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Abstract 

Today’s business world is more complex and fragmented with new underlying terms and concepts. As such, 
organizations are forced to understand the dynamics shaping today’s fuzzy world. Government organizations amid 
all this have been facing turbulent times to fulfill their objectives. Existing research that provides qualitative cases 
from governments’ fields of practice is limited and narrowed in scope that is either of academic or commercial 
orientation. This article explores and presents a case study of an innovative strategic organizational development 
framework implemented at one of the most successful organizations in the Middle East, which is also internationally 
renowned for best practices in management and technology implementations. The framework demonstrates the 
overall organizational factors that have been considered as key drivers for organizational performance and excellence. 
Its primary contribution is to highlight the benefits of having the organization’s strategy as the major driver for the 
selection and implementation of different management tools and processes to improve organizational performance 
and excellence. The framework represents a structured approach for the development of key management systems to 
accelerate the execution of a long-term strategic plan and the attainment of its expected outcomes, highlighting 
essential focus areas required to maximize organizational effectiveness and maturity. It also serves as a guide for 
organizations in developing and/or enhancing existing organizational management practices.  

Keywords: Organizational development, Strategic planning, Strategic framework, Organizational excellence, Public 
sector strategies  

 
1. Introduction 

Organizations today face an ever-changing landscape of macroeconomic realities (Accenture, 2013). Industry trends 
and internal challenges are forcing organizations to radically rethink their business and operating models to be better 
aligned with the changing world and capitalize on value-generation opportunities (ibid). Among the many 
approaches to address such challenges is the application of strategic planning and development. From a macro 
perspective, the formal appearance of strategies in businesses was in the early ‘60s. The strategies focused on needs 
related to survival in the face of tough competition and were driven by profit needs amid rising operational costs. 

Strategy in governments is a recent phenomenon though and has become an important fundament to address the 
changing dynamics of governance in the government business. However, research studies of the past 30 years 
revealed that more than two-thirds of strategies fail (Branston et al., 2009; Chapman, 2002; Devarajan and Kanbur, 
2012; Heeks, 2003; Winston, 2006). In fact, others who have investigated strategy implementations found this to be 
more alarming, with an 80-90% failure rate. Another study found that from 2000 to 2010, less than half of U.S. 
start-ups lasted more than 3 years (Cespedes et al., 2013). Fewer than 6% of surveyed organizations reached more 
than $10 million in revenue by 2010 (ibid.).  

Overall, the literature showed that corporate history is fraught with stories of failure. While reasons abound, failures 
are a fact, faced both in the corporate and the government sectors. There are many reasons behind such failure stories. 
Figure 1 depicts survey results of a study carried out in Europe that is very relevant to both the public- and 
private-sector organizations even today. Decades of research reports that most organizations fail at strategy 
implementation (Mass, 2014). 
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This article attempts to add to the limited knowledge repository in this critical field of practice by exploring and 
presenting a case study of an innovative strategic organizational framework implemented at one of the most 
successful organizations in the Middle East, Emirates Identity Authority (Emirates ID), which is also considered as a 
renowned international benchmark for best practices both in management and technology implementations. The 
framework demonstrates the overall organizational factors that have been considered as key drivers for 
organizational performance and excellence at Emirates ID.  

The primary contribution of the framework is argued to highlight the benefits of having the organization’s strategy as 
the major driver for the selection and implementation of different management tools and processes to improve 
organizational performance and excellence. The primary framework represents a structured approach for the 
development of key management systems to accelerate the execution of a long-term strategic plan and the attainment 
of its expected outcomes, highlighting essential focus areas required to maximize organizational effectiveness and 
maturity. It also serves as a guide for organizations in developing and/or enhancing existing organizational 
management practices. 

This article is structured as follows. In section 2, the methodology followed in this research is described. In section 3, 
background information about Emirates ID is provided. Section 4 represents the main body of this article where the 
organizational strategic framework is presented and discussed. Section 5 depicts the strategic results achieved by 
Emirates ID after the implementation of the framework. The article is then concluded in section 6. 

 
2. Research Methodology 

Organizations today are driven by strategy. In this context, the purpose of this study was to (1) explore the literature 
to understand the availability and role of strategy management in organizational development and (2) describe how a 
strong strategy management framework is implemented in government organization development. 

