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Alec Levenson : Strategic Analytics: Advancing Strategy Execution and Organizational Effectiveness before
purchasing it in order to gage whether or not it would be worth my time, and all praised Strategic Analytics:
Advancing Strategy Execution and Organizational Effectiveness:

1 of 2 people found the following review helpful. This book really spoke to mein both its depth ...By Harry SinghThis
book really spoke to me in both its depth and breath. Strategic Analytics. Advancing Strategy Execution and


http://f3db.com/pub/links.php?id=B00XZ7U0UU

Organizational Effectiveness takes the approach of tackling the underling assumptions of what we view as correct (or
true) and showing that thereislittle basis for it. Alec's approach is very structured and he explains not just the why and
how but the context in connecting them. Let me add, that the how of " Strategic Analytics' is very well demonstrated
here, you are not |eft in the wilderness which has been a deep frustration for me reading authors in the business genre.
Immediately from reading the book, you get an instant sense that Alec is an expert in the field and the topicisan
important one.2 of 2 people found the following review helpful. Here is Idquo;a comprehensive road map for starting
and completing a cultural transformation.rdquo;By Robert MorrisC-level executives face a number of challenges and
one of the most important is formulating both an appropriate strategy and then the analytics that help to achieve the
given strategic objectives.According to Alec Levenson, |dquo; The purpose of this book isto help decision makers at
all organizational levels, in both the business and HR, use analytics more effectively to achieve their goals. The
framework and advice will help you break out of the traditional mode of uncoordinated analytics and decision making.
Applying the tools and lessons provided here should lead to both improved execution of your strategy and increased
effectiveness of your organization ndash; if you have the determination and perseverance to apply a plan consistent
with this approach and stick with it.rdquo;Of course, that is a HUGE |dquo;if,rdquo; hence the importance of having a
compelling vision that helps to maximize buy-in because, as Thomas Edison correctly reminds us, ldquo;vision
without execution is hallucination.rdquo; These are among the several dozen passages of greatest interest and valueto
me, also listed to suggest the scope of Levensonrsguo;s coverage in Parts 1-2:0 Strategic Analytics Diagnostic: Three
Steps (Page xxiii)o The problem of ROI as abusiness tool (16-21)o Other common measurements that fall short of
what Strategic Analytics can do (21-26)o Do enterprise analytics first to surface structural issues (31-34)o How does
all thisrelate to balanced scorecards? (34-38)o When to apply statistics for testing the model (46-48)o Strategic
Analytics: competitive advantage (51-62)o Articulate Y our Organizational Strengths and Weaknesses (54-56)o The
Competing Sources of Competitive Advantage (60)o Organization Design Analytics (67-71)o Organizational
Capability Analytics (73-81)o Culture and Group Analytics (82-86)o Job Design Analytics (91-95)o Individual
Capability Analytics (95-98)o Analyses Primarily at the Enterprise Level (108-113)o Analyses at Both the Enterprise
and Human Capital Levels (118-126)o Customer retention and profitable growth for technology companies (132-
135)o Customer retention and profitable growth for retail sales companies (135-138)o Designing GTM (go-to-market)
systems for technical excellence versus cross-functional effectiveness (140-141)o Minimizing labor costs while
maintaining capability (143)o Maximizing capacity utilization and distribution system efficiency (144-146)Levenson
makes excellent use of severa reader-friendly devices that include ldquo;lssues Addressed in This Chapterrdquo; and
Idguo;Key Questionsrdquo; sections that guide and direct a careful reading of the material. Also, boxed micro-
commentaries, ldquo;Figuresrdquo;; case studies; real-world examples (e.g. Applersguo;s competitive advantage,
Boeingrsquo;s 787, CostCorsquo;s member retention initiatives, Frito-Layrsguo;s route sales maximization, and
Googlersquo;s innovation); and a ldquo; Summaryrdquo; at the end of each chapter. These devices help to facilitate,
indeed expedite frequent review of key material later.Obviously, no brief commentary such as mine could possibly do
full justice to the value of the information, insights, and counsel that Alec Levenson provides. However, | hope that |
have at least indicated why | think so highly of hiswork. Letrsquo;s give him the final word: Idquo;Changing culture
isdifficult, but do able. The Strategic Analytics diagnostic can provide a comprehensive road map for starting and
completing a cultural transformation.rdquo;

