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Executive Summary

Modern enterprises operate in an environment where strategic ambition, digital
transformation, and operational pressures collide. Organizations invest heavily in
modernization, customer experience, automation, analytics, platforms, and workforce
transformation—but most lack a unified method to define, compare, and measure value.

The result is predictable:
e Fragmented value definitions
¢ Conflicting business cases
e Politically driven prioritization
e Inconsistent ROl modeling
e« No alignment between strategic priorities and financial decisions
e Limited insight into whether investments truly deliver

The Strategic ROI Matrix™ eliminates this fragmentation by establishing a universal value
framework used across the enterprise. It enables leadership to evaluate both Monetary ROI
(MROI) and Strategic ROI (SROI) with clarity, structure, and consistency.

The matrix classifies value into four canonical quadrants:
1. Organizational Capabilities (SROI x Internal)
2. Operational Efficiency (MROI x Internal)
3. Market Differentiation (SROI x External)
4. Sales & Service Performance (MROI x External)

This framework provides a balanced, strategy-aligned view of how initiatives contribute to
enterprise performance—both today and in the long term.

The Strategic ROl Matrix™ is the value model behind Thorec®, the governance infrastructure
that standardizes how organizations define, prioritize, approve, and measure value.

Where the whitepaper describes the full governance system, this Executive Overview focuses
on the methodology itself: what the matrix is, how it works, and how executives use it to
guide capital allocation.

With this framework, organizations gain:

¢ Ashared language of value across business units
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A clear distinction between strategic uplift and financial impact
A method to align initiatives directly to strategy

The foundations for standardized KPl modeling

A disciplined, transparent basis for investment decisions

Insights into portfolio balance and strategic over/under-investment

In a landscape where uncertainty is rising and capital must be allocated with precision, the
Strategic ROI Matrix™ offers a way to unify strategy, value, feasibility, and impact into one

coherent model.

Itis not atheory. It is a practical, operational methodology used inside Thorec® to drive better

decisions, stronger governance, and measurable strategic execution.
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Why Enterprises Need a Strategic Value Framework

Executives today face a paradox: organizations are investing more than ever in digital
transformation, yet the ability to articulate and measure the value of those investments has
never been more constrained.

Most enterprises suffer from four structural weaknesses that make consistent capital
allocation nearly impossible:

2.1 Fragmented Value Definitions

Every function defines “value” differently:
¢ Finance focuses on cost, margin, and productivity.
e Strategy focuses on capabilities, differentiation, and long-term advantage.
¢ Customerteams focus on experience and retention.
« Technology teams focus on speed, reliability, and modern architecture.

Without a common value language, the organization cannot compare one investment
category with another.

Automation competes with customer experience, modernization competes with compliance,
analytics competes with innovation—and none are evaluated on the same terms.

A unified value model is required to create comparability.

2.2 ROI Models Are Inconsistent, Subjective, or Missing

Traditional business cases suffer from chronic flaws:
¢ Assumptions are not standardized.
e KPIsvaryin definition across units.
e Feasibility is inconsistently assessed.
e Strategic impactis rarely quantified.
e Sensitivity ranges are omitted or manipulated.

e Long-term value is excluded or discounted away.
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This results in incomparable business cases that cannot support structured decision-
making.

Executives need a model that standardizes how value is defined, calculated, and
communicated.

2.3 Prioritization Is Driven by Narratives, Not Strategic Logic

When value cannot be measured consistently, decisions default to:
e Political influence
e The strength of the pitch
e Historical budget patterns
e Local optimization
o Executive preference
e The urgency of whoever shouts loudest
This leads to:
e Imbalanced portfolios
e Over-investment in operational efficiency
e Under-investment in strategic capabilities
e Missed opportunities for customer differentiation

A value framework must become the foundation for objective prioritization.

2.4 Strategy Cannot Be Measured or Operationalized

Most enterprises have well-defined strategies, but:
e Objectives are not broken down into measurable value components.
¢ KPIs do not clearly show how strategy will deliver value.
¢ Initiatives are not linked tightly to strategic targets.

e Reporting focuses on outputs, not strategic outcomes.
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In effect, strategy remains conceptual, while execution remains operational, with no bridge
between the two.

The Strategic ROl Matrix™ provides that bridge.

2.5 What a Strategic Value Framework Must Deliver

To support modern capital allocation, a value framework must:
e Provide a consistent definition of value across the enterprise
¢ Distinguish between short-term monetary impact and long-term strategic impact
e Link strategy to KPIs, KPIs to initiatives, and initiatives to measurable value
e« Enable a balanced investment portfolio
e Support transparent, data-driven prioritization
« Enable value capture and learning after execution
This is exactly what the Strategic ROl Matrix™ delivers.

It provides the structure enterprises need to evaluate, prioritize, and govern value with
clarity—not only financially, but strategically.

The Strategic ROl Matrix™ solves the fundamental alighment problem:

It ensures that what the organization invests in directly supports where the organization wants
to be in the future.
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Introducing the Strategic ROI Matrix™

The Strategic ROl Matrix™ is the enterprise value framework that sits at the core of Thorec®.
It provides executives with a simple yet powerful model for understanding how initiatives
create value—financially, strategically, and operationally.

