SYNTEGRITY

FORTIFYING YOUR
COMPANY'S
RESILIENCE
LEARN HOW TO FORTIFY
YOUR ORGANIZATION’S
RESILIENCE RESERVOIR

55%
of organizational redesigns were focused on

streamlining

roles, supply chains and

workflows to increase efficiency. While this
approach captured efficiencies, it also

created fragilities , as systems have no
flexibility to respond to disruptions.
RESILIENT ORGANIZATIONS
ABLE

TO

RESPOND

—

WERE

CORRECT

BETTER

COURSE

QUICKLY WITH CHANGE.

-2019 Gartner Organization Design Survey
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EXECUTIVE
SUMMARY

SYNTEGRITY

In the past, when it came to choosing
between an investment in resilience or
greater operational efficiency, most
leaders favored the latter. The pandemic
has highlighted the shortsightedness of
that tendency and now companies are
trying to repair the damage to make sure
their teams are strong enough to survive
now and in any future emergencies.
We have read a lot of what's been written
on resilience, and spoken with CEOs and
other leaders to gain their perspectives on
what it takes to ensure your team and
your business has it. Here's what we
learned...
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When we spoke with management thinker Roger L. Martin earlier this year on The
Pandemic and the Dark Side of Economic Efficiency, he said: “I was already
talking and writing about how we’ve erred economically toward an excess of
efficiency and a deficit of resilience. Covid-19 came along and demonstrated
the ways in which we’ve sacrificed resilience and undermined our capacity to
deal with such a catastrophic event. Taking millions of dollars worth of personal
protective equipment off the table two years ago, because we felt we were
spending on stuff we’d never use - that’s an example of choosing efficiency over
resilience and hopefully a bunch of decisions of that sort will be revisited as a
result of what we’ve been through.”

Resilience is the capacity to recover quickly from difficulties.
It’s the ability to spring back into shape. Experts like Roger Martin have
been speaking out for years about how we’ve sacrificed resilience at the
altar of efficiency, and it seems like only now, as a result of Covid-19,
people are listening. The last few months have proven the importance of
resilience, as it has meant and will mean the difference between success
and failure for individuals, teams, organizations, leaders, business models,
supply chains, communities, regions, and countries.
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We think of resilience as a reservoir of strength that is drawn on when
times get tough. It is like a well that stacks layers of your organization its people, its partners, its business, and its ecosystem - each layer not
only strong or weak in isolation, but also drawing strength (and
potentially weakening) all of the other layers around it.
The Resilience Well stacks the subjects within and around an
organization in a way that depicts their direct relationship with each
other. Each subject is represented as a layer of the well, and the stack
order reflects the most direct transfer of resilience between layers:

The degree of resilience at each layer of the
well is linked to the resilience at other layers.

An individual’s resilience is a product of many factors, some that
are very personal, and some that are impacted by the team(s)
they’re on, the company they work for, their boss and their boss’s
boss, the success of the company’s business model, their
relationship with customers, and the community they live in;

A team or organization’s resilience is a product of its people, its
leadership, its business model, supply chain and customers, and its
surrounding environment;

A community’s resilience is profoundly affected by the success
and the social responsibility of its local businesses and their
customers, and by the resilience of the people who live and work
there;
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FORTIFYING THE RESILIENCE WELL

Fortifying this resilience well - building it up, and repairing it when damaged can be seen as a key success factor in complex times, when everyone must
regularly draw strength not just from within themselves, but from their
colleagues, leaders, partners, customers, and communities. And this has been
particularly true during the pandemic.

For this reason, leaders should learn how to build resilience at each layer of the
well and up and down the well. There’s a lot of advice on how to do that,
subject by subject, but we wanted to find more holistic answers about
fortifying the entire well. To do so, we examined the expert advice at each layer,
and looked for repeating patterns. We synthesized those patterns across layers
into common groupings, to see what highest-importance focus areas emerge.
Then we streamlined the expression of those focus areas into just a handful of
macro-themes that speak to how to fortify your resilience well most efficiently.
Our discoveries are the subject of the rest of this paper.
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ALIGNMENT AND MOBILIZATION ON THE
RIGHT WAY FORWARD

Without alignment, the right way forward becomes
open to too many interpretations.

Here are 5 key areas to getting everyone on track.

Shared commitment to mission, purpose, values and vision
Within a team and across an organization, a shared sense of purpose is always
a great place to start in terms of getting everyone pulling in the same
direction. When it comes to crisis conditions, it’s critical. As

author David

Burkus told us, this crisis has “proven that purpose motivates people when
they understand what the stakes are if they fail and it has shown leaders how
to get people to align their job to mission and purpose. Let’s give people work
that matters.”