More than ever, data drives decisions in organizationsmdash;and we have more data, and more ways to analyze it, than
ever. Yet strategic initiatives continue to fail as often as they did when computers ran on punch cards. Economist and
research scientist Alec Levenson says we need a new approach. The problem, Levenson says, is that the business
people who devise the strategies and the human resources people who get employees to implement them use
completely different analytics. Business analytics can determine if operational priorities aren't being achieved but can't
explain why. HR analytics reveal potentially helpful policy and process improvements but can't identify which would
have the greatest strategic impact. This book shows how to use an integrated approach to bring these two pieces
together. Levenson presents a thorough and realistic treatment of the reasons for and challenges of taking an integrated
approach. He provides details on the different parts of both enterprise and human capital analytics that have to be
conducted for integration to be successful and includes specific questions to ask, along with examples of applying
integrated analytics to address particular organizational challenges.Effective anayticsis ateam sport. Levenson's
approach allows you to get the deepest insights by bringing people together from both the business and HR
perspectives to assess what's going on and determine the right solution.

Too many senior executives and HR professional s hide behind alack of data or incorrectly use data as an absolute
decision maker. Strategic Analytics provides a straightforward approach to analyze the right areas to achieve long term
impact.mdash; Jeff Joerres, Executive Chairman, ManpowerGroupL evenson breaks analysis down into a step by step
process ndash; showing how to capture data and truly implement analyticsin organizations, creating capabilities that
drive strategy execution and, ultimately, competitive advantage. A must-read for H.R. professionals who want to build



strategic partnerships and drive game changing results. mdash;Michael Johnson, Chief Human Resources Officer,
UPSInformed business and HR leaders know how important it isto connect business and talent outcomes.nbsp; They
appreciate the need for art and science, but rarely have the methodology or tools to make the science real .nbsp;
Strategic Analytics helps solve this problem, providing insight on applying big data and analytics to unlock value for
leaders and for organizations.nbsp;mdash; Scott Pitasky, Executive Vice President and Chief Partner Resource Officer,
Starbucks In this fascinating book, Dr. Levenson shows how leaders can make fast and accurate decisionsin aworld
that is ever more complex, addressing the half-truths and unsubstantiated claims that abound in many corporations. A
must read for anyone determined to improve their decision making.mdash;Lynda Gratton, Professor of Management
Practice, London Business School Strategic Analytics addresses one of the key complaints about HR today ndash; that
the function is not aligned with driving the business strategy.nbsp; L evenson gives a step-by-step approach for
leveraging analyticsto identify the right leversto drive business strategy and organizational effectiveness.nbsp;The
book is both comprehensive and pragmatic, with thoughtful examples to help HR and business |eaders