The matrix is built on two essential dimensions:

3.1 Monetary ROl (MROI) — Short-Cycle, Financial Impact

MROI captures improvements that can be translated directly into financial outcomes:
¢ Productivity gains
e Costreduction or avoidance
¢ Revenue uplift
¢ Margin improvement
e Operational throughput

These impacts typically appear within budgeting cycles and are tied to measurable AKPIs
grounded in financial conversion logic.

3.2 Strategic ROI (SROI) — Long-Cycle, Capability & Differentiation Impact

SROI quantifies value that strengthens competitive position and long-term resilience:
e Organizational capability building
¢ Experience and differentiation
¢ Modernization and platform enablement
e Customer loyalty improvements
¢ Innovation readiness
e Regulatory and risk reduction

These outcomes may not convert directly to euros in the short term, but they are essential for
sustaining enterprise advantage.
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3.3 The Four Quadrants of Value

By combining these two dimensions (MROI x SROI) with an enterprise’s internal vs. external
focus, the Strategic ROl Matrix™ classifies value creation into four canonical quadrants:

1. Organizational Capabilities

(SROI x Internal)
Long-term capability building that strengthens how the organization operates.

Examples:
e Workforce upskilling
o Data governance improvements
¢ Riskreduction and compliance capabilities
¢ Leadership enablement

e Modern operating models

2. Operational Efficiency

(MROI x Internal)
Short-term, financially measurable improvements inside the enterprise.

Examples:
e Automation and workflow optimization
e FTE productivity improvements
¢ Cycle-time reduction
e Process simplification

e Standardization and quality improvements

3. Market Differentiation

(SROI x External)

Strategic improvements that differentiate the enterprise in the eyes of customers and the
market.
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Examples:
¢ Enhanced customer experience
¢ Brand trust and reputation
e Digital ecosystem capabilities
e New service models

¢ Innovation-driven competitive advantage

4. Sales & Service Performance

(MROI x External)
Financially measurable improvements in customer-facing and revenue-driving functions.

Examples:
e Conversion uplift
e Churnreduction
e Cross-sell/upsell improvement
o Service efficiency gains

e Improved issue resolution or NPS-driven behavioral changes

3.4 Why This Model Works

Most value frameworks focus either on financial measurement or strategy articulation.
The Strategic ROl Matrix™ bridges these two worlds.

It allows executives to:
e See where the enterprise is truly investing
+ ldentify strategic over-/under-investment
e Compare initiatives fairly across domains
e Balance long-term capability building with short-term returns

¢ Communicate value consistently across teams and units
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The modelis simple enough to be intuitive, yet structured enough to support rigorous
governance.

3.5 A Universal Language for Value

Every initiative, KPI, and driver in Thorec® is mapped to one of the four quadrants.
This creates a shared language of value across:

e Strategy

e Transformation

e Finance

¢ Operations

e Customerteams

e Technology

e Steering committees

It removes ambiguity and ensures that all teams evaluate impact through the same lens.
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The Four Quadrants Explained

The Strategic ROl Matrix™ classifies every initiative, KPI, and value contribution into one of
four canonical quadrants.

Each quadrant reflects a different source of enterprise value, ensuring that leaders
understand not only how much value is created, but what type of value and why it matters
strategically.

4.1 Organizational Capabilities
(SROI x Internal)

Organizational Capabilities represent the long-term foundations of enterprise performance.
These initiatives do not always yield immediate financial impact, but they are essential for
building the capabilities that drive future competitiveness, resilience, and transformation
capacity.

Typical value drivers:
e Skills and workforce capability uplift
¢ Leadership development and culture transformation
¢ Risk, compliance, and control improvements
e Data governance and quality foundations
e Operating model redesign
e Moderntechnology, infrastructure, and platforms
o Cross-functional collaboration enablement
Why it matters:

Organizations that underinvest in this quadrant become fragile, siloed, and slow-moving.
Executives use this quadrant to ensure future-readiness and to avoid capability erosion.

4.2 Operational Efficiency
(MROI x Internal)

Operational Efficiency captures the near-term, measurable financial benefits driven by
internal improvements.
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This quadrant is often the most familiar to CFOs and COOs because it ties directly to cost,
speed, productivity, and throughput.

Typical value drivers:
¢ Automation and workflow optimization
e Standardization of processes
¢ Cycle time reduction
e Qualityimprovements
¢ Productivity gains (FTE hours saved or repurposed)
e Reduction in waste, rework, or errors
Why it matters:

This quadrant improves the economic engine of the company.
It creates the financial headroom that enables investment in capabilities, customer
experience, and innovation.

4.3 Market Differentiation
(SROI x External)

Market Differentiation represents strategic initiatives that strengthen the enterprise’s
competitive position and customer value proposition.

These impacts are often long-term and non-financial in the short run, but they drive
resilience, relevance, and future revenue potential.

Typical value drivers:
e Customer experience improvement

Product/service innovation

¢ Brand and trust uplifts

o Digital experience modernization

e Ecosystem enablement and partner integration

« Differentiation in time-to-value, personalization, or service model

Why it matters:
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Enterprises cannot cost-cut their way to greatness.
Strategic differentiation is essential for growth, loyalty, and maintaining a defensible market
position.

