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Finn Ritslev 
CEO and Founder 
finn@ritslev.dk 

Freedom2Act 

Freedom2Act Strategy wŜǾƛŜǿϰ 
 

Roadmap to the future 
 

Increased profit  
Χ ǘƘǊƻǳƎƘ ƘƛƎƘŜǊ ŦǊŜŜŘƻƳ ǘƻ ŀŎǘ 
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Facts  

Ernst&Young 

ƴ While 58% of significant negative 
events are due to strategic and 31% 
to operational risks, corporate focus 
is mostly on financial and hazard 
risks! 
 

Copenhagen Business School 

ƴ Half of 160 of the largest Danish 
corporations experienced major 
έǎǳǊǇǊƛǎŜǎέ ǘƘŜ ǇǊŜŎŜŘƛƴƎ р ȅŜŀǊǎΦ 

 

McKinsey Quarterly 

ƴ 30% probability that a company in 
ǘƘŜ ƛƴŘǳǎǘǊȅΩǎ ǳǇǇŜǊ ǉǳŀǊǘŜǊ ǿƛƭƭ ƴƻǘ 
be there in five years! 
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Mission  

ñFreedom2Act Commercial AnalysisÊ  is a means 

to quickly and efficiently identify strategic, 

operational and financial risk areas that may 

prevent a company from realizing its vision and 

reaching its long term financial goals.ò 

 

ñFreedom2Act Strategy ReviewÊ is a method to 

quickly and efficiently identify a businessôs 

significant risk areas and to launch initiatives 

aimed at mitigating  these.ò 
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Strategy Review  

! ǿŀǊǊƛƻǊΩǎ chance of long term survival in war depends not 
only on the strengths and sharpness of his weapons relative 
to the opponents but equally well upon the robustness of his 
armor. 

 

An armor has strong and weak spots. Any weak spot in the 
ŀǊƳƻǊ Ƴŀȅ ƭŜŀŘ ǘƻ ǘƘŜ ǿŀǊǊƛƻǊΩǎ ŘŜŀǘƘ ƻǊ ōŜƛƴƎ ǎŜǊƛƻǳǎƭȅ ƘǳǊǘ. 

 

ñAnalogous to the warriorôs armor  

the óshieldô of a company consists of  

140 critical business aspects.ò 
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Strategy Review  

! ōǳǎƛƴŜǎǎΩǎ άŀǊƳƻǊέ Ŏƻƴǎƛǎǘǎ ƻŦ άǇŀǊǘǎέ ŦǊƻƳΥ 

ƴ Market: customers, competitors, suppliers, agents 

ƴ Resources: human and physical resources 

ƴ Governmental: legislation,  political and economical factors 

ƴ Other stakeholders: owners, lenders, media, trends,  
 pressure groups 

 

As for the warrior, these key success factors are 

critical to your business: 

ƴ Identify and exploit strengths; 

ƴ Identify weak areas and strengthen them; 

ƴ Avoid wasting time and efforts to further strengthen already 
strong positions; 

ƴ Avoid unnecessary risks. 
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Business Development  

òA businessôs strategy should also be aimed at 

reducing its vulnerability towards its surroundings, 

i.e. to increase its freedom to act.ò  
 

 

 

A high freedom to act results in:  

ƴ Increased ability to survive 

ƴ The company survives shocks 

ƴ No single factor from the surroundings may affect the company seriously 

ƴ Robustness 

ƴ Increased ability to growth  

ƴAlways many alternatives 

ƴ Increased profits  

ƴA strong bargaining negotiation position 

ƴThe Power of Good Bye 
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Freedom2Act  Strategy Review Ê 

Methodology and results  
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Methodology  

ƴ LŘŜƴǘƛŦȅ αƪŜȅ ŘǊƛǾŜǊǎά ŦǊƻƳ ǘƘŜ ŎǳǎǘƻƳŜǊΨǎ Ǉƻƛƴǘ ƻŦ ǾƛŜǿ 

ƴ Unique Selling Position vs. Unique Buying Position 

ƴ Competitiness Analysis 

ƴ Identify and evaluate of factors that may affect 
growth potential and limitations 

ƴ There are just any many important decisions made outside as by the company. 

