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PLANNING SESSION AGENDA

|.  Agreeing on Long-Term Strategic Objectives (Our
Framework) (30 mins)

Il. Setting 1 Year Corporate/Org-Wide Goals (1.5 hrs)

Ill. Establishing Strategic Performance Measures -
KPIs (1 hr)

V. Building out Longer-Term Goals (Time Permitting)
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PHASE 3: BUILD THE PLAN

Our Strategy Management Process

Impact

Engage. Inspire. Execute.

Getting started:

Determine

Position

Strategy Issues: identify strategic
issues to address

Industry & Market Data: Identify
market opportunities and threats

Customer Insights; Assess
current satisfaction and future
demand

Employee Input: Determine
strengths and weaknesses

SWOT: Synthesize the data
into summary SWOT items.

Planning team

‘ Develop
== Strategy

Mission: Determine your
organization's core purpose

Values: ldentify your core
beliefs.

Vision: Create an image of what
success looks like in 5 years

Competitive Advantages:
Solidify your unique position

Org. Wide Strategies: Establish
the approach for how you will
succeed

Long-Term Objectives: Develop
a 3 year balanced framework of
6 or less objectives

Forecast: Develop a 3-year
financial projection

Create schedule

Use SWOT: Process the SWOT to
set priorities

Organizational Goals: St short-
to-mid-term SMART goeals. (14 yr)

KPIs: Select key performance
indicators to track progress.

Department Goals: Cascade org
goals to departments. (12 months)

Team Member Goals: Cascade
dept. goals to individuals

Budget: Align a one-year budget
with the plan

Gather documents

Rollout: Communicate strategy
to whole organization

Set Calendar: Establish schedule
for progress reviews

Leverage Tools: Train team
to use MyStrategicPlan

Adapt Quarterly: Hold progress
reviews and modify

Update Annually: Review end of
year, plan next year




LONG-TERM STRATEGIC '~
OBJECTIVES
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WHITEBOARD VIDEO

Choosing Your Strategic Objectives
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http://onstrategyhq.com/resources/choosing-your-strategic-objectives/

LONG-TERM STRATEGIC OBJECTIVES OVERVIEW

What must we focus on to achieve

our vision?
What are the “big rocks”?

Definition:

Long-term, broad, continuous statements that holistically
address all areas of your organization.

Outcome:
Framework for your plan - no more than 6
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THE ANATOMY OF A GOOD STRATEGIC OBJECTIVE

Objective Action Broad aim or activity or mini
Label Verb vizion for this focus area

| 11 11 |
1. Academic Success: Deliver relevant, rigorous, standards-based curriculum and a flexible approach to ensure that
that every student stays engaged, reaches high levels of achievement and graduates.
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WHAT ORGANIZATIONS NEED TO BE STRATEGIC...

Financial

Revenue and Expenses

Customer

Acquire, Retain, Service

Internal Processes

Operations, IT, Marketing, Sales, PR, Financial, Innovation
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QUESTIONS TO ASK

What are our shareholders or stakeholders
expectations for our financial performance or social
outcomes?

To reach our outcomes, what value must we provide
to our customers? What is our value proposition?

To provide value, what process must we excel at to
deliver our products and services?

4. To drive our processes, what skills, capabilities and
organizational structure must we have?
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EXAMPLES

Financial Strategic Objectives:

» To establish a financially stable and profitable company.

= Shift revenue mix majority of product sales to service
sales.

= Profitability: Maintain margins at XX%.

Customer Strategic Objectives:

» |ntroduce current products to two new markets.

* |ncrease loyalty, customer satisfaction, referral volume.
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EXAMPLES

Internal Processes Strategic Objectives:

= To achieve order fulfillment excellence through on-line
process improvement.

= |mprove or institute a sales process, increase close rate,
increase lead generation.

= [mprove brand management through consistent use of...

People & Learning:

= To provide employee with challenging and rewarding
work.

= Be the best place to work in....
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PROCESSING THE SWOT TO DEVELOP
STRATEGIC OBJECTIVES

= Recommendation: Combine themes - summarize as a
strategic activity.