Action Research methodology is primarily adopted in this study, leveraging the author’s position as the head of the 
organization used for the case study and the author’s experience of guiding the organization through three successful 
strategy cycles. This is complemented with the case study as an example to demonstrate the findings. It is a 
characteristic of action research that the participants or ‘practitioners’ as well as the researchers participate in the 
analysis, design, and implementation processes and usually add as much as the researchers to any decision-making 
(Harrison and Callan, 2013). As a close participant in the strategy formulation and the monitoring of the strategy 
implementation, the author has had the opportunity to continually test the framework—change, update and fine tune 
it—so that the test and the research questions are developed. 

This research is intended to provide new data and information for the practitioners from first-hand experience, where 
the researcher studies the environment not as an independent outside observer, but as an insider and part of the action. 
This is then presented as a case study as an observer, providing the best of two methodologies for objective 
presentation. The contextual nature of the case study is illustrated in Yin’s definition as an empirical inquiry that 
“investigates a contemporary phenomenon within its real-life context and addresses a situation in which the 
boundaries between phenomenon and context are not clearly evident” (Yin, 1993). 

As stated, the purpose of this article is to create a better understanding of how strategy management is being pursued 
in government organizations for their development. This entailed conducting a detailed study of the context and the 
processes of implementation, as well as the change resulting from the implementation process. Such a focus led to 
the adoption of an interpretive stance, which seeks to uncover truth by understanding the phenomena in their real-life 
context (Walsham, 1995). The selected organization was one of the most successful government organizations in the 
United Arab Emirates (Emirates Identity Authority), especially considering the accessibility and proximity of the 
researcher within the organization. 

Single case studies have been under criticism based on the fact there is little basis for scientific generalization. 
However, there are several rationales for a single case research. The first rationale for the single case is that it 
represents the critical case in testing a well-formulated theory and the second may be that a single case may represent 
an extreme or unique case that is worth documenting and analyzing, and the third rationale is the revelatory case: The 
revelatory case exists when a phenomenon not previously accessible to scientific investigation is revealed. This paper 
alludes to the third rationale of revelation. 

The selection of the organization was based on two issues—one was accessibility and second was that it is a 
renowned organization of international repute with several awards in organizational excellence. The research design 
for this study is a descriptive and interpretive case study that is analyzed through qualitative methods. Data collection 
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was done through both secondary and primary sources. Primary data sources included participation observation, 
group discussion, which provided face-to-face contact with the actors in order to explore and probe responses. 
Secondary data sources mainly covered publications and technical documentation analysis. Literature review 
provided an essential content preparation of this research article, which helped to provide an overview of the 
research field and practices and enabled cross-checks between the case study and literature findings. 

 
3. Emirates ID and Strategy: A Background Note 

Emirates Identity Authority (Emirates ID) is a federal government agency established in 2004 in the United Arab 
Emirates (UAE). The main objective of the organization was to develop a national identity management 
infrastructure that provides advanced mechanisms to identify and authenticate and thereby assert personal identity. 
This in turn is envisaged to contribute toward UAE government 2021 goals of enhancing national and individual 
security and digital economy development (e-government transformation and e-commerce). 

Although the organization was constituted with a clear mandate and charter, it did not have an official operating 
strategy in the first two and a half years of operation, and the 2007-2010 strategy represented the first strategy cycle 
since its establishment. The strategy planning team in general assumed a smooth journey, but the execution was 
found to be bumpy. It was not until 2009 that the organization realized the strategy was not on track: it found that it 
had achieved less than 20% of its set objectives. After a change in higher management teams in mid-2009, the 
organization developed a new strategy with more ambitious goals and objectives. 

The new management team derived a carefully developed strategic plan that incorporated different smart measures to 
ensure a smooth journey this time. However, the journey once again had many ups and downs and faced even more 
complex challenges. Despite all this, Emirates ID was able to fulfill its strategy and positioned itself as one of the 
most successful organizations in the country, with renowned international reputation in strategic planning and 
corporate excellence. Arguably, Emirates ID must have been following a prescription that was maintained and 
sustained throughout the design and execution of its organizational development strategy. We shall attempt to explore 
the framework adopted and discuss its components in the following section. 

 
4. The Strategic Framework at Emirates ID 

Let us examine this prescription that has won the organization such accolades. Figure 2 depicts an overview of the 
strategic framework developed and implemented at Emirates ID. In principle, the framework consists of three circles, 
each of which represents a set of functions. The inner circle (Tier 1) represents the primary performance dimensions, 
directly derived from the long-term strategic planning guidelines and balanced across the different (yet 
complementary) organizational perspectives. The middle circle (Tier 2) deals with key foundational capabilities that 
represent the backbone of the management approach, complemented by differentiation capabilities that have 
supported the organization to develop and sustain superior performance. The third circle (Tier 3) deals with 
dimensions related to communication and leadership, key success factors to the proper execution of the strategy. 