4.4 Sales & Service Performance
(MROI x External)

Sales & Service Performance measures financially tangible improvements in customer-facing
performance.

It captures the revenue-side impact of transformation initiatives—particularly when customer
behaviors or service experiences shift measurably.

Typical value drivers:
¢ Increased conversion and sales efficiency
e Reduced churn orincreased retention
e Improved service cost structure
¢ NPS-driven behavioral changes
o Fasterissue resolution
e Higher sales productivity
e Improved customer onboarding
Why it matters:

This quadrant represents direct financial uplift tied to the market-facing side of the business.
It validates where investments deliver measurable revenue or margin improvements.

4.5 Why the Four-Quadrant Model Works

Most enterprises struggle because they evaluate all initiatives with the same financial lens.
This leads to:

¢ Underinvestment in long-term capabilities
¢ Overinvestment in short-cycle efficiency wins

e Poor visibility into customer or market impact
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e Failure to articulate strategic value
The Strategic ROl Matrix™ solves this by:
o Separating strategic and financial value
o Distinguishing internal and external impact
e Creating four distinct value logics
¢ Providing clarity for prioritization, governance, and reporting
¢ Preventing overreliance on financial-only metrics

Executives finally gain a balanced, structured, and strategically aligned view of how the
organization creates value.
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How the Matrix Is Used in Practice

The Strategic ROl Matrix™ is more than a conceptual model—it is a practical decision
instrument used by executives to align strategy, prioritize initiatives, and maintain a balanced
capital allocation portfolio.

This section explains how leaders apply the matrix to everyday decision scenarios.

5.1 Translating Strategy Into Measurable Value

Executives begin by defining strategic priorities:
growth, efficiency, modernization, risk reduction, customer experience, or capability uplift.

However, strategies often fail because they are not translated into measurable value drivers.
Using the Strategic ROl Matrix™:

1. Strategy is decomposed into Drivers (qualitative causal statements).

2. Drivers are mapped to one or more KPIs that define measurable impact.

3. Each KPI belongs to a single quadrant, creating clarity about the strategic intent
behind it.

This ensures that strategic ambitions are connected directly to measurable value outcomes.

5.2 Mapping KPIs to the Four Quadrants

Every KPl used in Thorec® is classified into exactly one quadrant.
Executives gain immediate visibility into:

¢ Which areas the business is targeting

¢ Which strategic dimensions are underrepresented

e Where transformation efforts are concentrated

¢ Whether the investment portfolio is aligned with strategic ambition
For example:

e A company seeking differentiation discovers that 70% of its KPlIs sit in Operational
Efficiency, revealing a structural imbalance.
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e Abankfocused on service excellence sees too few KPIs in Sales & Service
Performance.

The matrix makes these imbalances explicit.

5.3 Evaluating Initiatives with a Consistent Value Framework

When initiatives are proposed, theirimpact is captured through KPI Value Rows:
e« AKPIl ranges (tolerance/sensitivity)
e Monetization logic for MROI
e Strategic scoring logic for SROI
o Feasibility considerations

The matrix shows which quadrants the initiative affects, enabling direct comparison across
very different investment categories.

Executives can instantly see:
¢ The nature of impact (strategic vs monetary)
e Internalversus external contribution
o Alignment with strategic objectives
e Whether value assumptions are realistic

This creates a shared language for evaluating impact.

5.4 Balancing the Portfolio

Executives use the Strategic ROl Matrix™ to maintain balance across:
e Strategic value and short-term return
¢ Internal enablement and market-facing value
¢ Customerimpact and organizational capability
e Efficiency and innovation
Typical insights revealed by the matrix include:

¢ Overconcentration in efficiency improvements
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e Underinvestment in customer differentiation

¢ Missing investments in foundational capabilities

e Strengthening or weakening long-term competitiveness
Balanced portfolios outperform unbalanced ones.

The matrix makes portfolio imbalance visible and correctable.

5.5 Improving Steering Committee Decisions

Steering committees use the matrix to:
o Clarify how initiatives contribute to enterprise goals
o Compare initiatives without relying on narrative persuasion

¢« Ensure that long-term strategic initiatives are not overshadowed by short-term
financial ones

¢ ldentify when capability-building needs funding
e Challenge initiatives that claim value outside their logical quadrant

Instead of debating whether something is important, leaders discuss what type of value it
generates and how much.

Decision-making becomes faster, clearer, and more transparent.

5.6 Making Strategy Execution Measurable

Once initiatives are approved, the capture process ensures that:
e \Value is measured against baselines
e Realized KPlimprovements are tracked
e Variances are analyzed
e Decision Accuracy improves over time

The Strategic ROI Matrix™ ensures that realized value is reported consistently across the same
four quadrants, enabling enterprise-wide insight into where value is truly being created.
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SROI & MROI — The Two Dimensions of Enterprise Value

The Strategic ROl Matrix™ is built on a fundamental distinction between two types of value:
Monetary ROI (MROI) and Strategic ROI (SROI).

Both are essential. Both are measurable. And together, they describe how an enterprise
creates value today and how it sustains value tomorrow.

Understanding these two dimensions is critical for balanced decision-making.

6.1 Monetary ROI (MROI)

Short-cycle, financially measurable value

MROI captures quantifiable improvements that can be translated into euros within a planning
cycle.
Itis the logic of immediate financial performance.

