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EXECUTIVE SUMMARY
If you feel a heightened sense of urgency to be more strategic in your
organization, you are not alone. Many busy leaders aspire to formulate a
strategy. You need it for growth and as a buoy during disruptions and
uncertainty.
The resources are out there. Simply pluck one of the more than 15,000
books on leadership off the shelf and read it in your spare time. Easier said
than done, you barely have time to get through emails and put out fires any
given day.
You know intuitively that developing and implementing strategic goals are
necessary - regardless of your organization size, whatever your sector,
whether your employees are on-site full time, working remotely, or some
sort of hybrid. This eBook delivers a framework in five simple steps to get
you strategizing without wasting time or money.
These stepping stones allow anyone – executive, trailblazer, entrepreneur,
public servant, visionary - to master strategy management. You are the
expert on your business. We are the experts on making strategy simple.
Your time is in demand so each of the five key steps is condensed to a
page or two. Our playbook saves you from plowing through colossal
business journals, outdated training courses, and jargon-filled consulting
engagements.
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The next several pages walk
you through how to:
STEP 1

Create mission, vision, and values
statements

STEP 2

Know who you are in the market

STEP 3

Develop goals for your company

STEP 4

Align your work with those goals

STEP 5

Communicate with your team and
check progress

You can be successful without strategic planning and an execution
process, but it burns up more of your precious resources. Your frustration
will increase because your employees will not be as efficient.
Companies with amazing product,
people, and promise stagnate or,
worse yet, fail when planning is
merely an annual event that results
in a dust-collecting document. We
prepared this step-by-step guide
so your organization can live and
breathe strategy every day.
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This guide may be used in its
entirety to start building a culture
of tangible strategic initiatives.
Or you may focus on a step that
addresses where your organization
can improve. The key is to execute,
make it visible and routine. We will
help get you there in minimal time.
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STEP 1

CREATE MISSION, VISION, AND
VALUES STATEMENTS
Great leaders understand strategy
starts with mission, vision, and
value statements.
Your company needs a mission
statement to tell you what is
driving you today. This short
statement encapsulates what your
organization is doing and why. It is
your reason to exist, your purpose.

“I started this company [Hello
Sunshine] to change the way all
women are seen in media. Over the
past few years, we have watched our
mission thrive through books, TV,
film and social platforms.”
– Reese Witherspoon
Actress, producer, and founder of
Hello Sunshine and Draper James.

It is impossible to overstate the importance of purpose across all industries. Sarah
Friar, chief executive of the social network Nextdoor, described her mentor Marc
Benioff at Salesforce as being “very good at creating purpose. The product itself is
not inherently purpose driven. You don’t wake up in the morning, like, ‘Yay! I’m going
to make Salesforce automation tools today.’ But he managed to make it a movement.
It’s almost like ‘Star Wars’ or whatever, where you have the evil empire, and you’re
fighting for the good.”
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You frame the future with a vision statement. This forecasts what your organization will
become. Get aspirational. Envision your perfect world scenario as you craft where you
are headed, what problem you are solving, and whom you are serving.
With your values statement, you are addressing your organization’s culture and conduct.
It is sometimes referred to as a company’s moral compass. It spells out the principles
that guide your leadership and employees.
The work on your values statement can be taxing because it feels so personal.
Our experience tells us a productive kickstart for organizations is to create a list of
keywords that describe what is most important to the health and well-being of your
workforce, then narrow this down to three or four stand-out values.

For a peek into values that other strong organizations have chosen:
Integrity

Accountability

Creativity

Stewardship

Sustainability

Teamwork

Passion

Service

After you draft these statements, share far and wide. Your employees and stakeholders
should embrace fully and execute faithfully what’s in the organization’s statements.
Creating these statements finetunes your
organization’s purpose and engages your
employees, which has been shown to impact
productivity, creativity, profitability, customer
service, retention, enthusiasm, safety, and
overall well-being.