As depicted in the framework, it has two guide handles: results and innovation. These two handles were seen as key 
enablers and the necessary rudders to keep the organization focused. The results handle represents the organizational 
culture at Emirates ID—an orientation that focused largely on outcomes with outputs tracked as milestones. “What 
do we want to accomplish by doing this? How can we make it happen? What do we have to do now to get it done?” 
These were simple questions that higher management tended to regularly ask. With such orientation, higher 
management teams tended to see the end result and always looked for the fastest way to get there. Not surprisingly, 
this represented the strongest handle that supported the organization to ‘fly’ toward the desired strategic results. 

The other handle represents ‘innovation’ that basically fuelled the implementation journey to go the extra mile and 
accelerated the progress. Investment in innovation contributed to the realization of drastic improvement in efficiency, 
effectiveness, productivity, and overall differentiation and competitiveness. Innovation enabled the organization to 
see the implementation through a different lens. Emirates ID has put innovation at the center of its culture and as a 
means to constantly discover better ways of doing things; more productive, more responsive, more inclusive, and 
even more fun. (Note 1) (See also section 4.2.5). 
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including the preparation of many analytical and review studies to provide in-depth understanding of the Emirates 
ID’s potential for further development. These studies were both scientifically and practically approached to critically 
evaluate required outcomes. The process defined various criteria and controls to ensure the integration and 
consistency across the activities and projects as well as the achievement of goals and objectives. It took into account 
the main challenges and lessons learned from the earlier strategy work. The phases of strategy development included 
a series of key controls: 

 Compliance of Emirates ID’s mission with the vision and strategy of the federal government; 

 Establishing Emirates ID’s Vision based on its Mission;  

 Identifying organizational values to support the achievement of Emirates ID’s objectives; 

 Determining strategic objectives and translating them into a Strategy Map; 

 Defining strategic performance indicators for each strategic objective; 

 Developing a number of initiatives and programs to meet the targeted objectives; 

 Setting projects to implement the adopted initiatives and programs; 

 Cascade objectives, targets, and projects across Emirates ID’s organizational units; and 

 Setting operational performance indicators for projects. 

In the first stage of the strategy development process, Emirates ID examined and reviewed the components of the 
federal government’s strategy stemming from the UAE Vision 2021 as a springboard for Emirates ID’s strategic 
objectives. Emirates ID then identified the components and objectives relating to its own activities. Prior to defining 
the Mission, Vision, and Strategic Objectives, several assessments were made to identify where the previous strategy 
was succeeding and where there were any gaps. Emirates ID used PESTLE analysis to identify a series of political, 
economic, social, technical, legal, and environmental indicators and factors that could influence its strategy. These 
factors were then entered in the second half of the SWOT analysis (Strengths, Weaknesses, Opportunities and 
Threats). 

The Federal Government Vision 2021 offered a clear overview of the external environment and how it would impact 
future development and initiatives. As a federal government entity, Emirates ID drew on this vision and the future 
opportunities and threats it encompasses. Emirates ID also sought to analyze the internal environment based on 
organizational best practices, “brainstorming,” and “work groups” to identify strengths and weaknesses. 

The experiences and practices of other countries were also used as international performance benchmarks. Emirates 
ID recognized the importance of drawing on the experiences and practices of other countries in implementing 
advanced identity systems in its search for cutting-edge inputs and approaches for building and formulating the 
outcomes targeted by its new strategy. Emirates ID was also determined to study the needs of all stakeholders and to 
involve them in the creation of its strategy.  

Emirates ID also worked systematically to strike a balance between the needs and expectations of the various 
stakeholders in order to achieve positive outcomes for all stakeholders. All this constitutes imperative inputs for 
defining the general objectives of our strategy and to pinpoint the projects and initiatives that will enable the 
authority to achieve its strategic aspirations.  

Emirates ID adopted a scientific approach in creating its vision and mission; expressing concisely and clearly its 
ambition, key message, and role in the community as well as its future aspirations. As indicated earlier, Emirates ID 
was keen to address all key stakeholders in the formulation of its vision and mission. The authority chose the 
wording carefully and weighed the possible implications of each term to make sure that the content was 
comprehensive, clear, and easy to understand by all concerned parties. 