Examples of MROI:

e FTE hours reduced or redeployed

o Costreductions or avoidance

e Process improvements that increase throughput

¢ Margin uplift

¢ Revenue increases from higher conversion

¢ Reductionin service cost per customer

e Efficiency improvements in sales or support
MROI characteristics:

e Measurable through financial KPls

e Generally internal or customer-facing with direct financial impact

e Appears within 3-18 months

e Generates predictable cash-flow effects

Why MROI matters:
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MROI ensures that an enterprise remains efficient, disciplined, and financially healthy.
It provides the short-term wins and economic headroom required to invest in long-term
strategic initiatives.

6.2 Strategic ROI (SROI)
Long-cycle, capability-driven value

SROI captures improvements that strengthen the enterprise’s competitive position, future
readiness, and resilience.

These outcomes often do not convert directly to euros in the short term, yet they are essential
for sustainable long-term success.

Examples of SROI:
e Customer experience improvement
e Organizational capability uplift
e Modernization of platforms and architecture
o Differentiation in services, brand, or digital experience
¢ Riskreduction, compliance, and regulatory readiness
o Data governance and strategic insights enablement
¢ Operationalresilience
SROI characteristics:
e Strategic and long-term in nature
e Often external or organizational in focus
e Harder to monetize immediately
¢ Increases enterprise competitiveness and optionality
Why SROI matters:

Enterprises that underinvest in strategic value eventually lose market relevance—even if they
optimize costs.
SROIl is the engine of innovation, differentiation, and long-term growth.
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6.3 The Relationship Between MROI and SROI

Executives often fall into the trap of favoring one dimension over the other:

e Overweighting MROI:
Leads to short-termism, lost differentiation, inability to innovate.

e Overweighting SROI:
Leads to ungrounded initiatives, weak financial discipline, and unclear business cases.

The Strategic ROl Matrix™ resolves this by:
e Making both dimensions visible
¢ Ensuring both are scored consistently
e Exposing imbalances between strategic and monetary investments
¢ Providing a single integrated system for impact assessment

Balanced portfolios outperform unbalanced ones.

6.4 How SROIl and MROI Work Inside Thorec®

Thorec® uses the Strategic ROl Matrix™ as the backbone for all value modeling:

1. Each KPI belongs to a quadrant, which determines whether it contributes to MROI,
SROI, or both.

2. KPI Value Rows calculate AKPI ranges and apply the appropriate conversion logic.
3. Initiatives inherit their value composition based on the KPIs they influence.

4. DPlincorporates both SROl and MROI through the ROl score, without double
counting.

5. Portfolio views show strategic balance across quadrants.
6. Capture measures realized value using the same two dimensions.

This ensures complete alignment across the lifecycle.

6.5 The Executive Advantage

Executives gain clarity on:
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¢ Which initiatives create immediate financial value

¢ Which initiatives create long-term strategic capability

¢ Whether the organization is prioritizing correctly

¢ Where imbalances threaten competitiveness

¢ Whether previous investments delivered the expected strategic or monetary impact

SROI and MROI together allow leaders to maximize both financial sustainability and strategic
evolution.
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Drivers, KPIs & Value Modeling

The Strategic ROI Matrix™ becomes operational when strategy is translated into Drivers, KPls,
and KPI Value Rows.

This structured chain transforms high-level ambitions into measurable value outcomes and
creates the foundation for consistent initiative modeling.

7.1 Drivers — The Strategic Logic Behind Value

Drivers articulate why value occurs.
They are qualitative causal explanations that bridge strategy and measurement.

Examples of Drivers:
¢ Automation reduces cycle time and operational cost.
e Personalization improves customer loyalty.
o Workforce enablement improves process quality.
¢ Platform modernization increases speed-to-market.
e Improved product discovery increases conversion.

Drivers do not contain numeric assumptions.
They provide the logic that KPIs quantify.

Drivers ensure strategy is coherent, not conceptual.

7.2 KPls — The Measurable Units of Value

KPIs convert Drivers into measurable, standardized units of value.
Every KPlin Thorec®:

1. Belongs to one quadrant of the Strategic ROl Matrix™
2. Has a clear definition and measurement method
3. Isversion-controlled for governance integrity
4. Represents a specific value dimension
Examples:

e AHT, cycle time »> Operational Efficiency

© This document is proprietary of Dasthor Consulting.

Do not reproduce without attribution. All rights reserved.



Thorec® and the Strategic ROI Matrix™ Executive Overview.

e Customer churn, conversion - Sales & Service Performance
e NPS, issue resolution quality » Market Differentiation
o Workforce capability metrics » Organizational Capabilities

KPIs provide the shared language that enables cross-functional comparison.

7.3 KPI Baselines

Before value can be measured, KPIs must have a baseline:
e The current starting value
¢ Locked at the moment of initiative approval
e Used for all AKPI calculations
o Essential for accurate Capture

Without baselines, value realization becomes unverifiable.

7.4 KPI Value Rows — The Analytical Backbone

A KPI Value Row is the fundamental analytical unitin Thorec®.
It defines exactly how an initiative affects a KPI.