As a leader, one of your most important roles is ensuring alignment and
mobilization on the right way forward. Good practices in this regard should be
in the fabric of business-as-usual, so that it’s easier to secure understanding
and support when a crisis hits. When it comes to mission, purpose, values and
vision, the experts say to put mission first and embed it in your business model,
and to align mission, goals and activities with societal needs. These elements
give people the big picture about their organization, its overall direction, and
why their work matters.
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Alignment with societal needs
Given that organizations are embedded in supply chains, business and natural
ecosystems, economies, and societies, aligning goals and activities with societal
needs “is a good way to ensure that the company does not find itself in
opposition to society and inviting resistance, restriction, and sanction” (see A
Guide to Building a More Resilient Business). This is acutely important when
during crisis conditions, businesses have key assets and responsibilities to bring
to partnerships with other companies, civil society, and governments.
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Clear accountability and authority for decisions
Accountability is an important ingredient for resilience. Clarity on accountabilities,
roles, responsibilities and decision authority down the chain of command enables
people to know how things will get done and who will drive. This helps them get
things done more effectively and efficiently in ‘normal’ times. During a crisis, it
becomes doubly important when there may be a need to temporarily suspend
usual practices (for example, by devolving decision-making to the front-line where
people are most in touch with what’s needed and can save precious time by
deciding themselves what to do, and/or by adopting a temporary command-andcontrol mode of decision-making). And because accountability always starts at
the top, as a leader you need to own what you know and what you don’t know,
and delegate or inform decisions and action accordingly. Always be prepared to
step up amid uncertainty (because uncertainty is always present in these complex
times, whether in crisis or not) and make the decisions that you own without fear.
You can best position yourself to do so by learning how to quickly tap into the
abundant talent around you to inform those decisions and to know how to get the
right people moving.

SYNTEGRITY
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·

A clear and shared understanding amongst all key stakeholders
To build trust and aligned action, it is essential to develop a shared
understanding within and across stakeholder groups - both internal groups like
departments and business units, and external groups like partners, customers,
and communities. When a crisis hits, the path to fast and effective decisions and
execution must include some extra effort to gather the necessary input, to
establish shared clarity on what’s going on and what to do about it, and to keep
everyone aligned and working collaboratively in a sustainable way. A key to
resilience, therefore, is that those efforts are always standard practices, so that
they don’t have to be established from scratch during the initial chaos of a crisis.

With an overall direction in place and clear accountabilities, now you can work
diligently and continuously to maintain a clear and shared understanding
amongst all key stakeholders, both internal and external, about how you’re going
to get there.

Given the luxury of time to set strategy, make key decisions and take action, it is
best to co-create the right way forward together with all key stakeholders,
including customers if possible. This enables you to earnestly take into account
their wants, needs, perspectives, experiences and insights. By giving them a
voice and getting them actively involved in the strategic planning process, you
will secure their trust and commitment, and they will buy into the course that’s
been set and support the decisions and actions that follow. You can read more
guidance from us on the topic of achieving and sustaining alignment here.
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When a crisis like the pandemic hits, you may have to make quick decisions
without direct stakeholder involvement and consensus. That’s when you will reap
the benefits of the trust and support you’ve built during business-as-usual
planning - they will be confident that you have their interests in mind in the way
you respond, and will likely offer their support and advice as you navigate the
chaos. As we’ve seen during the last few months, if you are transparent about
what’s known and what’s not known, and communicate a compelling picture of
what needs to be done and how those actions align with organizational values
and the immediate needs of employees, partners, customers and society, people
will temporarily suspend their expectations for involvement and consensus in
exchange for decisive action.
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Informed balance between the here-and-now and possible futures
Perhaps surprisingly (perhaps not), this sub-theme was the most talked about by
experts in terms of successfully navigating crisis conditions across all levels of the
Resilience Well. Their guidance boils down to one thing: keep one eye on the
present and one eye on the future when setting vision and goals, developing
strategy and tactics, and making high-stakes decisions. Taking the long view and
embracing the healthy tension between operational optimization and futurefocused innovation better prepares organizations to act quickly and decisively when
a disruptive shift changes everything ‘overnight’.

Jon Lindekugel, former SVP of Operations and leader of 3M’s manufacturing
and supply chain organization, told us: “Leaders must put processes in place to
make sure the organization is looking around the next corner and the corner after
that, doing scenario planning and being ready with likely solutions in advance. While
the future will seldom play out exactly as predicted, you will find that you got some
things right, some things wrong, and that many situations will arise that are directly
analogous to your scenarios. Embrace digital transformation to improve your vision
of what the future will bring.”

Making decisions that balance the here-and-now with possible futures, depends on
access to good data and information about industry and consumer trends.

SYNTEGRITY

PAGE 11

The experts advise that you:

Gather good data, disseminate information quickly, anticipate change,
and continuously look to the horizon for opportunities and threats;

Avoid complacency during good times, embrace the long view, and
operate on the principle that if something could plausibly happen, it
eventually will;

Develop contingency plans, and stress test business strategy for plausible
risks with significant consequences;

Abandon optimization as the default approach to decision-making, and
focus on sustainability and resilience instead of growth at all costs.

