
FORGEing Strategy: Aligning
Organizational Elements with

Strategic Intent
Digital transformation is often perceived as a journey marked by rigorous
technology implementation and system overhauls. However, a significant
hurdle for many organizations lies not in their technology but in their
strategy—specifically, the ability to align strategic intent with operational
realities. The ongoing challenge is that frameworks alone, despite their best
efforts, have often failed to address the fundamental disconnect between what
organizations aspire to achieve and how they actually operate.

This article explores insights from the lecture “FORGEing Strategy: Mapping the Organization to the
Strategic Domain” and how the FORGE methodology can help organizations articulate a clearer
path forward by establishing stable transformation guardrails.

Understanding the Strategic Challenge
Strategic misalignment is a common challenge in organizations undergoing digital transformation.
When leaders are unable to connect their strategic aspirations with the existing organizational
structure and culture, execution falters, leading to fragmented efforts and missed opportunities.
The FORGE methodology—comprising Find, Observe, Reconcile, Ground, and Enhance—addresses
this disconnect by ensuring that organizations take a breadth-first approach to strategy mapping.
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This method emphasizes understanding the entirety of an organization’s strategic landscape before
delving into specific initiatives. The premise is simple yet powerful: by capturing existing elements
without altering their essence, leaders can establish a foundational understanding of their
organization’s mission, policies, and priorities.

Insights from the FORGE Methodology

Mapping with FORGE
The FORGE methodology serves as a pivotal framework for organizations to rethink their approach
to strategy mapping within the Strategic Domain. By promoting a breadth-first perspective,
organizations can mitigate the risks associated with depth-first strategies which often lead to siloed
thinking.

During the initial mapping phase, it is essential to capture a diverse range of strategic artifacts. This
includes organizational vision statements, strategic roadmaps, and operational policies. Engaging
with executives, especially from the C-suite, is crucial—these leaders hold invaluable context
regarding the organization’s strategic intent.

For instance, if a company has an organic, perhaps even ad hoc, vision statement, this should be
recorded verbatim during the mapping exercise. The focus is not on creating new frameworks at
this stage but rather on documenting reality as it exists. This initial breadth of understanding sets
the stage for establishing guardrails that will shape future strategic initiatives.
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Observing the Reality of Intent
In the subsequent phases—Find and Observe—the emphasis shifts to accurately identifying and
analyzing the organization’s tangible behavioral landscape. Successful observation transcends
mere document collection; it requires an understanding of the cultural and operational values that
underpin strategic decisions.

During this phase, leaders must identify discrepancies that may indicate strategic misalignment.
For example, if a vision statement is not reflected in actionable objectives or there are conflicting
directives among departments, these gaps must be flagged for further examination. Such
observations are crucial in maintaining clarity throughout the strategic mapping process and
ensuring that all elements align cohesively.

Reconciling and Grounding Existing Realities
The later stages of the FORGE methodology—Reconcile and Ground—focus on stabilizing the
strategic mapping through identifying contradictions between the organization’s documented
policies and its overarching mission. At this juncture, leaders should conduct a grounded
assessment of the organization’s strengths and weaknesses. Here, the aim is to harness existing
resources before rushing into new technology acquisitions or structural changes.

By grounding the strategic domain in reality and addressing any potential discrepancies,
organizations can create a more accurate and actionable strategic map. This iterative approach
enables leaders to enhance key components, such as refining their vision statements or rectifying
compliance issues, thereby positioning the strategic domain as a reliable "North Star" guiding their
transformation efforts.
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Implications for Leaders and Practitioners
Understanding and implementing the FORGE methodology carries significant implications for
organizational leaders and digital transformation practitioners. By adopting a breadth-first
approach to strategy, leaders can foster cohesive and focused execution of their transformation
plans while mitigating the risks of fragmented strategies.

Key takeaways include: - Start with a comprehensive mapping of the strategic domain before
exploring deeper, detailed strategies. - Leverage existing artifacts and leadership insights to ground
your understanding of the organization’s strategic intent. - Identify and reconcile any discrepancies
within the organization’s stated mission and operational objectives to establish stability in the
strategic domain.

By emphasizing the interrelation between strategy and architecture, the FORGE methodology can
significantly enhance organizations’ abilities to navigate their transformational challenges
effectively.

Moving from Insight to Action
As organizations continue their digital transformation journeys, applying the insights derived from
the FORGE methodology provides a robust framework for aligning actual capacity with strategic
intent. Recognizing that the strategic mapping process serves as both a shield and a guide allows
leaders to proactively anticipate hurdles and adapt their strategies based on real-world alignment.

To explore the principles discussed in this lecture and learn how to apply the FORGE methodology
effectively in your own organization, tune into the full episode of our podcast. You can also find
more insights on digital transformation strategies on our website, Embracing Digital Thought.
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Learn More
• Full lecture episode: https://embracingdigital.org/en/lectures/dta-12/index.html

• Series blog summary: https://embracingdigital.org/en/lectures/dta-12/index.html
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