Each Value Row contains:
« Baseline value (locked)
¢ AKPI (tolerance/sensitivity range): min, expected, max
e Conversion logic (MROI or SROI scoring)
¢ Feasibility considerations
¢ Timing assumptions
¢ Quadrant classification
e Contribution weight, if applicable

KPI Value Rows standardize how value is calculated and prevent inconsistent or subjective
modeling.

Every initiative contains one or more KP| Value Rows.
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7.5 From Value Rows to Initiative Impact

When KPI Value Rows are combined, they create the initiative’s overall value profile:
o Total MROI
o Total SROI
¢ Value distribution across quadrants
e Sensitivity ranges
e Feasibility score
o DPIfoundation
This approach:
o Eliminates narrative-driven business cases
¢ Ensures repeatability and comparability
¢ Makes the modeling process transparent and auditable
¢ Prevents inflated assumptions

e Creates a measurable link from KPIs to final portfolio decisions

7.6 Why This Matters for Executives

Executives gain strategic clarity:
« KPIs show how the initiative connects to enterprise impact
e Quadrants show which strategic dimension is affected
e Value Rows ensure consistent calculation
e DPluses the same logic for every initiative
o Portfolio views show the aggregate strategic direction

Instead of debating assumptions, leaders discuss measurable value.
Instead of comparing stories, they compare standardized impact profiles.

Drivers > KPIs > Value Rows becomes the backbone of enterprise governance.
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Initiatives, Impact Ranges & DPI

Every initiative—no matter its size, domain, or origin—must be evaluated through a consistent
and transparent value model.

The Strategic ROl Matrix™ provides the value framework, but Thorec® operationalizes it
through impact ranges, KPI Value Rows, and the Decision Priority Index (DPI).

This section explains how initiatives move from qualitative ideas to quantified, comparable
investment opportunities.

8.1 Initiatives: Structured Proposals for Value Creation

An initiative in Thorec® is a structured proposal that aims to move one or more KPls.
Each initiative contains:

¢ Alignment with strategy

e Links to Drivers and KPIs

o Defined baselines

o KPIValue Rows

¢ Feasibility assessment

e Value distribution across quadrants
¢ Timing assumptions

o Execution metadata

Initiatives do not rely on narrative business cases; they rely on quantitative, standardized
modeling.

8.2 Impact Ranges (Tolerance / Sensitivity)

Real-world outcomes are uncertain.
To address this, Thorec® uses tolerance (min/expected/max) ranges for each KPl impact:

e Minimum: Conservative, guaranteed impact
o Expected: Most likely, realistic outcome

e Maximum: Upper bound based on optimistic but credible assumptions
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Impact ranges prevent:
e Over-optimistic business cases
e Binary “success or failure” illusions
¢ Politically inflated projections
¢ Hidden assumptions

Executives see the initiative’s sensitivity, not just its expected value.

8.3 Consolidating Impacts Across KPls

Most initiatives affect multiple KPIs—sometimes across multiple quadrants.
Example:
o Automation reduces AHT (Operational Efficiency)
e Modernization improves system uptime (Organizational Capabilities)
e Improved issue resolution boosts NPS (Market Differentiation)

KPI Value Rows quantify each contribution, and Thorec® consolidates them into a complete
value profile:

o Total MROI

o Total SROI

¢ Quadrant distribution

e Sensitivity range (min/expected/max)
e Timingcurve

This creates a full and defensible value narrative.

8.4 Feasibility Scoring

Value without feasibility is meaningless.
Thorec® includes a standardized Feasibility Score (1-5) that considers:

e Technical readiness

¢ Organizational readiness

© This document is proprietary of Dasthor Consulting.

Do not reproduce without attribution. All rights reserved.



Thorec® and the Strategic ROI Matrix™ Executive Overview.

e Complexity and scope
e Dependencyrisk
¢ Execution maturity
e Change impact
This provides a realistic assessment of delivery difficulty.

A high-value initiative with low feasibility receives an appropriately moderated DPI.

8.5 The Decision Priority Index (DPI)

The Decision Priority Index is the enterprise-wide scoring mechanism that allows leaders to
compare initiatives consistently.

DPI = ROl Score (1-5) x Feasibility Score (1-5)
Range: 1-25

The ROl Score is a standardized representation of the initiative’s combined MROI + SROI
value.

This produces:
e Asimple, transparent ranking
e Comparable prioritization across all functions
o Adefensible basis for executive decisions
e Anon-political, data-driven mechanism

DPIl is not the final decision—but it is the most consistent and unbiased starting point.

8.6 DPI as a Portfolio Structuring Tool

Because DPI scales from 1 to 25, it naturally supports:
¢ Funding bands (Now /Soon/ Later)
e Pipeline segmentation
e Threshold-based governance rules

e Portfolio optimization scenarios
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e Scenario comparisons between business units

When displayed in the Prioritization Matrix, DPI highlights where high-impact, high-feasibility
initiatives concentrate—and where strategic gaps exist.

8.7 Executive Advantages of DPI

Executives gain:
e Aclearranking of opportunities
¢ Aconsistent basis for approving or rejecting proposals
e Insightinto which initiatives offer the highest value-for-effort
e Transparency into the enterprise’s strategic balance
¢ Atoolthatreduces debate, bias, and subjective interpretation

This transforms initiative evaluation into a structured, fair, and strategically aligned
process.

