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The Challenge of Transformation for 
Top-Performing Organisations.

The Challenge:

How can the Senior Leadership 
unleash their organisation to 
achieve Big Fast Results? 

The Answer:

• The Senior Leadership must pursue 
the “Game of Impossible”

• Senior Leadership must insist on a 
“New Way of Working”  
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Transformational Leaders must pursue the 
Game of Impossible.

The “Impossible” is something 
that is impossible based on the 
current way of working  … 

… but can be achieved by 
introducing a new transformative 
way of working.

What is the Game of 
Impossible? 
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10 years of losses was an impossible turnaround
Shell Middle Distillate Synthesis (SMDS)  

1993 2009/101997 2003

RM 1.5 
bil losses

Explosion!.SMDS Inception. .1st Profitable Year. ?

Explosion

• Lost 3 years’ worth of 

production

Premium prices not achieved:

• 80% customers unprofitable

Production below 

target

High debt:

• 75% gearing

• Interest consumes 20% of 

revenue
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Successful Turnaround within 1-year  
Shell Middle Distillate Synthesis (SMDS)  

2003 2004 2005Negative 1.4 Bil

RM10 mil

RM265 mil

RM509 mil

‘93 – ‘02

Profit and 
Loss (RM)
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Transformational Leaders insist on a 
New Way of Working for the Organisation.

A New Way of Working 
entails leaders to:

• Reject a “Business as 
Usual” approach

• Anchor on True North 

• Be uncompromising and 
ruthless in prioritisation to 
achieve the True North! 
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Most countries and organisations produce beautiful plans but they fail to 
deliver on their promises ! 

• Unclear direction, not focused

• Lack of leadership commitment

• High level plans not translated into practical 3-feet 
program

• Rigid implementation

• Silo mentality and work approach

• Public and stakeholder input not adequately heard / 
obtained

• Poor monitoring or results and accountability

• Lack of transparency and resulting in trust deficit
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Common Challenges Faced: 
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LABS

Establish in detail 

what needs to be 

done

OPEN DAYS

Share lab output 

with people and 

seek their feedback

ROADMAP

Tell the people 

what are we going 

to do

ANNUAL 

REPORTS

Tell the people 

what we have 

delivered

VALIDATION

External Validation 

on results achieved

STRATEGIC 

WORKSHOP

To ascertain the 

strategic direction 

required

KPI TARGETS

Setting KPI for 

monitoring and 

tracking

IMPLEMENTATION

Problem-solving               

on the ground 

implementation 

Common Challenges

Unclear direction, not focused

Lack of leadership commitment

High level plans not translated into 

practical 3-feet programme

Rigid implementation

Silo mentality and work approach

Public and stakeholder input not 

adequately heard / obtained

Poor monitoring or results and 

accountability

Lack of transparency and resulting         

in trust deficit
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“A New Way of Working”
The Big-Fast-Results 8-Step Methodology©
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The Big-Fast-Results 
8-Step Methodology.
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The senior leadership team to use the strategic workshop 
to: 

✓ Obtain clarity on the True North (define the 
measurement of success) 

✓ Alignment on Key Priorities across the business 

Step 1:

Hold Strategic & Leadership Workshops

Malaysia’s Cabinet Workshop Lesotho’s Cabinet Workshop
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Sunway 2019 & 2022 Strategic Workshops: 
Declaring the 3X PBT Game of Impossible

716
499

840
625

960 930 859 879 837 915

513

3,000

2010 2011 2012*20132014 2015 2016 2017 2018 2019 2020 2030

2.8 % CAGR (2010 – 2019)

Long term 
target:

3x PBT growth 
from 2019 

(11.4% CAGR))

PBT of Sunway Berhad, FY2010 – YTD2021, targets for 2024 and 2030 
RM Million

• 75 initiatives were originally identified and 
pursued from all 13 Business Units in 2019 

• 63 initiatives were finally adopted after 
revisions in 2022 following the Covid-19 
pandemic 

• The BFR 8-Step Methodology was utilised 
as the framework to achieve Sunway’s 3X 
True North 

Strategic Workshop 2019 & 2022:
Tan Sri Sir Jeffrey Cheah sets Sunway a 

target to increase its PBT from 
RM 915 million to RM3 billion by 2030 
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Step 2:

Conduct Labs

The Senior Leadership team to collaborate and develop 
“3-feet operational plans” to achieve their True North.

Objective: To achieve Big Fast Results ! 

✓ 20 - 50 participants, with Lab sponsors, 
leaders, and facilitators 

✓ Typically 6 - 8 weeks full time 

✓ Conduct analysis, develop solutions, and 
produce detailed implementation plans (“3-
feet plans”)

✓ Syndication, testing, experimentation, etc. 

✓ Exit criteria is approval of Lab 
recommendations 
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We use the Lab as a tool to break siloes and force 
people to work together.