alike.mdash; Tracy Faber, Senior Vice President, Human Resources, McK esson Strategic Analytics startsin the right
place ndash; winning in the marketplace ndash; and assesses integrated solutions that will outlast individuals.nbsp; A
wonderful book of useful frameworks and tools.mdash;Dave Ulrich, Rensis Likert Professor of Business
Administration, University of Michigan, and partner, The RBL GroupA real breakthrough. Strategic Analyticsisa
must read for line and human resource executives who strive to make their organization and human resource system a
source of strategic advantage. The systemic framework for rigorous diagnosis of organization alignment problems will
help executives avoid simple but wrong responses that undermine effective strategy execution.nbsp;mdash;Michael
Beer, Professor Emeritus, Harvard Business School, and Co-founder TruePointLevenson offers a highly useful
framework for sharpening the focus of data analytics within large, complex organizations. nbsp; This book cuts
through much of the hype surrounding the topic with a pragmatic review of methods that will generate actionable
insights within an enterprise. nbsp; Strategic Analytics should redirect efforts commonly seen today that often generate
large quantities of datawithout really impacting business results.mdash;Alan May, Executive Vice President, Human
Resources, Hewlett Packard EnterpriseDo you ever feel like you have al the datain the world but still don't know how
to useit or you're not sure which analytics to use? nbsp; So many practitioners don't solve their organizational issues
because analytics without strategy are useless, or their strategies aren't aligned organizationally so the analytics don't
matter. nbsp;In this essential book, L evenson provides meaningful, actionable insights for business |eaders and HR
practitioners to align strategies and priorities to improve organizational effectiveness AND drive bottom line
results.mdash;Kim Warmbier, Executive Vice President, Human Resources, Dean Foods Strategic Analyticsis amust
for executives, line managers and HR practitioners seeking to advance analytics of human capital management and
understand which interventions will drive tighter linkages between business strategy and execution.mdash;Patrick
McLaughlin, Senior Vice President and Chief Human Resources Officer, Frito-Lay North America, PepsiCo,
Inc.Strategic Analyticsis the book we have been waiting for. Levenson provides a roadmap to analyze performance
gapsin strategy execution and the causal linkage with how the organization is designed and managed. nbsp;He shows
the role high performance work design plays in strategy execution, which isthe key design areain the new digital
modern organization.nbsp; This book puts all the pieces together to provide a clear analytic approach to improve
organizational effectiveness.mdash;Stu Winby, CEO, SPRING Network Getting people and practices aligned to
achieve strategy is one of the biggest stumbling blocks in modern management, often made worse by conflicting
messages coming from workplace metrics and overall business metrics.nbsp; Strategic Analytics offers practical
advice on how to straighten outnbsp;those different measures.nbsp; New and much needed guidance fornbsp;getting
strategy execution right.mdash;Peter Cappelli, Director, Center for Human Resources, Wharton School of
BusinessStrategic Analyticsis agreat roadmap for the journey from big data and big confusion to focused and
practical sense-making through better business insights. Levenson provides a user-friendly approach for what to
analyze, why to analyze it, and how to make more powerful business decisions as a result.mdash;lan Ziskin, President,
EXec EXcel Group LLC and former Chief Human Resources Officer, Northrop GrummanL evenson nails the essence
of successful analytics work with the statement that |dquo;effective analytics is a team sportrdquo;.nbsp; Up to now
analysisin organizations has been a suboptimized, multi-headed monster with each head eating alone.nbsp; Strategic
Analytics shows how to effectively use a holistic integrated approach.nbsp; mdash;Jac Fitz-enz, CEO Human Capital
SourceAbout the AuthorAlec Levenson is an economist and senior research scientist at the Center for Effective
Organizations, Marshall School of Business, University of Southern California. His action research and consulting
with companies optimizes job and organization performance and HR systems through organization design, job design,
human capital analytics, and strategic talent management. He has trained HR professionals from a very large number
of Fortune 500 companies in human capital analytics.Excerpt. copy; Reprinted by permission. All rights
reserved.Chapter 10f Elephants and Incomplete Analyticslssues Addressed in This Chapterbull; Most analytics
conducted today by the business and by HR are incomplete and cannot solve strategy execution problems on their
ownbull; You need afull causal model to diagnose the entire system and to understand what really drives behavior and
performanceKey Questionsbull; What problems are you trying to solve with your analysis?oull; How does the analysis