= Option 2: Use the “High Impact” process with your
planning team. Ask each team member to select the
top 3 S/W/O0O/T that will have the biggest impact on the
future of the business. Three from each quadrant. (Use

with big groups.)

= Option 3: Impact/Effort Grid. Use to process the W/Os.
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IDEA #1: STRATEGIC INSIGHTS = STRATEGIC

LV Differentiation

Execute on

[ o Global
| Development .
Projects in Las Recognition of
Vegas, Regional Marquee
Markets Brands

Entertainment Improving Guest

OBJECTIVES

Convention Niche China Market

China | Increasing
Convention | |hcrease Ownership and Competition
Dominance | Optimization of Market Position in Asia
/ Convention |
Business ' Saturationof T

Dominance Service and Lack of Consistency .": Execute on U.S. Gaming Global
Customer in Addressing the ' Projects Market Recognition of
Experience Highly Diversified International Marquee

Customer

;. New Las Vegas

Competitor Segments
Property / Venue Low Differentiation

Openings

Locations \ Brands

of Core Properties
and Reliance on
Citywide Demand

Limited Non- Data-Driven Customer
Gaming Loyalty
and Share of Experience
Wallet
| shifting
Talent TrumpS (e #I Customer
Systems Issues & D .
emographics
One Company Resource
Culture and Limited Bench Constraints
Strengthened Strength of
Clarity of Company i
Direction Le_a}dlershlp Disparate Data Systems :f é_el\:eragz
gent and Limited Business | T nhanTe
: E echnology
Goveic\;onncge ] Enhance Intelligence Experts (Marketing,
Comon # Employee Operations)
P : y Engagement &
Reputation Talent
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EXAMPLE EFFORT-IMPACT GRID

;" New Las Vegas

[ Competitor High f
Property / Venue f Increasing
Openings | Execute on Competition in
Asia
Low ' Development
Differentiation of Improving Guest Proj:cts
Core Properties Service and
and Reliance on Customer Initiative Example: Increase
Citywide Demand Experience awareness of F&B and
Initiative Example: Technology nightclubs in the Asia market
Grow the guestbook Systszihssczes & through digital marketing to
and s.oual data.base.s: B aints targgted cu§tomer segments
Continue to drive direct to differentiate from other
sign-ups via paid and ‘ Increase gaming entities
g c,; h P Is (ARIA Effort | Optimization of ’
unpaid channels ( Convention

Limited Bench
Strength of
Leadership Talent

website, on-property Business
signage, ARIA express

signage, online banners, Enhance "‘ Increasing
social media) ;-’ Employee 'I popularity of
| Engagement & “offline”
Talent vacationers

Management

Disparate Data

Lack of i
Systems and ack of Consistency

T Al e Initiative Example: Pilot a

Limited 'Business Highly Diversified tech-free offering to support
Intelligence Customer family-oriented environment
Experts Segments and attract Spring Break
Low vacationers.
Low High
Impact
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DEVELOPING YOUR STRATEGIC OBJECTIVES Sagen

Step 1: Process the SWOT Analysis into key themes. (Tip-
pull in items from the vision statement exercise as well)

Step 2: Determine “buckets that are holistic across all
areas of your organization.

Step 3: Develop a label and a one sentence summary of
the theme’s strategic intent.

Extra: Draft a supporting strategic statement to explain
the strategic shift you envision, almost like a mini-vision
statement for the theme.
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LEADER EVALUATION-DID WE GET IT RIGHT?

= As a group, do the strategic objectives represent
every one of the organization’s key strategic focus
areas?

= Are there at least three strategic priorities, but no
more than six?

= Are the goal descriptions global in scope and start
with “infinite” verbs?
= |[f the organization achieves these goals, and only

these goals, will the organization most likely have
achieved its vision?
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SAVING YOUR DECISIONS

Update your Strategic Objectives here.
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https://app.mystrategicplan.com/planning/strat_obs

SETTING 1-3 YEAR ORG- *
WIDE GOALS
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WHITEBOARD VIDEO

How To Set SMART Goals
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http://onstrategyhq.com/resources/how-to-set-smart-goals/

ORGANIZATION-WIDE GOALS OVERVIEW

What is most important right now to
reach our long-term objectives?