Labs are working sessions attended by key stakeholders to establish implementation 
programmes to detail out what needs to be done – we call them “3-feet-plans”
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Front Page of the New Straits Times, 2005 
Malaysia Airlines (MAS) 
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MAS: Anchoring on Profitability

110,000 flight P&L statements

180 routes losing money52 routes were profitable
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Fixing Unprofitable Routes: 
Because of the SPnL, the Solutions Jumped At Us 

London and Manchester “Kangaroo” Routes Taiwan and Hong Kong

The same two flights across the 

whole year were unprofitable:

Get Rid of Those 

Two Flights! 

Not enough passengers 

boarding flights to AUS/NZ 

Change the 

Schedule!

Not enough planes to 

accommodate high demand

Divert the 

Planes!
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Step 3:

Hold Open Days (Townhalls)

The Senior Leadership team to use Open 

Days/Townhalls to engage key stakeholders to 

secure their buy-ins 
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Sunway 3X Challenge Shield Pledges: 
Signed by All Involved in the 3X Initiatives 

• All BU project owners signed pledge certificates to 
deliver their results stated in the final 3X initiatives 

• The Transformation Office was created and led by 
Sarena and Evan Cheah 

• The Steering Committee regularly held problem-solving 
meetings to improve implementation 

 

Liew Kok Wing 
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Step 4:

Publish a Roadmap

MAS Business 
Turnaround Plan 

NTP: GTP + ETP 
Roadmap 

The Senior Leadership team to use the Roadmap to rally 

the entire organisation to become a high performing 

team
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The Senior Leadership team to make sure that the True 

North is cascaded via KPI targets throughout the entire 

organisation

Step 5:

Set Clear KPI Targets
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Step 6:

Pursue “DMS” Implementation

o it relentlessly…D 

M

S

onitor it constantly…

olve problems recursively…

The Senior Leadership team to use the “DMS” 

methodology for effective implementation  
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Automatic Escalation: Problem solving takes place from the 
working level all the way to the level of the CEO/Chairman.

If not resolved, escalated to the CEO for direct intervention 

If not resolved, escalated to the Manager in charge 

Central Coordinating Team and Project Owner in charge to resolve on a project level

Unresolved issue by Project / Initiative Owner

2 weeks before escalation 

2 weeks before escalation  

Monitored weekly 
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Step 7:

Ensure External Validation

The Senior Leadership team to ensure that all results are 

validated and not “fudged” 
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Step 8:

Publish Annual Reports

The Senior Leadership team to conduct annual appraisals and 

perform reward and consequence management

Potential
Shell: HAIR, CAR 

Performance
Results 

Delivery 

Competency
Knowledge, 

Skills, 
Attitude  

Staff
Assessment
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Big Fast Results Across 
MAS & Sunway.
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Malaysia Airlines Berhad (MAS) 

1-year turnaround to record profit

RM-1.23 bil

20062005 2007 2008 2009 2010

RM-74 mil

RM840 mil

RM264 mil

RM491 mil

RM282 mil

Global

Financial 

Crisis

Record 

High Oil 

Price



MAS was One of Only Three Airlines to Remain Profitable in 2008 
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1) 5-Star Airline Award 

2005, 2006, 2007

2) Best Cabin Staff 

Award 

2006 (Top 3) & 2007 

(No. 1)

3) Global Winner for 

‘Economy Class 

Onboard Service 

Excellence 2006’

4) Best Airline 2006 

(Top 10)

Reader's Digest 

Trusted Brand Platinum 

Award 2008

Best Airline to Asia

Best New Business 

Class Seat

CAPA Airline 

Turnaround of the 

Year 2006 Award

Air Transport World (ATW) 

Phoenix Award 2007

MAS Awards and Recognitions During My Tenure 
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Sunway 2024 Results: 
Record High PBT of RM1.52 billion (53% increase) 

790

1,520

3,000

2010 - 2023 Average 2024 2030

• Record high PBT of RM1.52 billion (53% increase) 

• Surpassed BP target of RM1.12 billion 

• Sunway continues to win many awards 

Group Record!

2030 3X Target

14-year Average
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Sunway 2024 Results: 
Rocketing Share Price & Market Cap  

• Sunway’s share price improved from RM1.50 
to peak RM5.06 and emerged as once of the 
highest performing stocks in 2023/2024

• Sunway Healthcare divestment (16%) to GIC 
and IPO boosted market sentiment 

• Market Capitalisation: 

• Sunway Group: RM27.7 billion 

• Sunway Construction: RM4.8 billion

• Sunway REIT: RM6.3 billion 

1
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THE GAME OF
IMPOSSIBLE

GO
I

The Game of Impossible

The Game of Impossible

@thegameofimpossible

@thegameofimpossible

NEW EPISODES EVERY FRIDAY, 
6AM

33.5K YOUTUBE SUBSCRIBERS

74.4K TIKTOK FOLLOWERS

63.6K IG FOLLOWERS

THE GAME OF
IMPOSSIBLE

GOI


