individual performance 
objectives directly to corporate strategic goals.
Managers develop a strategy framework to ensure that resources are focused effectively on exactly 
the things that enhance competitive advantage - in good times and bad.

We have online software to manage and track your implementation. You already report financial 
performance against budget – why not report strategy execution against "budget"?

3. Strategy Execution Audit

This is a periodic review of strategy execution and the essential conclusions around the elements of 
your strategic plan. This can be done annually, or more frequently if major operating changes occur. 

Because the results of the strategy work are embedded in template workbooks, this audit becomes 
an incremental review and updating of strategy and execution rather than a process that goes back 
to the beginning. 

The annual review can focus entirely on what your team has accomplished, what has changed in 
your operating environment and how your team is doing with execution.
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A distinctive approach
We have developed a distinctive approach to strategy development and 
implementation. Our process methodologies, tools and practices ensure that your 
organization will achieve operating results in line with the following principles:

You are the experts on your own business
We operate on the assumption that it is the combined wisdom of your management team – of the 
experts who actually run your business – who can best develop your strategy. Our role is to guide 
your team to the right conclusions rather than tell you how to do it.

It's not an event, it's a culture change 
Our work results in a strategic plan and a strategy execution framework embedded in your culture 
and “owned” by management. It doesn‘t sit on the shelf; it's part of day-to-day execution of your 
mission. Your plan isn't "an event" it's part of a systemic management process.

It takes strong operational experience
So we believe that you should have a consultant with strong and broad credentials in strategy 
consulting as well as operational management at all levels of responsibility. The traditional choice 
is between a consultant who does one or the other – not both.

It's not just about great ideas – it's about your critical issues
Traditionally, most organizations base strategic planning on what management wants to do rather 
than what the situation requires. In the absence of issue-based planning, the focus ends up being 
on "great ideas" – which may be great for another organization, for other times or for other issues, 
but not for you right now.

Alignment is critical
The risk is that you fail to achieve the operational efficiencies that come with 
having both vertical and horizontal team alignment. We focus on ensuring 
that everyone is aligned around your required core competencies
– and thereby, achievement of your goals. 

Organizational Competencies are the key drivers of strategy
Organizational competencies are not just skills. They are the combination of skills, information, 
performance and culture that direct everything you do - people, facilities, processes and strategies. 
Understanding required competencies is essential to effective budgeting of scarce resources. 

It�s all about 
Alignment and 
Organizational 
Competencies

A Distinctive Approach
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Strategy Review
The Strategy Review starts with research, assessments and management/constituent 
interviews. Following that are two or three all-day sessions with your senior management 
team to complete the strategy review and development. 
The strategy will be embedded in a series of Excel worksheets. This process serves as a 
record of all the iterations and list of all issues, goals, etc. that are considered, as well as a 
record of the discussions and thought process by which the team reached its conclusions.
This strategy work proceeds as follows, with changes based on your individual requirements:

Value Creation
We help you identify the essential, systemic value that you create for your stakeholders – customers, 
investors, employees, suppliers and the community.

Key Issues
Our processes ensure that you will develop a comprehensive and ruthlessly prioritized list of your 
company's critical operating issues.

Mission and Values
We review, confirm and refine your mission as well as both your existing values and  the required 
values for your success. 

Measurable Objectives
You will identify the financial or other quantifiable benchmarks that are your key drivers of systemic 
"value creation� for your constituents.

Strategic Context
Work on the strategic context includes assessment of competition and competitive positioning, 
customer needs, marketing messages and your product and service offerings. 

Organizational Competencies 
Organizational competencies are the single most important aspect of the strategy process. Required 
competencies, such as �innovation� for Google or �creativity� for Pixar, are a combination of such 
things as skills, information, performance and culture. We work with you to define your required 
competencies and ensure that you have processes to manage your �competency gaps�.

Strategic Goals/Initiative
In the strategy process "the rubber meets the road" in development of your strategic goals. This is a 
process of defining goals based on all our previous session work. 

Strategy Review
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Strategy Execution

The Strategy Execution stage is one or two sessions to embed the strategic goals in a 
detailed strategy execution and reporting framework.

In order to streamline the process, it is beneficial to have a performance management 
software application that your team can use to actively manage the implementation 
process. We have developed an online solution that is simple to implement and that can 
be customized and maintained easily by your internal staff, as appropriate. 

Step 1 - Define Programs, Projects and Tasks
Implementation starts with defining the key programs, projects and tasks, for each strategic 
goal, that are necessary to ensure effective execution. 

Step 2 - Accountabilities, Timelines and Deliverables
Next we assign clear "ownership" to each program, project and task. The owner will then plan 
the detailed rollout of each program, establish realistic timelines and budgets and define 
deliverables for management approval.

