Strategic Planning: A Map tor Your Business
PART TWO: VISION & GOALS
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PART 2: VISION & GOALS

In the Self-Discovery section, you focused on purpose and values, based on what you believe is most
important to you personally. In this section, you will be shifting gears and focusing on Vision & Goals from

the perspective of your business needs.

A key distinction of our Strategic Planning process is shown in the pyramid at the right, where Purpose

and Values reside above Vision and Goals, making clear their priority in planning and execution.

Our system seamlessly integrates personal beliefs and values with business priorities to create

sustainable and effective planning that works for your business and for your life.

Creating Your Vision

Stated simply, a vision is a picture in your mind of

Purpose

a desired end state. T
“The Reason | Exist” P2
Values ‘ By getting clear in your head and on paper
“What'’s Important to Me" your highest “end” goals, setting about
- executing the vision is a whole lot easier.
Vision o ,
Let’s say that your vision is to build
“The Big Picture of what | want to Achieve” your own house. What's the first
» ‘ step? You discuss with your architect
Major Goals | what you want to see and make
“Bold Steps with From/To Gap by When” some blueprints, right? You don't
: just bring in the construction
Action Plans ‘ ; team and get at it, do you?

“Daily Actions and Steps | take by When” S0 why in the world don't

we do that in our lives?
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Assignment #4: Recording Your Vision

So, getting about it is quite simple. What are YOU here to do? What is the

Big Picture of what you want to achieve in life? We all have one. What's yours?

Stuck? Write down the question: “What is my specific vision for my life?”
“What is the picture in my head of what my ideal business will look like two

years from now?”
“What is my dream for my business?”

Now, just write!

| Dream of a Business where...

What one 2hing could
yvou do in your
personal and
professional lite ¢hdad,
i you did on a regedar
basis, woeld make a
Zremendous positive
difference in your

life? "
~ Stephen R. Covey
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Assignment #5: Assessing Current Reality using the SWOT Format

The work you have done to this point has asked you to intentionally focus on your strengths and
desired values in order to create a purpose/vision that is positive and aspirational. Now it is time to take a

look your current reality; challenges and issues you may face as you live out your purpose/vision.

Below is a typical SWOT analysis form that may be very familiar to you. It is used extensively in
business planning. Its value lies in understanding that opportunities come from better understanding

your vulnerabilities and those things that could threaten your pursuit of your vision.

As you complete each part of the SWOT below, think of these areas in terms of your purpose/vision

above. If that is business oriented, make this list one that focuses on the business. If you need more space,

write on the back of the page!

Strengths Weaknesses Opportunities Threats

Assignment #6: Clarifying your Big Issues

The work you did on your SWOT was intended to help you focus on the issues and opportunities that
arise from acknowledging threats and weaknesses as well as strengths. Go back over the SWOT, and let it
tell you, as you study it, what is the OBVIOUS issue you should be working on. For example, Is it your

quality? Is it your marketing? Is it your employees? Is it your own discipline as owner/leader?

The following is a helpful chart in thinking about issues that affect many companies. Consider using it
for capturing and prioritizing the three issues you want to work on. By the way, these issues should be
listed by order of biggest issue first. Once you have your plan built and you are executing and completing
actions effectively on your biggest issue , then depending on time and resources, consider adding the
second and third.
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General Examples of Big Issues
Money Adequate funds available and budgeted?
means Systems, technology, facilities?
time: Sense of urgency, availability?
knowledge: Information, skills, training?
culture: Embrace/encourage the change?
management: Leadership, communication?
support: Suppliers, consultants, others?
research: Available, must be created?
product: Adequate, needs improvement?
customer: Demographics, psychographics?
competition: Strengths, weaknesses?
market: Trends, segments?

If, after reviewing your SWOT and the chart above, you still are not sure and would like some clues,

answering these questions will get you thinking...

If | were my competitor, how would | put (me) out of business?

What changes in the industry would obsolete our products/services?

If a good customer of ours were to take his/her business elsewhere, what are the reasons?
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Ifwe had a magic wand and could change something about our company, what would it be?

Where are we most vulnerable as a company?

Effective Goal Setting

Now that you have identified your major issues, we turn our attention to effective goal setting and
follow-through. Setting effective goals stem from the ability to “flip” a problem or issue into an
opportunity. As you think and plan, remember that you will always want to be answering the question, “In 6
alignment to my personal purpose and values, and my business vision, what do | want/need to e

accomplish, by when?”.

We support your choice of goals driven by your personal purpose and values, or from your business
vision. That way, the major goals you will set for what you want to be are never compromised by what you
want to have and do. We honor equally personal purpose and values goals aimed at seeking meaning and
significance, along with business goals aimed at success and achievement. This way, you can be certain
that your passion to live with purpose and core values will never be upstaged by your goals for success

and achievement.

Here are four important ingredients that insure that the goals you set in your planning process are

worthy and motivate you to achieve them.
When crafting goals, they need to be:
1. Aligned... Driven by your purpose, values and/or vision

2. Opportunistic... Derived from your biggest issues, but reworded as opportunities

w

Action-packed... Begins with action verb

4. Tension-filled... Closes the gap between current state and future state
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Assignment #7: Turning Big Issues into Big Goals

In the next step, we want to help you “reword” your Big Issue, so that it becomes an opportunity for

you to put into action. The chart below is useful because it provides examples of how issues can be

reworded as goals. When we do this, we change our perspective from seeing issues as problems to seeing

issues as opportunities and/or goals. Once you select the issues you want to resolve, use these examples to

help you reword yours!

My Big Issue

Re-worded as a Big Goal

Lack of urgency

Foster a sense of urgency

Rampant complacency

Reward "proactive risk taking"

Inadequate sales and marketing

Stimulate customer demand and make sales people
more productive

Unproductive employees

Establish pay-for-performance incentives

Declining profits

Motivate employees to act like owners

No time

Maximize lost time every day

Notice that above, the Big Goals always begin with an action verb. This is very important, because it

gets the goal moving right away! Below, list your biggest issues, and then re-word them as opportunities.

My Big Issue:

Re-worded as a Big Goal

1

2

3

Step 3. Creating Tension-Filled Goals

Now that you are getting the hang of creating Big Goals, we have a final exercise that will add creative

tension to your goals, and make them time-sensitive. We give a goal tension when we define the gap

between the current state and future desired state. We make a goal time-sensitive when we establish a

measurable time expectation or due date.

By crafting your goal to begin with an action verb, and including a from/to state, you create the

tension you will need to be consistent and proactive about following through. Here are several examples:
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Action Verb
Rebuild
Grow
Craft
Improve
Reinvent

Change

Now it's your turn. Using the re-worded Big Goals you crafted above, complete your goal statements in

Goal Subject
Relationship
Profitability
Brand
Productivity
Quality
Accountability

From
Independent
Insufficient
Zero
Insufficient
Medeocre

Reactive

To
Interdependent
Adequate
Competitive
Excessive
Best Practice

Proactive

the chart below. For each goal, make sure you have included an action verb and a From/To state.

Action Verb

You are finished with your Pre-Work! Please bring these materials with you to class on February 23rd!

Goal Subject

From

YOU WILL BE PROVIDED THE REMAINDER OF THE MATERIALS IN CLASS!

To
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