Bringing employees into this
process is beneficial considering
Gallup found that only 36% of U.S.
workers feel engaged in their jobs.
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36%
WORKERS
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STEP 2

KNOW WHO YOU
ARE IN THE MARKET
“I like what I’m doing at FedEx for a very fundamental
reason…It is a vitally important company to the
commerce of the country and the world.”

- Fred Smith
Founder and former CEO of FedEx

This isn’t complicated and doesn’t require mounds of data curated by a consultant
for a hefty fee. You know your company better than anyone. You are in the best
position to figure out your unique value proposition in your market. It’s as simple as
harnessing and organizing what your team already knows into your strategy.

Use these simple steps to help identify your market position.

Conduct a survey internally to get a clear-eyed view of the key facets of your
business. Your teams – whether sales reps, customer service reps, support staff,
managers, frontline staff – have observations about your organization’s
distinctive qualities that will surface in a survey with pointed questions.

Bring together your leadership team to discuss what each of you knows: your
organization’s strengths, weaknesses, opportunities, and threats (SWOT). This
meeting provides a comprehensive download of who you are as an organization,
your people, your tools.
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Document this SWOT exercise as your most trustworthy data. Recording the
outcome of the leadership meeting is major step in the right direction. With it,
you are establishing your organization’s identity in the market. Revisit your SWOT
list each quarter.

Address weaknesses that appear as red flags for three or more quarters. When a
weakness within your organization is a repeat offender, use the quarterly meeting
to adapt your plan around where the deficit is apparent.

64%
PEOPLE

Bring your team together on a regular basis to discuss
what sets you apart is critical. Guard against letting these
meetings become rote or feel like you’re just checking a
box by setting an agenda that keeps people and pace
focused. This ensures that your team stays engaged
quarter after quarter.
Research shows that an overwhelming 64% of people say,
“the best way to get them excited about attending a
meeting is for it to be well-planned.”
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Many organizations within the same market have
similar core messages. The efforts of your
leadership team to understand and delve into
your strengths and opportunities will enable you
to build a distinct, differentiated brand over time.
Harry Beckwith writes in his book, Selling the
Invisible, “A position is a cold-hearted,
no-nonsense statement of how you are
perceived in the minds of your prospects.”

You have an important day job leading your organization. Using these tips to
determine what sets your organization apart shouldn’t be one more thing on your
plate. Rather, it’s understanding what’s on your plate that’s characteristic of your
organization. Is it your:

Product

What customer problems does your product or service solve?

Price

Are you priced for a value shopper or luxury consumer?

Promotion

How do you reach your new or existing customers?

Place

How do you get your product or service to your customer?

People

Is your workforce experienced or lean?

Your team will deepen its knowledge of your SWOT over time. Strategy is best executed
when you start small. Our advice is set your sights on reaching base camp one by
understanding who you are and who you want to be, don’t try to climb the entire mountain.
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“Each member of the enterprise
contributes something different, but
they must all contribute toward a
common goal.”
- Peter F. Drucker
Management consultant, educator, author,
and self-described social ecologist

STEP 3

DEVELOP GOALS
Only about half of organizations have a formal strategy execution process. But of
those that do have a formal strategy execution process, 70% report outperforming
their peers.

To put your organization in that outperforming category, we recommend
quarterly and annual goal setting with weekly status updates.
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Annually

Set Annual goals that align with the strategy

Quarterly

Set quarterly goals to achieve annual goals

Weekly

Update status and address issues
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ANNUALLY

At the top, annual planning links to your vision
statement. It is your three-to-five-year horizon that keeps
your employees and stakeholders moving toward
long-term goals.
When you set an audacious goal, work backwards to
establish smaller scale goals that serves as quarterly and
weekly checkpoints for your employees. If you are setting
ambitious goals, the team should complete about 75% of
them. Completing 100% routinely is usually a sign goals
should be more challenging.

QUARTERLY

Quarterly goals are a sweet spot for your organization.
Research shows about 90 days is an optimal amount of
time to assure consistent productivity throughout the
year. These goals should be a stretch for your teams to
accomplish. If a project will take longer than 40 days
then it should be split into 90-day phases.
A rule of thumb is roughly 70% of initiatives should be
achieved timely. Your teams should feel slightly
uncomfortable with the stretch goals, but excited to
pursue them since everyone involved embraces the
vision and purpose.