8.8 Role of the Strategic ROl Matrix™ vs. Enterprise View

The Strategic ROl Matrix™ supports decision-making only. It ensures that initiatives are
prioritized based on ROI, feasibility, quadrant balance, and strategic alignment. The Matrix
does not display realized value, variance, or actual performance over time.

Those elements belong to the Enterprise View, which provides:
o A capital flow overview (“value expected - value created - value captured”)
e DPlaccuracy insights
¢ Variance patterns
e Portfolio coverage across KPls
e Multi-cycle strategic learning

By design, the Strategic ROl Matrix™ remains a pure decision engine, while the Enterprise
View provides the system-level perspective required for strategic portfolio governance.
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Portfolio Balance & Strategic Alignment

One of the greatest strengths of the Strategic ROI Matrix™ is its ability to reveal how the
organization is actually investing—not how it believes it is investing.

Most enterprises assume they are balanced across strategy, efficiency, customer value, and
capability building.
In reality, portfolios are often skewed, reactive, or misaligned with strategic objectives.

The Strategic ROl Matrix™ makes this visible and correctable.

9.1 Visualizing the Enterprise Investment Landscape

When all initiatives are mapped to the matrix, executives see:
¢ What percentage of value sits in each quadrant
e Whether strategic priorities are reflected in the pipeline
¢ Which areas dominate the investment agenda
e Whether customer value and market differentiation are underrepresented
e How much funding goes into internal vs. external impact
e The balance between immediate returns and long-term capability building

For most organizations, the results are surprising.

9.2 Common Portfolio Imbalances

Enterprises frequently discover one or more of these patterns:
1. Overinvestment in Operational Efficiency

This is the most common imbalance.
Nearly half of all initiatives in many organizations fall into internal efficiency improvements,
leading to short-term gains but long-term strategic stagnation.

2. Underinvestment in Organizational Capabilities

Modernization, data governance, skills, and foundational capabilities often receive
insufficient funding because their benefits are longer-term.

3. Strategic Blind Spots in Market Differentiation
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Customer experience, service innovation, and value proposition improvements are frequently
deprioritized because they are harder to quantify financially.

4. Reactive Investment in Sales & Service Performance

Revenue-facing investments may fluctuate unpredictably based on market pressure, rather
than consistent strategy.

The matrix exposes these blind spots with clarity.

9.3 Ensuring Strategic Coherence

Executives use the Strategic ROl Matrix™ to align investments with enterprise strategy.
For example:

o Ifthe strategy emphasizes customer experience, the portfolio should show strong
representation in Market Differentiation and Sales & Service Performance.

o If modernization is critical, Organizational Capabilities should show sustained
investment.

o Iffinancial discipline is required, Operational Efficiency should contribute
measurable short-term impact.

The matrix becomes a mirror held up to the enterprise.

If strategy and investment do not match, leaders know immediately that something is
misaligned.

9.4 Portfolio Rebalancing During Decision Cycles

During steering meetings and prioritization cycles, the matrix supports:
e Identifying underfunded strategic domains
e Challenging overconcentration in one quadrant
e Ensuring cross-quadrant complementarity
e Balancing innovation vs. efficiency
e Strengthening long-term competitiveness

e Managing risk through diversification
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Rebalancing is not about equal distribution—it is about intentional distribution that reflects

strategic ambition.

9.5 The Prioritization Matrix

When DPI scores are overlaid on the quadrants, executives gain an even clearer

understanding of where:

High-value, high-feasibility initiatives sit

Strategic investments require support even if DPl is moderate
Low-feasibility initiatives need rework or sequencing

Quick wins can unlock short-term financial benefit

Strategic initiatives must be protected

This combination—quadrant mapping + DPl—creates a comprehensive executive decision

tool.

9.6 Benefits of a Balanced Portfolio

Organizations that manage their investments using the Strategic ROl Matrix™ experience:

Stronger strategic alignment

More stable long-term competitiveness

Healthier balance between efficiency and innovation
Better customer and market positioning

A more resilient change and transformation agenda
Increased clarity in investment trade-offs

Higher credibility in governance and capital allocation

Balanced portfolios outperform unbalanced ones not by chance, but by design.
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Using the Matrix in Steering Committees & Investment
Decisions

Steering committees are most effective when decisions are fast, structured, transparent, and
strategically aligned.

Yet in most enterprises, the capital allocation process is slow, narrative-driven, politically
influenced, and inconsistent.

The Strategic ROI Matrix™, operationalized through Thorec?®, transforms governance from a
slow, manual, presentation-driven ritual into a high-speed, high-clarity decision engine.

10.1 Bringing Structure and Clarity to Decision Meetings

With the matrix, decision-makers instantly see:
¢ Whattype of value an initiative creates
¢ Whetherimpactis strategic, monetary, or both
¢ Which quadrant(s) the initiative contributes to
¢ How strong the value case is
e How feasible the initiative is to deliver
¢ Where it fits within the broader portfolio
e Whether it aligns with enterprise strategy

This eliminates ambiguity and focuses leadership on the decisions that matter.