ƴ It is a risk if the other party alone controls the outcome of a relation. 

ƴ Lǘ ƛǎ ǘƘŜ ǊŜƭŀǘƛƻƴǎ ǿƛǘƘ ŀ ōǳǎƛƴŜǎǎΩǎ ǎǘŀƪŜƘƻƭŘŜǊǎ ǘƘŀǘ ŘŜŎƛŘŜǎ ƛǘǎ ǇƻǘŜƴǘƛŀƭ 

ƴ SWOT Analysis 

ƴ Rating of every relation 

ƴ Establish a mitigation plan for identified significant risk areas 
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Stages in a Freedom2Act Strategy ReviewÊ Process 

A Freedom2Act {ǘǊŀǘŜƎȅ wŜǾƛŜǿϰ process consists of two workshops with participation of management and key persons. 

The strengths and weaknesses of the 5-7 most important business areas are identified and appraised through an intensive fact-finding 
workshop. 

The process leads to a collective and realistic recognition of the "as-is" Situation. It concludes with establishing an action plan and a strategic 
catalog with improvements mitigating significant risk areas. Furthermore, the process opens up for new strategic perspectives for the 
businesses. 

Preparations 

The client collects  
key financial 
factors 

Business Map 

Market  
segmentation 

Debriefing 

Summarizing the 
the  strategic 
position 

Interview 

3600  online 
interview 

Fredom2Act 
Seminar 

Focused 
brainstorm to 
improve the 
ōǳǎƛƴŜǎǎΩ Ǉƻǎƛǘƛƻƴ 

+ 

SWOT 
Diagnosis = 

+ 

Strategic Catalog 

Action plan and catalog 
with suggested 
improvements 

Report Check List 

1-2 days workshop: 

      FACT-FINDING 

1 day workshop: 

   RISK MITIGATION 
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Business Map 
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Fact - finding: business mapping  
éOutside- In business mapping ï from a customer perspective  

The fact-finding process starts with a Business Mapping, where we jointly identify major business areas and their mission based on the 
ŎǳǎǘƻƳŜǊǎΩ ƴŜŜŘǎ ŀƴŘ ŘŜŎƛǎƛƻƴ ǇŀǊŀƳŜǘŜǊǎ - and not on who they are.  

Product Groups 
1. 
2. 
3. 

Target Groups 
A. 
B. 
C. 
D. 
E. 
 

Business Area1: C1 
- .... 
Need 
-....  
End-Customer 
- ... 
Geography 
- ... 
Driving Force 
- .... 
Decision Maker 
- .... 
Decision Situation 
- .... 

Business Area2: E3 
- .... 
Need 
-....  
End-Customer 
- ... 
Geography 
- ... 
Driving Force 
-.... 
 
 

 ̧ 
 ̧
 ̧

Direct Competition 
- Unique Buying tƻƛƴǘǎϰ 
-... 
Substitute Competition 
- Unique Buying tƻƛƴǘǎϰ 
- ... 
Budget Competition 
- Sales arguments 
- ... 
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Fact - finding: business mapping  
é The Buyerôs Unique Buying PointsÊ 

Unique Selling Points 

ÅUSP - Unique Selling Proposition  
ÅWhat makes our solution 

indispensable 
ÅWhere do we differentiate 

ourselves against competition 

 
 

Mostly Inside-Out 

The business mapping is conducted strictly from a customer perspective. The result is a segmentation of  the market in mutually exclusive 
groups of customers that share similar behaviors and preferences that interact with one business area.  
Seeing ǘƘŜ ƳŀǊƪŜǘ ǿƛǘƘ ŦǊŜǎƘ ŜȅŜǎ Ƙŀǎ ŦƻǊ Ƴŀƴȅ ƻŦ ƻǳǊ ŎǳǎǘƻƳŜǊǎ ōŜŜƴ ŀƴ έŜȅŜ-openerέ ǘƘŀǘ has revealed new strategic business 
opportunities and better ways to organize sales and optimize internal processes to create more customer value. 