you have chosen help to improve strategy execution?Y ou need to know what drives performance in your organization
to get strategy execution right. The problem with organizational analytics today is that they tell an incomplete story.
Enterprise analytics and human capital analytics are conducted along parallel and separate tracks. Both attempt to
determine why performance happens, yet each on its own can tell only part of the story. Without the complete story,
we don't really know the best ways to improve strategy execution and organizational effectiveness.Enterprise analytics
can tell usif we're achieving the strategy and details about the operational measures that contribute to strategy
execution. A typical analysis addresses questions like these:bull; What types of customers can best help increase our
share in existing markets?bull; What new markets can we succeed in?bull; What organizational capabilities do we
need for strategic success?The enterprise metrics used to answer these questions include market share, sales, and
margins, among others, and extend to operational and technical measures that describe business processes, such as
productivity, innovation, quality, manufacturing uptime, time-to-market, customer service, and others.On the human
capital side, atypical analysistriesto figure out the sources of organizational ineffectiveness, focusing almost
exclusively on how work is done and whether people work well together. A typical analysis addresses questions like
these:bull; Who are our best leaders, and what role do they really play?oull; Isagroup or team performing well or
working at cross purposes?bull; What is the right mix of compensation versus non-monetary rewards in motivating
performance?bull; How can we improve our HR practices to be more effective?The human capital metrics used to
answer these questions include leadership and frontline worker competencies, employee attitudes, and measures of
human resource (HR) program efficiency and effectiveness.Enterprise analytics tells us whether the strategy is
executed. But it can't tell us which jobs and individual-level behaviors most directly lead to improved strategy
execution. The human capital perspective is essential, but only on rare occasions are people from the human capital
side invited to contribute when senior leaders conduct business analytics. Instead, they usually are told what happened
only after the key decisions were made.Business analytics and HR analytics as commonly practiced are examples of
incomplete analysis: they do not specify and test afull causal model. Rather than looking at the entire system that
defines and drives organizational performance, they take shortcuts and focus on too few elements. To illustrate the
problem with the analysis of large complex systems based on only partial data, consider the scene in figure 3, whichis
from a centuries-old fable. The scene is a group of blind monks who are each touching different parts of an elephant.
Modern versions of the story star blind men, and sometimes only three of them, though the specific stars of the story
are not important. What matters is the analysis performed by each person, which occurs in isolation and without
consideration of the data gathered by the other people WHAT'S THE RIGHT LEVEL OF CUSTOMER SERVICE? A
SYSTEMS DIAGNOSIS APPROA CH.Business-to-consumer industries. Determining the right amount of customer
serviceisachallenge for al organizations. If you don't provide enough, key customers walk out the door. If you
provide too much, profit margins get whittled down to nothing and you don't make any money.Customer servicein
business-to-consumer industries is driven by product quality, ease of use, and responsiveness of customer service
representatives (CSRs). When customer service scores fall, the directive to operational leaders may simply be
Idguo;Go figure out how to get customer service back to where it was before.rdquo; Suppose product devel opment
previously decided to save costs by reducing spending on quality assurance processes. They may have assessed that
existing processes are redundant, slowing time to market and reducing sales. If the lower spending on quality
assurance is misguided, the end result would be lower product quality and unhappy customers. If the customer service
scores do not measure product quality, fingers could be pointed at the CSRs, leading to the incorrect conclusion that
they had become less motivated to provide high-quality customer service.For another case, consider the link between
CSR compensation and customer service. Suppose the customer service site leader is held accountable for metrics
such as time to resolve customer complaints and efficiency of the operations (call volume, wait times, and similar
issues). If she does not have profit and loss (PL) responsibility for her operations she will push for higher
compensation for her CSRs as away to attract and retain higher skilled employees. Similarly, HR might advocate for
greater pay to reduce attrition and improve retention of the longer-tenured and more experienced CSRs. However,
evaluating whether better pay isworth the investment requires a complete Strategic Analytics diagnostic that addresses
the relationship between customer retention and sales and profitability.Business-to-business industries. In business-to-
business industries, customer service involves striking the right balance between cutting prices to make the sale and
maximizing profits. A Strategic Analytics diagnostic looks at the complete set of interactions between the customer
and organization, along with the role played by each employee and function. For example, salespeople may be given
discretion to set specific contract terms, but they need timely and accurate information on how the terms impact
enterprise profitability through metrics such as capacity utilization. And they need to be trained and evaluated on
overall profitability, not just sales. The person touching the tail concludes that an elephant has features like arope. The
person touching the leg thinks the elephant's shape is more like atree. The person touching the tusk has no idea what
the elephant's skin feels like. And so on. All their conclusions seem reasonable, given the information at each person's
disposal, but all fail to describe the entire animal properly.Enterprise analytics today are like the person touching only
the head. They are out in front, focusing on a part of the animal that is pointed forward. Y et trying to dictate the
direction and pace of the animal by focusing only the head can be alost cause. If the animal's legs are tethered to a



post, it cannot move, no matter what you do. Y ou may point the animal in the right direction, but you will never get it
to move forward.Human capital analyticstoday are like the person touching only the hind legs. They move in unison
with other parts of the body, but they contribute only one part to the animal's full range of motion and have no effect
on direction. Y ou can't properly diagnose problems with overall direction and speed by ignoring the rest of the animal
and analyzing just the rear legs.What's missing from both types of analysisisthe rest of the body: the front legs that
work in unison with the rear legs to propel the body forward and the torso that holds it all together. Excluding the
trunk leaves out key information about how the animal maintainsits health through eating, drinking, and bathing.
Enterprise and human capital analytics, when conducted separately, fall short of identifying and testing a complete
causal model. The most accurate insights require a combined analysis that diagnoses the performance drivers for the
entire system, not just one part of it.Data mining is not causal analysis. One of the biggest mistakes | see frequently is
simple data analysis that focuses on only one or two pieces of information. The problem is that simple analysis without
acausal model can lead to the wrong conclusions: it is just data mining and not science. A typical exampleiswhen
consultants look at a group of companies and conclude that Idquo;the use of HR practice XY Z is more common at
high-performing companies,rdquo; where XY Z could be the latest |eadership development program, incentive pay
philosophy, employee engagement strategy, and so on. The implication isthat if your organization adopts the same
practice, your business results will improve. The implicit causal model is shown in figure 4.The problem is that HR
practices by themselves do not create business results. They are one contribution in alarger system that enables the
business results. HR practices can improve strategy execution only when they are aligned with other parts of the
system.