Emirates ID also recognized the centrality of corporate values and principles in building an optimal and effective 
work environment. These values and principles were management tools that created bonds between the organization 
and its staff. These values were seen as a driving force for the creation of a united corporate culture that channels 
human potential toward achieving the strategy’s targeted outcomes.  

As such, Emirates ID defined five corporate values as the foundation upon which its activities shall be built. These 
values were the moral code that guided performance and conduct as well as occupational and human relations within 
Emirates ID. The authority also worked toward instituting practical and realistic programs to consolidate these values 
in everyday activities. The different programs served as supportive management approaches (management through 
values and principles), which Emirates ID followed to reinforce the capacities of its staff in understanding, 
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A wide variety of internal and external stakeholders were part of the planning process as the authority actively sought 
to engage stakeholders, build partnerships, integrate initiatives, and showcase the results. Most importantly, the 
engagement activities helped define and redefine strategic and operational priorities, assign responsibilities, mitigate 
risks, establish accountabilities, improve productivity, and resolve conflicts. Nonetheless, engagement was 
challenging as it required significant communication and commitment from all parties. 

4.3.5 Project Management: Portfolio Management 

Particular attention was given to how projects were managed. A Project Office was formed to monitor projects that 
reported to the Management Board, while the overall management of projects was left to the appropriate departments. 
Projects were typically analyzed and prioritized based on their relation to strategy objectives, expected benefits and 
costs, resource consumption, and other priorities within an organization’s wider portfolio of projects. Enterprise 
project management software was used.  

The project-management office provided capabilities for issue resolution and risk mitigation, as well as the 
centralized visibility to help planning and scheduling teams to identify suitable approaches to deliver projects and 
programs. Project and Portfolio Management helped the organizations gain visibility and control across all work, 
enhancing decision-making, improving alignment with business strategy, maximizing resource utilization, and 
enhancing project execution to optimize ROI. 

4.3.6 Performance Management: Reporting Systems 

Performance management is the process of creating a work environment or setting in which people are enabled to 
perform to the best of their abilities. Management teams spent sustainable amounts of time in defining, tuning, and 
re-tuning key performance dashboards. This supported the organization in making daily decisions and addressing 
challenges as they arose. The primary tool used to support performance management was a Balanced Scorecard.  

This supported the organization to align strategic objectives on departmental and individual levels. It facilitated 
effective delivery of strategic and operational goals by following a very structured framework to develop, implement, 
and cascade the strategy according to the Best Practice Balanced Scorecard Methodology. 

Emirates ID’s performance-management approach was applied in a way to drive the organization toward the defined 
strategic direction and to link it with day-to-day activities. A strategy cascading architecture was conceived to align 
the different departments of the organization to the corporate strategy. The corporate strategic objectives were 
cascaded throughout the organization as each department defines its internal objectives based on the strategic 
objectives of the organization. This structured framework ensured explicit linkages between every level of the 
strategy, from the vision all the way down to activities; hence providing a coherent road map to deliver Emirates ID’s 
mandate. 

4.3.7 Review & Monitoring: Management Meetings  

A key factor behind the strategy success at Emirates ID can be represented in top management’s commitment to 
make the strategy a ‘perpetual transformational machine.’ The higher management met on a frequent basis to discuss 
performance and organizational issues. These meetings were headed by the Director-General and one of Executive 
Directors in his absence. At the beginning of each year, Emirates ID’s Management Calendar was developed around 
three major performance review forums: 

 Bi-weekly operational review meetings that discuss issues involved in daily operations monitored progress 
of operational KPIs, projects, and action plans, and promoted continuous improvement.  

 On a quarterly basis, strategy review meetings were held to assess and discuss the evolution of the Strategic 
Plan and the overall performance of the organization. During these meetings, the management team 
fine-tuned strategic targets and initiatives and made any required midcourse adaptations to the strategic 
plan.  

 Finally, a strategy refresh meeting at the end of each year reviewed overall annual performance of the 
organization, rethinking the strategic assumptions and updating the Strategy Map & Balanced Scorecard 
accordingly. 

The main purpose of these management forums was to ensure that strategy execution was proceeding as planned, 
analyze the reasons behind deviations, provide recommendations to improve performance, and make decisions on 
corrective actions. The key driver of management decisions within Emirates ID were the recommendations made by 
managers based on periodical analysis and reporting of performance indicators and initiatives defined at each 
organizational level.  
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A formal reporting process followed every month, where each manager updated the status of the KPIs and Initiatives 
under his or her responsibility and made a detailed analysis on the evolution and proposed corrective actions for 
underperforming areas. These analyses and recommendations were consolidated and submitted to the leadership 
team for prioritization of actions and allocation of resources. This represented the last component in the strategic 
framework. The next section will depict the results achieved by Emirates ID through the implementation of this 
framework. 