¦ƴƛǉǳŜ .ǳȅƛƴƎ tƻƛƴǘǎϰ 

Qualifying metrics 
ÅWhat one must have to be let in 
 
Differentiating metrics 
ÅThose factors that a customer use 

to decide method and vendor 
 

 
Strictly OUTSIDE-IN 

ñIn order to optimize its opportunities, a companyôs òUnique Selling Pointsò must 

match its customersô òUnique Buying PointsÊò!ò 
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Fact - finding: online interview  
é Identifying Weak Spots and Opportunities 

The second part of the fact-finding is a concentrated and systematic online interview. Information is collected regarding 140 important 
business aspects from market, resources, government and other stakeholders that  control and limit the development of a business.  

The process is supported by a knowledge-ōŀǎŜŘ ŎƻƳǇǳǘŜǊ ǎȅǎǘŜƳΣ ǿƘƛŎƘ ŀǳǘƻƳŀǘƛŎŀƭƭȅ ŀŘŀǇǘǎ ŀƭƭ ǇƻǎǘŜŘ ǉǳŜǎǘƛƻƴǎ ǘƻ ǘƘŜ ŎƻƳǇŀƴȅΩǎ unique 
financial and competitive situation. Questions are posted based upon previous answers. The use of computer technology guarantees a 
comprehensive and thorough data capturing process. Furthermore, it significantly improves efficiency by reducing the time spent collecting 
data by a factor 3-4 compared with traditional methods without sacrificing quality. 

Citation from CEO after his 2nd Strategy Review: 
άThe processes used are down-to-earth, very business oriented, governed by reality rather than theoryέ.  
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Freedom2Act Strategy ReviewÊ  

é the process 

Welcome 

Outside-In 
Business  
Mapping 

Day One 

Interview 
ωBusiness Area1 

Interview 
ωBusiness Area1 
όŎƻƴǘΩŘύ 

Day Two 

Fact-finding Workshop 

Diagnose 

Preparation of 
final report and 
diagnostics 

Report 

Checklist 

2-5 days 

Action Plan & 
Strategic  
      Catalog 

08:30 
09:00 

09:30 

10:00 
10:30 

11:00 
11:30 

12:00 

12:30 

13:00 
13:30 

14:00 

14:30 
15:00 

15:30 
16:00 

16:30 
17:00 
17:30 

18:00 
18:30 

19:00 

19:30 

20:00 

Mitigation 

Action Plan 

3in12 Actions 

ά!ǎ-ƛǎέ Situation 
Debriefing 

Freedom2Act 
Seminar   

08:30 

09:00 

09:30 

10:00 

10:30 

11:00 
11:30 

12:00 

12:30 

13:00 

13:30 

14:00 

14:30 
15:00 

15:30 

16:00 

16:30 

17:00 

17:30 

18:00 
18:30 

19:00 

19:30 

20:00 

Interview 
ωBusiness Area2 

Interview 
ωBusiness Area3 

Interview 
ωBusiness Area4 

Interview 
ωBusiness Area5 

Interview 
ωBusiness Area6 

Perspective  
Megatrends 

Freedom2Act Commercial Analysis Tool 

Draft Report 
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View on Business Development  

The freedom to act  is presented for each analyzed business area. The further from the center the corners are, the better the future 
prospects of the business area. In other words a large and even profile implies a high freedom to act symbolizing the ability of the business 
to withstand forces from the outside. No part of the profile should be inside the red square in the center of the picture. Thus, if any part of 
the profile is inside the red area it means that one or more factors or stakeholders may put the business to a halt. 