WEEKLY

Weekly meetings serve to resolve and remind. As
employees, management, and leadership meet on a weekly
basis, issues that plague strategic projects should be
identified and addressed so that the work stays on track.
Weekly reminders keep long-term goals visible. Evidence
shows that most strategic project work happens in the days
leading up to a strategy review meeting. Therefore, weekly
progress reports and issue resolution elevate productivity
and maintain consistent momentum.
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Knowing the cadence is one thing, but what goals to plug in is another. This step of
developing goals is the most often undertaken and most often misunderstood by leaders.
Keep it simple: the information you need to set actionable, trackable goals already lies
within your organization.

TIP

Approach it like you’re a Jeopardy champion. Below are your answers in the form
of questions. You need these prompts to draw out and customize your goals.

What is our long-term plan (3-5 years)?
What is our short-term plan (1 year)?
What strategic goals this quarter will help us achieve the short-term plan?
What industry standard goals should we be tracking per department? (3-5
goals per team)
How will these goals be measured and tracked?

Communicate the goals you develop
within your organization.
The simple action of writing them down to share
increases your likelihood of achieving them by 42%,
according to a Dominican University of California
study. Dr. Gail Matthews who conducted the study
found that “writing the goals brings clarity, keeping
an individual focused.”
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42%
INCREASE
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STEP 4

ALIGN WORK
TO GOALS
It’s not time to rest on our laurels for
setting solid, aspirational goals. Your
organization requires smart action to
avoid the pitfalls of the estimated 67%
whose well-formulated strategies
failed due to poor execution.

After the buzz of planning settles down, many teams fall into routines that include ad hoc
tasks or administrative items not tied directly to organizational success. Without a daily
reminder or insight into the plan, employees will work on what is right in front of them or
most urgent versus what contributes to the long-term strategy.

“And if successful and unsuccessful people share the same goals, then
the goal cannot be what differentiates the winners from the losers.”
- James Clear, Author of Atomic Habits

New York Times bestselling author
James Clear explains that British
cyclists languished as mediocre racers
for a hundred years until a new coach
implemented “the aggregation of
marginal gains,” the philosophy of
searching for a tiny margin of
improvement in everything you do.
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The cyclists redesigned, tested, and
advanced in small ways on a daily
basis until they achieved a different
outcome. They dominated in multiple
Olympic games and won the Tour de
France. Their refinements, barely
detectable in the short-term, were
meaningful in the long-term.

strategypoint.co

Keep your Teams Focused on what Matters.
Here are the best strategy execution processes to get you there:
Link individual goals to team goals, and then team goals to organizational
goals
Define projects and routines with levels of effort. Include team member
bandwidth.
Link all work to goals so it is easy to see how everyone is contributing to
the strategy plan.
Align individual self-interest with strategic goals (as in, it benefits and
delights the employee to do the work required to reach company goals).

Failure to work on the right things
indicates that employees do not know the
long-term strategy, priorities, or purpose.
Less than 10% of employees report that
they understand their company’s strategy.
Plans and goals will evolve as the team
becomes comfortable discussing strategy
the right way.
Execution moves your organization to a
culture that values purposeful work.
Productivity improves and employees are
fulfilled.
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STEP 5

COMMUNICATE & CHECK
PROGRESS
Ineffective internal communication can damage your organization so this step is last, but
not least. The best course is presenting information on goals to all employees and
stakeholders in a logical way, easy to reference and easy to navigate.