 
5. Results 

Some of the remarkable results achieved by Emirates ID are depicted in Table 2. 

Table 2. Emirates ID Key Performance Indicators 2009-2013 

OUTCOME KEY PERFORMANCE INDICATORS 
Results 

2009 2013 

#1 Key objective attained (% of population enrolled) 17% 96% (+464%) 

#2 Annual Budget 
Government 

Dependent 

Self-Sufficient from 

2011 

CUSTOMER KEY PERFORMANCE INDICATORS 

#1 Average waiting time per customer in registration centers  60 min 10 min (- 83.3%) 

#2 % of Customer Satisfaction  64% 88% (+37.5%) 

INTERNAL PROCESSES KEY PERFORMANCE INDICATORS 

#1 Average registration capacity at registration centers  3,000 26,911 (+ 797%) 

#2 Average daily registration of residents in the population register 5,926 21,226 (+ 258%) 

#3 Average daily Card production volume 3,636 17,103 (+ 370%) 

#4 Average time required to register a customer  30 min 5 (- 83.3%) 

#5 Average service time per customer in registration centers  90 min 15 (- 83.3%) 

#6 Completion of secure infrastructure for data sharing (%) 44% 61% (+17%) 

#7 % of procedures automated 58% 67% (+9%) 

HUMAN CAPITAL KEY PERFORMANCE INDICATORS 

#1 Job turnover rate for nationals 12% 5% (- 58.3%) 

#2 Employee satisfaction 57% 78% (+36.8%) 

 
Based on these results, Emirates ID Authority was selected as the top performer in many organizational practices in 
the UAE Government Excellence Program for two consecutive cycles of 2012 and 2014. The assessment was based 
on an EFQM excellence model and was conducted by the UAE Prime Minister’s Office. Following are the key 
categories where Emirates ID was recognized in the Government Excellence Program: 

 Best Federal Authority (below 900 employees), 2012 

 Best Federal Authority (above 900 employees), 2014 

 Best Federal Entity in Customer Care and Service Provisioning, 2012 and 2014 

 Best Federal Entity in Organizational Leadership, 2012 

 Best Federal Entity in Human Resources Management Practices, 2014 

 Best Practices in Partnerships, 2012 

 Best Practices in Technical Teams, 2014 

 Best Practices in Knowledge Management, 2014 

Emirates ID today is recognized as an international benchmark for strategic management, organizational 
development, and for innovation in core functions and management systems. It was also considered as one of the 
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Notes 

Note 1. Emirates ID’s mindset has shifted in the recent years toward achieving employees and customers’ happiness 
rather than the term satisfaction. This required the organization to think and implement more innovate strategies.  

Note 2. The EFQM Excellence Model was created in 1991 by the European Foundation for Quality Management 
(EFQM) as a framework against which applicants for the European Quality Award are judged, and to recognize 
organizational excellence in European companies. Nowadays, EFQM brings together more than 700 members 
located in many countries across the world. The EFQM model was developed in 1988 in order to strengthen 
European companies for global competition. It was last modified in early 2013 to reflect the latest developments and 
needs of organizations. This international framework of criteria can be applied to all sectors and is used by more than 
30,000 organizations worldwide to improve their performance and assess their process toward ‘excellence.’ 

Note 3. A value chain is a set of activities that an organization carries out to create value for its customers. Porter 
proposed a general-purpose value chain that organizations can use to examine all of their activities, and see how 
they're connected (Porter, 1985). The way in which value-chain activities are performed determines costs and affects 
profits, so this tool can help organizations identify potential value sources. 

Note 4. IMP³rove® is a unique approach to improving innovation-management performance with sustainable impact. 
It is an initiative of the European Commission to enhance the innovation capabilities of small- and medium-sized 
enterprises. See also European Commission (European Commission, 2010). 

Note 5. Gartner Group predicts that by 2015, gamification will become as important as Facebook, eBay, or Amazon, 
and more than 70% of Global 2000 organizations will have at least one gamified application (Gartner, 2011; Gartenr, 
2014). 

 

APPENDIX-1 

Kotter’s (1996) 8-step change model was used as a high-level guiding tool for change management at Emirates ID. The 
model starts by creating a sense of urgency around a changed idea and moves across various stages of the process, 
ending up with the institutionalization of the change. 
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