Step 3 – Individual Performance Goals
Finally, project and task accountabilities can be embedded in employee annual performance 
plan so that the work of each employee will tie directly to the strategic goals and be aligned 
with the work of other groups.

Strategic 
Goals

Programs
Projects

Tasks
Documents

Issues

Online software to 
actively manage the entire 
strategy execution process.

Strategy Execution
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Strategy Execution Audit

The final part of the process is to undertake periodic reviews, or audits, of the strategy and 
the execution process. These "audits" are distinct from your ongoing (daily, weekly or 
monthly) monitoring of the progress of work against plan. 

An audit might be undertaken if there is a major change in the Company's operating 
environment – for example if a significant new competitor enters the arena, if a major new 
product introduction begins or if the company experiences unexpected customer resistance  
- or it may be the basis for a complete annual strategy review.

This process can be done very rapidly. Since the past work has been embedded in 
workbooks, instead of starting from "Square 1" the team can do an incremental review and 
focus only on the impact of changes or future work based on what's been accomplished.

The entire strategy process is embedded in 
Excel workbooks - enabling easy incremental 
review and rapid orientation for new team members.

What you achieve
Our process is designed to ensure:
Ruthless prioritization - that the right strategic goals and initiatives are in place and that ruthless 
prioritization drives decisions. 

Focus - that teams are not distracted by lower priority issues or objectives and are focused on the key 
drivers of business performance. Budgeting is clearly focused on required competencies.

Collaboration and communication - that the team understands how everyone on the team 
contributes to the common effort.

Alignment – leading to improved team alignment, effectiveness and productivity.

Shared values - that the teams understand the higher-level mission, core values and competencies that 
are required for alignment and enterprise success.
Trusted Decision making - Implement a shared approach to evaluating programs and making decisions.

Strategy Execution Audit
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What strategic problems are we facing?

Budgeting

Execution Planning:
Programs
Projects
Tasks

Reporting

Strategic Goals

Organizational
Competencies

Strategic Context:
Customers
Products

Competition
Marketing

Mission & Values

Key Issue Mapping

What do we stand for as a business?

What is our market and competitive position?

What are our required Organizational Competencies?
(The most critical yet least understood parts of strategy.)

What strategic  initiatives should we pursue?

How are we going to do it? Who is responsible? 
When will it be done? How much will it cost?

What are the outcomes? How will we track it?

How do we budget to focus scarce, critical resources
on exactly what�s required - and just what�s required?

Management Team Alignment &
Strategic Competitive Advantage

Process Summary 
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OUR CREDENTIALS
Over the past thirty five years Cullen Coates has held senior positions in both large 
and small companies. He has worked extensively both in management and consulting 
with domestic companies and with overseas companies migrating to the US.

His breadth of substantive, hands-on operating experience uniquely qualifies him to 
provide careful, strategic advice and implementation guidance to Chief Executives. 

Cullen has extensive experience with the challenges of building companies. He has 
worked with more than twenty companies in as many industry sectors as well as 
various non-profit organizations. 

He has worked with companies in Japan, China, Australia and Europe on market entry 
to the United States; and with major Japanese companies on US-based financings.

He has worked with startups and Fortune 100 companies – helping them manage 
through growth and restructuring as well as driving strategic execution management 
down through the enterprise.

His positions have included Chairman, CEO, President & COO, Director, CEO advisor, 
investment banker, and founding partner of an early stage Australian venture fund.

Cullen displays an intuitive understanding of the strategic challenges of widely varying 
types of companies – formulating and implementing successful solutions to the 
challenges facing the CEO and management team.

Career Highlights
Founding President & COO of QuickResponse Services, one of the first online B2B catalog and 
exchange companies. Cullen built the strategic direction and infrastructure to overtake a 
Fortune 500 competitor and achieve a committed annual revenue rate of $42 million in 3 years.

President & COO of Equinox Retail Software, a pioneering enterprise software firm. Cullen 
established and achieved industry-recognized top-rank market position for the company in two 
years from market entry.

Successfully managed troubled companies to refocus strategy, restructure operations, and 
arrange creative new funding for systematic and orderly workout of their business affairs.

A Client�s View -
“Cullen worked with me when my top priorities were building and managing a fast-growing business. His 
immense value to the Company was that he calmly reviewed the big picture, helped define the right 
strategies and tactics, then rolled up his sleeves to ensure success. Cullen helps you focus on a realistic 
approach to strategy and encourages you to push that extra mile in execution.�

Alex Smith, CEO, Shimmera Pty Ltd  

Our Credentials