10.2 A Standardized, Repeatable Decision Flow

Thorec® provides a complete end-to-end flow that removes variability:
1. Initiative is modeled with Drivers & KPIs
2. Baselines are set
3. Impact ranges (min/expected/max) are provided
4. KPIValue Rows calculate MROI and SROI
5. Feasibility score is added
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6. DPlis generated
7. Initiative enters the Prioritization Matrix
8. Portfolio balance is reviewed

9. Decision is documented with full traceability

Every initiative is evaluated with the exact same structure, reducing bias and promoting

fairness.

10.3 Eliminating Narrative-Driven Decision Making

Traditional governance relies heavily on:

e PowerPoints

¢ Negotiation

o Political influence

o Storytelling strength

¢ Departmental lobbying

e Custom spreadsheets

e Inconsistent ROI calculations
These introduce friction, delay, and subjective outcomes.
The Strategic ROl Matrix™ eliminates this by:

e Standardizing the value model

¢ Making assumptions transparent

e« Ensuring each initiative follows the same logic

e Providing comparable metrics for evaluation

¢ Reducing narrative influence and internal politics

Decisions become data-driven and impartial.
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10.4 Prioritization and Funding Bands

DPI provides a clear, comparable priority score (1-25).
Initiatives naturally fall into:

e Now — high value, high feasibility
¢ Soon— highvalue, moderate feasibility
o Later —foundational or lower value initiatives
e Not Now —insufficient value or low feasibility
Funding bands replace subjective discussions with structured logic that executives can trust.

DPI is used exclusively for prioritization inside the Strategic ROl Matrix™.

Once decisions are made, DPl is not revised or compared against realized value.

Any evaluation of decision quality, including the Decision Accuracy KPI, is shown only in the
Enterprise View, not in the Matrix.

This separation ensures:
¢ DPlremains a stable and transparent decision input
e« Executives can evaluate decision quality without retroactively altering scores

e Governance maintains both speed and integrity

10.5 Managing Strategic Trade-offs with Clarity

The matrix enables leadership to understand trade-offs between:
e Short-term financial value (MROI)
e Long-term capability and differentiation (SROI)
¢ Internalvs. external impact
e Efficiencyvs. innovation
¢ Modernization vs. customer experience

The model makes these trade-offs explicit, allowing for principled decision-making.
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10.6 Strengthening Governance and Accountability

The Strategic ROl Matrix™ ensures governance integrity:
e Decisions trace back to a standardized evaluation
e Everyassumption is visible in KPI Value Rows
¢ Rejected initiatives have documented rationale
¢ Resubmissions follow a formal revision path
« Portfolio-level reporting reflects actual decision logic

Executives gain trust and visibility into the entire pipeline.

10.7 Accelerating Decision Cycles

Traditional governance often takes weeks or months because:

e« New initiatives must be collected

e PPTs must be prepared

¢ ROl models must be rebuilt manually

o Stakeholders debate assumptions

¢ Committees re-run analyses or request new versions
The Strategic ROl Matrix™, embedded in Thorec®, removes this friction entirely.
Initiative evaluation becomes:

¢ Fast — no manual analysis or PowerPoints required

o Consistent —value logic is standardized

¢ Dynamic —recalculations update instantly

e Comparable — DPI scores and quadrant mapping align all proposals

Decision cycles shrink dramatically because preparation time collapses.
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10.8 Enabling High-Velocity Governance

Speed is no longer a luxury — it is a strategic advantage.
In fast-moving markets, decision latency destroys competitiveness.

Thorec® enables high-velocity governance by providing:

1. Rapid Initiative Collection

Teams enter initiatives using standardized templates—no PPTs or custom business cases.
2. Instant Value Modeling

KPI Value Rows automatically calculate impact ranges and ROI contributions.

3. Real-Time Portfolio Visualization

As inputs change, the Prioritization Matrix and quadrant distribution update instantly.
4. Fast, Repeatable Steering Cycles

Committees can meet more often without additional preparation overhead.

5. Reduced Time From Idea > Approval > Execution

Where traditional approval processes take months, Thorec® enables decisions in days.
6. Strategy That Responds to Reality

When the market changes, governance can change with it—immediately.
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The Strategic ROl Matrix™ Inside Thorec®

The Strategic ROl Matrix™ is not just a conceptual model—it is the value engine embedded at
the core of Thorec?®, the governance infrastructure for modern capital allocation.

Thorec® operationalizes the methodology end-to-end, ensuring that strategy, value,
prioritization, and execution all flow through a consistent, measurable, and auditable
framework.

This section explains how the Strategic ROI Matrix™ drives each stage of the lifecycle.

11.1 The Model Behind the Platform

Thorec® uses the Strategic ROl Matrix™ as the foundation for:
o Strategy decomposition
o KPI classification
e Initiative modeling
e DPI calculation
e Portfolio balance analysis
e Value capture
e Enterprise-wide reporting

Every part of the platform—from data structures to Ul components—is aligned with the
matrix’s logic.

This ensures coherence and eliminates the fragmentation that plagues most enterprise
governance systems.

11.2 Lifecycle Integration

The Strategic ROl Matrix™ powers each step of the capital allocation lifecycle:

1. Strategy > Drivers

Strategy is translated into Drivers that explain the causal logic behind value creation.
This ensures strategic intent is preserved throughout the process.
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2. Drivers 2 KPIs

Each Driver is mapped to one or more KPIs, each classified into a quadrant.
This produces measurable units of value alighed with strategy.

