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How Moments of Truth shape your business 
 

Recently, while paying for shopping in Waitrose, I asked the checkout assistant for change for a 

tenner “while she had the till open”. She said it was no problem, but could I please do it at Customer 

Service on my way out, who would be happy to help me. Customer Service was being staffed by a 

supervisor, who cheerfully informed me that the check-out assistant had said something that was 

against their policy, but that she would give me change anyway because that was what I had been 

promised.  

 

I was impressed by a supervisor making good on the promise of an entry-level part-time employee: 

even though that promise was against firm policy, it was in line with their strategy, as it was to the 

benefit of the customer. It seems clear to me that Waitrose has successfully communicated its 

strategy and empowered people to act in order to implement it.  

 

Strategy succeeds or fails in IMPLEMENTATION 

 

It is a huge hassle to get straight on your business strategy – if they are honest, many leaders 

dislike the process. The core questions – What exactly are you selling? Who exactly to? Why should 

they spend money with you rather than someone else? - involve time and energy arguing with your 

management team and stakeholders rather than running the operation.  

 

After all that effort, it is frustrating if your people then act in a way which undermines your hard-

made decisions. Here are some examples:  

 

 A sales director opens up new markets which it would be costly to learn to service. At the same 

time, they neglect to increase business in existing markets where you can profitably cash in your 

experience and reputation.  

 Overly helpful staff undermine a „no-frills‟ service strategy by going the extra mile and wiping out 

margins (going the extra mile makes sense at Waitrose or Fedex, but not at Ryanair).  

 Managers promote people who take undue risks with client assets because they earn good 

returns in the short term (we are seeing the results of this in the banking sector, but it goes on all 

over the place).   
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Moments of truth – where strategy becomes action 

 

The actions of the check-out girl, and particularly the supervisor, were moments of truth for 

Waitrose: times when someone had a decision to make that would lead the business to act in a way 

that was either aligned or non-aligned with Waitrose‟s strategy.  

 

Similarly, everyday decisions by staff about which accounts to pursue, who to promote, who to hire, 

whether to give a refund, all dictate whether or not your business is going to end up moving in the 

direction you want it to.  

 

Some questions to consider: 
 

 What are your business‟s moments of truth?  

 

 What proportion of the time are your people resolving them the way your strategy needs them 

to?  

 

 How can you tilt the proportion further in your favour?  

 

To learn more about aligning action on the ground with the strategy set in the boardroom, contact 

Andrew at andrew@bassclusker.com or explore the free resources available on our website: 

www.bassclusker.com.  Feel free to pass this newsletter on to colleagues 
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The Performance Papers: Incisive Briefings for Busy Leaders, by Andrew Bass. Available at 

Amazon: http://www.amazon.co.uk/dp/1907498710.  
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