In our conversation with

Safi Bahcall, author of LOONSHOTS, he offered this

advice, “Any successful organization must balance the importance of nurturing
the existing core business -delivering on time, on budget, and on spec - while at
the same time not being surprised by a competitor’s new product or service line
that will put you out of business. Holding the two in balance, a focus on the core
business and a focus on innovation, is a matter of life and death. The trick is to
focus on efficiency while also pressing the accelerator on innovation; to do the
cost-cutting and at the same time to innovate like crazy.”
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DISPOSITION FOR CHANGE AND
ABILITY TO EXECUTE ON IT

Mobilization and alignment are all for naught if a person or
system is unwilling or unable to change.

With that in mind, there are 3 key areas to address to fortify
your resilience well:

Willingness to take risks, learn and adapt
The organizations that have proven to be most resilient during the pandemic are
those with courageous people who are empowered to try bold things and adapt
through trial-and-error, comfortable with continual transformation, devoted to
learning, vocal with their feedback, and quick to self-correct. They don’t hesitate,
they act. As

Sunny Bonnell, brand consultant, keynote speaker and author

recently told us about companies that think with what she calls the ‘rare breed’
mindset, “While everyone else is looking around, frantic like hot sauce on the
brain, and asking what to do, they are willing to throw caution out and radically
reshape the future of their brand and business.”
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To bolster resilience in your organization, recruit ‘artists’ who are courageous and
willing to do bold things and set the expectation with them that risk-taking and
failure are part of the job. According to Roger Martin, to innovate you have to
“free yourself up from the strictures of science. When you’re doing new things
that have never been done before, you won’t yet be able to cite data as
evidence that what you’re doing will work. Don’t let that stop you.”

Clearly defined expectations and rewards for performance and
execution
Resilient organizations, fueled by courageous people willing to do bold things,
know how to maintain a constant sense of urgency, keep people motivated and
feeling recognized, track progress against clearly-defined individual, team and
organizational goals, and hold everyone accountable for success or failure in
delivering on the mission - in good times and bad. Make performance
expectations clear and recognize and reward people who go above-and
beyond.
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Ability to develop, commit to, and execute an effective response
to challenges and opportunities
Willingness to try things and high expectations for performance must be coupled
with the capability to build and execute effective action plans. Resilience
depends on good problem-solving skills, the ability to follow-through on
intentions, and the confidence to take action. As we’ve seen during the
pandemic, resilient organizations are able to take decisive action, with a bias for
speed over elegance as a competitive differentiator. They listen to data and
applied intelligence and make effective triaging a core capability. They are
great at follow-through. The boldness, coupled with an ability to execute, means
that even under pressure - or especially under pressure- resilient companies
don’t just survive, they thrive.

The right way to make your way to solutions in the face of
complexity, is to embrace trial-and-error.
“Leaders who try to impose order in a complex context will fail, but those who set
the stage, step back a bit, allow patterns to emerge, and determine which ones
are desirable will succeed. They will discern many opportunities for innovation,
creativity, and new business models.” -

Dave Snowden, a Welsh management

consultant and researcher specializing in making sense of complexity

For this reason, your processes and structures should be designed for flexibility
and learning, and emphasize the importance of ongoing experimentation, trialand-error, fast feedback, scaling up ideas that work well, and shutting down
those that don’t. It’s important, therefore, to know how to identify the best bets
to make; to make informed choices about what experiments to embark on.
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·When in crisis and quick decisions are at a premium, you’ve got to rely on
the knowledge, experiences, and instincts of the people around you to inform
those decisions - and if you’ve built trusted relationships with a highly diverse
network of internal and external stakeholders, you’ll be well-positioned to do so
quickly. In normal times, you still have to do this fast because complex challenges
and opportunities don’t stand still.

For comprehensive guidance on the ‘how’, you can refer to our book, Cracking
Complexity, which lays out a reliable, repeatable, step-by-step formula for
solving ‘just about anything’ fast in partnership with your stakeholders. We’ve
been helping our clients do that - in the face of defining challenges and
opportunities - for nearly two decades.
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IN CONCLUSION

Don’t be overwhelmed by the sheer volume of expert guidance on resilience, and
don’t try to digest all that guidance in discrete pieces. As the Resilience Well
illustrates, organizational resilience depends on a set of interconnected sub-levels,
from the individual, to the team, to the organization, through leadership and the
business model, to supply chain (and other) partners, the customer, and the
surrounding community. A crack in the Resilience Well at any of those levels will
impact all the others, and so leaders should learn to play their role in fortifying them
all.

Resilience is a reflection of who you are, how you’re supported, how strongly you
are connected and aligned with others around you, how you decide on the right
way forward, and how willing and able you are to do what it takes to get there.

It is not something else to worry about as a leader. Rather, it is central to business
success and completely in sync with what it takes to manage through complexity, in
good times and bad. In fact, cracking complexity is key to resilience, and resilience
is key to cracking complexity.
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