
Our Strategic Journey
From Top-Down to Open-Sourced 
Innovation in Corporate Strategy
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About Cobb 
EMC

• Cobb Electric Membership Corporation

• Founded in 1938 

• Not-for-profit Member-owned electric cooperative; governed by elected Board 
of Directors

• Delivering reliable electricity to our members:

• Over 180K members

• 205,000 homes and businesses 

• 5 Metro Atlanta counties

• Distribution system consists of over 9,000 miles of line over 432 square miles

• Owns Gas South, LLC, providing natural gas service to 320,000 customers
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Creating the Strategic View

• In 2014, our Board 
established Strategic 
Initiatives centered on:

• Member Satisfaction 

• Company Culture

• Strategic Initiatives direct and 
inform all other goals from 
CEO down to Department, 
Individual Employees

• In 2017, we revamped our 
Strategic View to include 
more Projects (Initiatives) and 
fewer Goals (Measures) 

Strategic 
Initiatives

CEO Goals

Division 
Goals

Department 
Goals
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The Board’s Vision
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Moving From Goals to Projects
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• 2017

• Began migrating strategic goal data to ClearPoint Strategy in Q1

• Scorecards for Departmental, Divisional and Corporate level 
goals allowed quick access to real-time data

• 2018

• Began to focus on a Project-based business operation, based on 
mandate from new CEO, Peter Heintzelman

• Creation of the IDEA Machine

• Board approved a 3 Year Strategic Plan (2019-2021)

• 2019

• All Projects (Initiatives) and KPIs (Measures) linked to 
appropriate Strategy(ies) (Objectives)



The Strategic Process
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Strategic 
Considerations

• From Board 
Retreat

Corporate 
Strategic 
Initiatives

• Board/Exec. 
Team 
Collaboration

Corporate 
Strategies w/ 
measurable 

KPIs

Projects

CLEARPOINT

3-YEAR INITIATIVE

STRATEGY and KPIs

PROJECTS
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Translating to ClearPoint
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https://app.clearpointstrategy.com/#/index/?scorecardId=111961&object=scorecard&layoutId=219823&periodId=219589


IDEA Machine

• Introduced May, 2018

• Avenue for suggestions 
and innovation from all 
employees

• Greatly improved morale 
at a time of uncertainty 
under new leadership

• Great buy-in company-
wide

• Led to exceptional Ideas 
receiving “Wattee Awards”
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How the IDEA Machine Works

Ideas@cobbemc.com

•Idea sent via 
email or via 
anonymous 
IDEA 
Machines

Idea (Measure) 
Created in IDEA 

Machine Scorecard

Idea 
Rejected

Executive Team 
Reviews Idea

Linked Project 
(Initiative) Created

•Exceptional Ideas 
leading to innovation/ 
process improvement 
receives Wattee Award
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Submitter receives 
Disapproval/ 

Duplicate Idea Notice

Idea Approved
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IDEAs Come to Life

• Recycling Program Idea
• Submitted April, 2018

• Reviewed and assigned
July, 2018

• Bids received and vendor selected 
November, 2018

• Introduction of in-office Recycle 
Bins, Baler and Petroflex Reel
Recycling Program

• Est. savings of
$26,500.00
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IDEAs Come to Life

• Cultural Diversity Expo
• Received July, 2018

• Assigned October, 2018

• Executed May, 2019
• Over 10 Countries represented
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IDEAs Come to Life

• Campus Solar and Battery Storage
• Idea submitted by System Quality and Planning as 

an outgrowth of their BESS (Battery Energy 
Storage System) Initiative

• Has led to multi-year project
• RFP just closed and vendor selection made

• Project involves collaborative efforts from 4 Divisions

• Photovoltaic panels and battery storage to be installed on 
campus to bring us closer to being a net-zero campus
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• Powerful Performance 
Program (P3)

• Annual employee 
incentive program

• Based on Cobb EMC’s 
performance in meeting 
four Critical Success 
Factors

• In 2019, introduced 
“Three Strikes” policy

• Greater buy-in, given 
higher stakes and 
emphasis on exceeding 
objectives

P3
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P3 Guideline Changes in 2019
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Looking to 
the Future
Further eliminating data silos and continuing to 
foster collaboration and innovation

Linking projects highlights everyone’s role in 
success

3-Year Strategic Plan a major factor in long-
term success 

Monetary incentives motivate, and tailored 
payouts motivate even more 

Will continue to report and monitor individuals’ 
contributions to Cobb EMC’s successes
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Questions?


