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Why Strategic Agility?



We’ve long believed that when 
the rate of change inside an
institution becomes slower 
than the rate of change 
outside, the end is in sight. 

The only question is when.

© Duke CE / 3

Jack Welch, CEO 2000 GE Annual Report



What do these companies have in common?
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What was the Average Lifespan 
of a Company on the S&P 500 in 
1975? 

What is the Average Lifespan of a 
Company on the S&P 500 today?

61 Years 

49 Years

37 Years

26 Years

18 Years

How Long Are Companies At The Top?



Exponential Change and Complexity

High

High

Low

Low



Increased Uncertainty Creating Decision Chaos

7

COMPLICATED COMPLEX
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How is this approach to Agility different?



From Efficiency and Scale 
To Speed and Adaptability 

From Planning 
To Exploration

From Hierarchy and Control
To Autonomous and 

Entrepreneurial 

New Paradigm: Building Strategic Agility Requires A Systemic Approach
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Sporting Agility

Physical abilities - speed

Cognitive abilities – scanning the field, anticipating moves of 
others and making  good decisions

Technical abilities – the athlete’s body positioning, and ability to 
pivot and change direction
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Business Agility

Speed – How fast your organization can move 

Interaction – The rate at which your organization can Scan, 
Understand, Discern and Decide (SUDD)

Pivot – The ability to act and execute a change in direction
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How do you measure speed? 



What is Financial Cycle Time?
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Financial Cycle Time… 

• measures the average time it takes to turn a dollar of investment into a dollar of sales

• is a measure of the productivity and efficiency of the organization

• It uses the financial statements to measure productivity and the speed of the organization

• can be a source of competitive advantage

Operating
Cash

Operating
Cash

Capital Markets

Investments

Raise Capital

Make InvestmentsRun Operations

Return Capital

C
A

SH
 IN

CASH IN FINANCIAL CYCLE TIME



Who would you rather own?
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Where would you invest your $1 of capital?



Who would you rather own?
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Where would you invest your $1 of capital?

ROIC $0.11 $0.22

ROS Productivity Days ROIC

20% 0.5 730 10%

10% 1.0 365 10%

5% 2.0 183 10%

3.3% 3.0 122 10%

2.5% 4.0 91 10%

2% 5.0 73 10%

1% 10.0 37 10%



Agile Dashboard: Speed
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Financial Cycle Time (FCT)

How long it takes to turn 
investment into sales

FCT =
Invested Capital

Sales
X 365

Production Cycle Time

How fast you can take a new 
product to market

Decision Cycle Time

How fast you can make decisions

Core Working 
Capital + PPE

Revenue

What is the target date for making the 
decision?

What is the actual date the decision 
was made?

What’s the difference between the 
two dates?

What percentage of the information 
did you have when the decision was 
made?

FCT = X 365



Nike vs Under Armour
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2018 Financial 
Cycle Time (FCT)

2018 Production 
Cycle Time

Cash Tied Up Per  Day ($ millions) FCT Financial 
Disadvantage

FCT Financial 
Advantage

195 112 $14 million 51 Days
$714 m

144 77 $100 million 51 Days
$5.1 billion



Nike Wins the Race 
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2019 Rankings
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What do you mean by interaction? 



Agility Dashboard: Interaction - SUDD
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“Every combatant observes the 
situation, orients himself…decides 
what to do and then does it. If his 
opponent can do this faster, however, 
his own actions become outdated and 
disconnected to the true situation, and 
his opponent’s advantage increases 
geometrically.”

Source: A Vision So Noble, John Boyd quoting a Marine Officer

The OODA Loop
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Scan, Understand, Discern and Decide

• 2000 Netflix offers to sell for $50 million
• Explains they are the online future and 

should partner
• Blockbuster CEO focused on market share 

laughs at Reed Hastings offer
• Blockbuster goes bankrupt
• Netflix is worth $117 billion on 9/30/19

Source: Vanity Fair, September 17, 2019

• 2017 Chewy offers to sell for $3.35 billion 
Explains they are the online future and 
should partner

• PetSmart acquires Chewy
• Today Chewy is valued at $11 billion

Source: wsj.com September 30, 2019



How do we build more sensors in 
the right places to SCAN and 
Understand the environment and 
pick up the weak signals? 

© Duke CE / 24

Scan and Understand

Scan
and

Understand

Tech start-ups 
and Digital Giants

Disruptive 
Technologies

Trends 

Customers 



Scan and Understand
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Source: Fashion.Blog



Discern and Decide
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What is Pivot? 



Bain found that when a business 
moved into an adjacency where it 
had existing capabilities, it had 
about a 33% chance of success. But 
when the company strayed further 
from its core, where it lacked 
capabilities, the odds of financial 
success quickly dropped to 5%. 
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M
ar

ke
ts

Capabilities

New

NewExist

Exist

Source: Bain, HBR



Goldman Sachs and Marcus

2016 Goldman Sachs enters retail banking under the Marcus 
brand

Goldman Sachs losses total $1.3 billion to date and counting

“Marcus launched without a collections team to chase down 
delinquent borrowers, resulting in early loan losses, people 
familiar with the matter said. A credit card developed with 
Apple Inc. was a coup, but a costly one: Thousands of 
engineers across Goldman were diverted to finish it in time 
for an August debut, delaying other projects. Apple ads for 
the card carried the phrase: “Designed by Apple, not a 
bank”—a line that didn’t appear in a giant banner ad in 
Goldman’s lobby this fall.”

Stock significantly underperforming peers over last 5 years

Source: wsj.com September 28, 2019
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The Components of a Capability?
Knowledge

Do you have the  data,  
knowledge, or intellectual 

property needed?

Process

Do you have the right work 
processes to produce the 

critical results? 

Capability

Culture

Do you have the right 
culture/work environment to 
produce the results needed? 

Technology

Do you have right  medical 
technology,  analytics, 
connectivity required? 

People

Do you have the right 
number and type of people? 

Assets

Do you have the right 
machinery, locations, and soft-

intellectual property, etc.)



Exercise: Core and Edge Capabilities

31

What is your Core? (Business 
of today)

What is your Edge
(Business of tomorrow)

What are your existing 
capabilities?

What capabilities do you 
need to acquire?



Discern and Decide
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Decide
Opportunity

Act
Pivot



Q & A
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Online Course: Building Strategic Agility

http://www.dukece.com/courses/building-strategic-agility/

Join the Agility Learning Community

https://learningcommunities.com/agile/

Would you like to learn more?

Online Course: Building Financial Acumen

https://www.dukece.com/courses/building-financial-acumen/

Chapter on Agile Governance

Handbook of Corporate Governance, 2nd Edition Wiley March 2020

https://www.amazon.com/Handbook-Board-Governance-Not-
Profit/dp/1119537169

2019 Global Financial Cycle Time Rankings

http://www.dukece.com/insights/speed-to-innovate/

The Agile Dashboard

http://dialoguereview.com/agile-dashboards-show-new-metrics-
need/

http://www.dukece.com/courses/building-strategic-agility/
https://learningcommunities.com/agile/
https://www.dukece.com/courses/building-financial-acumen/
https://www.amazon.com/Handbook-Board-Governance-Not-Profit/dp/1119537169
http://www.dukece.com/insights/speed-to-innovate/
http://dialoguereview.com/agile-dashboards-show-new-metrics-need/
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