3. KPIs » Initiatives

Initiatives are structured around the KPIs they will improve.
This creates a transparent link between strategy and proposed actions.

4. Initiatives 2 KPI Value Rows
KPI Value Rows quantify impact through:
e AKPlranges
¢ MROI and SROI logic
o Feasibility considerations
e Timingcurves

This replaces narrative-driven business cases with a standardized, data-driven model.

5. KPI Value Rows > DPI
The matrix provides the value profile; DPI provides the prioritization logic.

DPI = ROl Score x Feasibility
Range: 1-25

This scoring makes all initiatives comparable across business units and domains.

6. DPI > Prioritization Matrix
Initiatives are plotted within the Prioritization Matrix:
e High DPI =“Now”

e Medium DPI =“Soon”
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e LowDPI="*“Later”

Portfolio balance becomes visible and governable.

7. Prioritization @ Funding & Approval
Funding decisions are made using:

¢ Quadrant distribution

¢ Feasibility

e Value ranges

e Strategic alignment

e Portfolio gaps and overconcentrations

The matrix ensures decisions are principled, transparent, and traceable.

8. Approved Initiatives > ROl Capture

During and after execution, KPlIs are tracked against baselines.
Captured value updates the enterprise portfolio and improves future modeling accuracy.

9. Enterprise View > Strategic Insight
Thorec® aggregates all data into a unified enterprise view:
o Realized value
¢ Quadrant distribution
¢ MROI and SROI composition
e Deliveryvariance
o Portfolio balance over time
e Organizational learning

Executives gain a dynamic understanding of how investments shape enterprise performance.
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11.3 Why Thorec® Makes the Matrix Operational, Not Theoretical

Many organizations have conceptual value frameworks, but they fail to operationalize them

because:

There is no link between strategy and KPls
KPIs are inconsistently defined

Business cases are built manually

ROl assumptions vary across units
Steering committees rely on PowerPoints

Value capture is optional or inconsistent

Thorec® solves all of these gaps by embedding the Strategic ROI Matrix™ directly into:

Data structures

Ul flows

Governance processes

Value modeling logic

Capture and variance reporting

Portfolio dashboards

The methodology is hot something users learn—it is something the system enforces by
design.

11.4 The Executive Advantage

By embedding the Strategic ROI Matrix™ inside Thorec®, executives gain:

A unified value language across the entire organization
Portfolio views aligned to actual strategic priorities
Faster, higher-quality decisions

Auditable, transparent governance

Improved capital allocation discipline

Increased strategic execution accuracy
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¢ Visibility into where value is being created—or lost

This elevates the enterprise’s ability to govern, prioritize, and grow.

11.5 How the Enterprise View Complements Decision Governance

While the Strategic ROI Matrix™ drives investment decisions, the Enterprise View provides a
long-term view of:

e Whether decisions proved accurate

¢ Whether value was actually created

¢ How balanced the portfolio remains over time
¢ How the organization is learning across cycles
¢ How maturity evolves in capability KPIs

Decision governance happens in the Matrix.
Governance learning happens in the Enterprise View.

This dual-system architecture enables both:
e High-velocity decisions, and
o High-quality strategic learning

without increasing bureaucratic overhead.
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Conclusion — A New Standard for Strategic Value
Governance

Enterprises today face unprecedented complexity.
Competition accelerates, customer expectations evolve, technology landscapes shift, and
the cost of strategic misalighment grows heavier every year.

What organizations need is not more data, more dashboards, or more business cases.
They need a system—a structured way to define value, evaluate opportunities, make
decisions quickly, and measure impact consistently.

The Strategic ROl Matrix™ provides exactly that.
It delivers:
¢ Auniversal language of value
e Acleardistinction between financial and strategic impact
¢ Four quadrants that capture the full spectrum of enterprise value
e Standardized KPI-based value modeling
¢ Aconsistent approach to initiative evaluation
e« Afoundation for objective, bias-resistant decisions
e Aview into portfolio balance and strategic alighment
e Adisciplined method for capturing realized value
But the true transformation comes when this methodology is operationalized.
Thatis the role of Thorec®.

By embedding the Strategic ROI Matrix™ into every stage of the capital allocation lifecycle—
strategy, KPIs, initiatives, DPI, prioritization, capture, and enterprise reporting—Thorec®
delivers a governance infrastructure that is:

e Faster

e Clearer

e More transparent
e More strategic

e More disciplined
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e Built for real-world enterprise complexity

Organizations using Thorec® do not simply approve initiatives more effectively; they become
better at executing strategy, allocating capital, and realizing value.

They move beyond fragmented governance processes and adopt a holistic, rigorous, and
measurable approach to strategic value creation.

This is more than a framework.
Itis the foundation of a new standard for enterprise governance.

A standard where:

Strategy is measurable

e Value is comparable

e Decisions are fast

¢ Executionis aligned

e Impactis captured

e Learning compounds

e Andthe enterprise grows stronger with every investment cycle

The Strategic ROl Matrix™—and the Thorec® platform built upon it—enables organizations to
govern capital with confidence, clarity, and strategic precision.

Itis the next evolution of enterprise value management.
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