A= best 

B= extraordinarily good 

C= very good 

D= good 

E= ok 

F= conditions, which either 
     alone or combined  
     corresponds to a  
     potential fatal threat 

G= two possible  
      fatal threats 

H= worst 
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The Outside World Decides  

Direct competitors 

  Customers 

Substitute competitors Suppliers 

Budget competition   Agents   
Board 

Management 

Organization 

Key Persons 

Rights 

Uninsurred Assets 

Owners 

Banks and lenders 

Accidents & Disasters 

Mass media Season & weather 

Pressure groups 

Trends 

Interest Level 

Exchange Rates 

Infrastructure 

Environment 
Legislation 

Disputes 

Regulation of  

demand 
Regulation of  

competition 

Regulation of  

access to Input Goods 

Working environment 

Political factors 

Subsidies 

Business  

 

Area 
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Diagnose with a 360 0  Perspective  

The diagnosis is based upon the 
answers given during the fact-finding 
process and it identifies and assesses 
those factors, which controls and limits 
ǘƘŜ ōǳǎƛƴŜǎǎΩ ǇƻǘŜƴǘƛŀƭ ǘƻ ŘŜǾŜƭƻǇΦ  

A report includes a comprehensive 
external and internal situation analysis 
and a SWOT analysis of each analyzed 
business area complemented by 
intuitive and communicative graphics. 

The Market 

Customers 
Direct 

Competition 

Substitute 

Competition 

Budget 

Competition 
Suppliers Agents 

Other Stakeholders 

Mass 

Media 

Pressure  

Groups 
Trends 

Weather 

& Season 

Banks &  

Lenders 
Owners 

Rights 

Accidents& 

Disasters 

Un-insured 

Assets 

Organization 

Board 

Management 

Key Persons 

R
e 
s 
o 
u 
r 
c 
e 
s 

G 
o 
v 
e 
r 
n 
m 
e 
n 
t 

Disputes 

Interest Rate 

Currency Rates 

Subsidies 

Work 

Environment 

External 

Environment 

Infrastructure 

Legislation 

Regulation of 

Demand 

Regulation of 

Competition 

Regulation of 

Input Goods 

Political Factors 

P 

E 

S 

T 

E 

L 

McKinseyôs 

7S 

Porterôs Five Forces 
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ωLargest agent sells 
competitive products 

ωCompetitor A has a superior market 
share and financial power in a 
saturated market.  
 

ωFatal dependency of largest customer.   
ωExcessive customer specific stock  

and equipment.  

ωLawmakers intend 
to change the basic 
conditions of the 
industry. 

ωImportant rights  
belong to third party. 

ωNo external board 
members with high  
competences or good 
relevant network.  
ωLack of important  

impulses from board. 
ωBoard relies solely  

on the reporting from  
management. 

ωIncomplete security 
procedures regarding 
sensitive information. 

ωVague strategy and goals.  
ωInadequate procedures and 

systems for control, 
reporting and IT. 
ωNumber of employed not 

well adapted to goals and 
strategy.  
ωTraining is not quite adapted 

the tasks of employees. 

Business 

Area 

Market 

Customers 
Direct 

Competition 

Substitute 

Competition 

Budget 

Competition 
Suppliers Agents 

Other Stakeholders 

Mass  

Media 

Pressure 

Groups 
Trends 

Season & 

Weather 

Banks & 

Lenders 
Owners 

R 

e 

s 

o 

u 

r 

c 

e 

s 

Organization 

Board 

Managing 

Director 

Key Persons 

Rights 

Accidents & 

Disasters 

Uninsured 

Assets 

G 
o 
v 
e 
r 
n 
m 
e 
n 
t 

Disputes 

Interest Rate 

Currency Rates 

Subsidies 

Work 

Environment 

External 

Environment 

Infrastructure 

Legislation 

Regulation of 

Demand 

Regulation of 

Competition 

Regulation of 

Input Goods 

Political 

Factors 
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Competitive Situation  

The Debriefing takes place shortly after the first workshop. 
It consists of a debriefing and a Freedom2Act Seminar and 
establishes a Roadmap to the future. 