If you communicate it, they will build it.
Benefits to improved communication with your team include:
Trust of employees
Smoother collaboration within the
organization
Stronger teamwork
Better processes
Increased engagement by stakeholders
Greater likelihood of executing goals set

No wonder, companies with high employee
engagement are 22% more profitable. Better
communication does not have to be
bureaucratic or layered. We recommend a
platform that keeps strategy top-of-mind for
you and your team.
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"Innovative ideas come
from the front line, and I
want our leaders to be
imaginative and bold and
not just incremental. For
that, they have to listen to
people intently and
purposefully."
- Gary Kelly
CEO of Southwest Airlines
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As teams track progress, employees can visualize the future and connect their work
to the long-term strategy. The right communication supports accountability.
Even with the best intentions and following these simple steps, the plan won’t always
match the execution. When this happens, pivot in your communications plan to focus
positively on the goals missed and why. Seize the opportunity to share ideas for
refinement.

CEO Sara Blakley embraced this and began scheduling what she dubbed “oops
meetings” at Spanx where employees stand up and say how they messed up or a
mistake they made, usually turning it into a funny story.
You stretched your organization’s creativity with vision, mission, and goals.
Don’t stop there. Bring that same intensity to communicate and check
progress, customized to your organization.
Some of the most recognizable brands dare to chart their own courses when it comes
to meetings and employee interaction, so should you. Entrepreneur and founder of
the Virgin Group Richard Branson encourages standing meetings, walking meetings
outdoors, or any place outside the boardroom so the emphasis is on real
communication, not fancy tools, slide decks, or screens.
Your organization will benefit from strong, competent communication channels
whether your employees get together face-to-face or virtually.
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CONCLUSION
Moral of the story: A strategic solution has you covered
You may be in the enviable position of having a clear vision, strategy in hand, and
executing with your team. Our five steps to strategy affirms the hard work you completed
and lands you with the 41% whose employees strongly agree they know for what their
organization stands.
Kudos, with a caveat. If you lean on spreadsheets and slide decks, then consider this “the
emperor has no clothes” moment for your business strategy. Exposed. These tools will fail
to get you where your strategy could lead you. They are not scalable or motivational for
your team. A manual approach cannot offer the agility necessary to track progress on
weekly, quarterly, or annual goals.
Toss a jacket over the emperor’s shoulders because there is a new way to reign. It is not a
fair fight between manual versus digital when it comes to managing your strategic plan. It’s
futile to invest time and energy setting goals only to input them in a document that won’t
be opened again until the end of the quarter or after the ball drops on a new year.
We are passionate about Strategypoint’s simple, flexible, and customizable strategy
software platform. It harnesses the fundamental elements of proven strategy management
best practices for your use. It is configured to work for your organization.
Think of the efficiency of everyone seeing the same dashboard at any given time,
organizing, and managing strategy on one simple screen. Your employees and managers
communicating clearly on progress and execution across the organization. You can
authorize everyone to see their valuable contribution to the vision while constantly
engaging and improving performance.
The smarter investment is to team up with a platform that tracks progress, communicates
in real time, and ties work directly to goals. A digital solution sets your organization apart.

“There are no secrets to success. It is the result of preparation,
hard work, and learning from failure.”
- Colin L. Powell
Statesman, diplomat, humanitarian, and United States Army officer
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STRATEGYPOINT SUPPORTS YOUR
ENTIRE ORGANIZATION.
Stop collecting dust on your strategic plan.
Achieve your strategic vision using our digital platform.

YOUR STRATEGIC
PLAN IN ACTION:
With 3 simple views, Strategypoint
makes strategy management easy
for everyone to master.
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PLAN VIEW
Organize and manage
strategy on one simple
screen.

FEATURES CHECKLIST
Template & Best Practices Library
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GOALS VIEW

Real-time Updates

Align success measures
from the strategic plan to
every group and individual
in the organization.

Goal Progress Reporting

WORK VIEW
Map day-to-day work
routines and link projects
directly to strategic goals.

Scorecards for Every Level
Linked Goals, Projects, & KPIs
Top Down & Bottom Up Visibility
Routines Driven Work
Team Member Bandwidth Bar
Notifications & Alerts
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Strategy Made Simple
One place to plan, execute, and achieve your vision.

Visit strategypoint.co to Start a Free Trial

Contact Us
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1500 First Avenue North, #66
Birmingham, AL 35203

service@strategypoint.co

1-888-288-0541

Strategypoint

sales@strategypoint.co