The Debriefing highlights the most essential findings of the 
diagnosis supported by highly communicative graphics 
illustrated by the figures of this flyer. The debriefing is 
complemented by a report including a comprehensive 
internal and external analysis of the "as-is" situation and an 
extended SWOT analysis. Each investigated business aspect 
includes a rating of the effect on the company of each 
analyzed aspect, positive as negative. 

Freedom2Act method 

The 
same 

Slightly 
worse 

Much worse 

Slightly 
better 

Much better 

Totally 
superior 

Totally 
inferior 

Customer compares the method 
with doing it in-house 

Ease of 
doing 

business 
with 

Shared 
overview of 
the "as-is" 
situation 

Quickly 
establishment 
of an action 

plan mitigating 
significant 

threats 

Nordic 
Blue-chip 
references 

Effective use 
of in-house 
knowledge 

Value for 
money 

Create 
consensus on 

goals and 
means 

Customer compares the method with 
traditional consultancy 

¢ŀǊƎŜǘ DǊƻǳǇΩǎ Unique Buying tƻƛƴǘǎϰ 

aŀƴŀƎŜƳŜƴǘΩǎ need is to ǊŜŘǳŎŜ ǘƘŜ ŎƻƳǇŀƴȅΩǎ vulnerability to outside factors 
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Strategic Opportunity Map  

The process leads to consensus on goals and means. 
But just as important, it leads to a consolidated 
understanding amongst the participants for the 
background for each action to be taken and the effect 
on the company paving the way for the required 
changes. 

Profile of 
700 
analyzed 
businesses 
 
 
70 in each 
group 

8 

6 

1 

2 

3 

4 

5 

10 

9 

7 

0 1 2 3 4 5 6 -6 -5 -4 -3 -2 -1 

Very High Very Low Freedom to Act  

One or more events may 
 bring the business to an 
 end (high probability) 

One or more events may 
 bring the business to an 
 end (low probability) 

No single event can bring  
the business to an end. 
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Roadmap to the Future  

¢ƘŜ CǊŜŜŘƻƳн!Ŏǘϰ {ŜƳƛƴŀǊ ƳŀƪŜǎ ǘƘŜ ŀƴŀƭȅǎƛǎ 
operational. 

We will, together with the management team, generate a 
an action plan and a strategic catalog through an intensive 
1-day focused brainstorm.  

The action plan determines how to manage the identified 
strategic opportunities identified and mitigating significant 
risks identified by the Freedom2Act Stakeholder Analysis.  

The Strategic Catalog consists of prioritized significant 
problem areas and for each a list of suggestions for 
improvements mitigating the risk; furthermore suggestions 
for how to protect good relations. This establishes a 
foundation for actions to be incorporated in the 
operational plans bringing risk management and strategic 
planning together. 

Significant Threat 3in12 Action Who When 

ƴ Dependency on biggest 
client. 

ƴ Agent working on big 
clients. 

ƴ Substitute competition 
from big clients 

ƴ Revise the go-to-
market approach 
towards big clients 

NN mm-dd 

ƴ Total dependency on CEO 
and key persons. 

ƴ Succession plan for key 
positions  

ƴ Develop stock option 
program for key 
employees. 

NN 

NN 

mm-dd  

mm-dd  

ƴ Accounts receivable 

ƴ Deductable. 

ƴ Interest rates 

ƴ Refinance the 
company 

NN mm-dd  

ƴ Fire ƴ Agreement on 
resource sharing in 
case of disaster 

NN mm-dd  