Definition:
Annual statements that are specific, measurable, attainable,

responsible and time bound. These are outcome statements
expressing a result expected in the organization.

Outcome:
Clear outcomes for the current year.
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THE ANATOMY OF A GOOD ORGANIZATION-WIDE
GOAL

Often, free qtotnd Hipping

action specific

oriented verb
And Meaningful Commitment ............................................................................................................................................

Whe: Measuned by: FYI3 Tayet: Sty Exd:

Ecommerce BU Leader

: | | % increase of customers selecting | 20% over FY12 | Q1-Q4
@ ‘ | ground shipping over FY12 | ‘ - ‘
: Accountability ‘ Target Time line
Measure of success
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THINK S.M.A.R.T. WHEN YOU CREATE YOUR

GOALS

= Provide direction, clarity

(oaL SETTING and momentum to
PeCibia achieving a vision
= Communicate the outcome
MEASURABLE
71 (Why)
TTAINABLE = Be clear about
RESPONSIBLE ownership/accountability

TiNE- BOUND = Clear and simple
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EXAMPLES

How do we improve these goals?

1. Improve productivity of receiving clerks.

= Improve productivity of our receiving clerks by improving
their typing speed by 3 WPM each month until they reach 60
WPM.
2. Improve customer service outcomes in CSM dept.

= Reduce the number of service calls which last over 15 minutes
to under 6 per day. (or)

= Increase the number of service calls per agent by reducing the
number of services calls, which last over 10 minutes to under
5 per day.

3. Complete strategic plan for our company.
= Complete the Sierra Technology S.P. by Dec. 2011.
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DEVELOPING 1, 2, 3 YEAR ORG-WIDE GOALYS28h
- ® B

Materials Needed: Index-sized sticky notes. Items from SWOT prioritized as “Essential”
on index sized sticky notes.

Step 1: Build a grid on the whiteboard like the example on the next slide. Write
strategic objectives on large sticky notes and place on grid.

Step 2: Group the “Essential” items from the SWOT with each Strategic Objective as
possible ideas for org-wide goals.

Step 3: Start with the Financial Strategic Objective, “What outcomes do we want in
2016 to help us move towards achieving this objective?” Write ideas on sticky notes.

Step 4: Review “Essential” ideas and “ideas” generated in Step 3. Group like ideas and
draft 2-3 org-wide goals for this strategic objective. Place ideas not used in the 2017 or
2018 columns if they are still possibilities.

Step 5: Move to Customer Strategic Objectives to build goals to drive the revenue goals
you developed in Step 4. Repeat Steps 3 and 4 to develop the goals.

Step 6: Move to Internal & People to build goals to drive profitability goals you
developed in Step 4. Repeat Steps 3 and 4 to develop the goals.
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Long-Term
Strategic
Objectives

Financial

Establish a
financially stable
and profitable
company.

Customer

Introduce
current products
o twio new
markets.

Year One
Goals

Increase our billable
hours by 10% over the
next 12 months.

Achieve sales growth of
10% per year,

Realize 10% of the
company’s annual sales
from the small business
market by end of next
year.

Internal Business Processes

Achieve order

Reduce the time lapse

fulfillment between order data and

excellence delivery from 6 days to 4

through on-line | days by this June.

:Jn:uf'j:sm o Reduce the number of
provement. returns due to shipping

errors from 3% to 2%.
Employees & Learning
Provide Reduce turnover among

employees with
challenging and
rewarding work.

OnStrategy

sales managers by 10%
by the end of the year.

Hire and train @ human
relations director by the
end of the year.

ROADMAP STRUCTURE

Year Two
Goals

Continue to increase
billable hours by 10% by
end of 2012,

Achieve sales growth of
12% by end of 2012,

Gain 10% of the
company’s annual sales
from the health care
sector by end of 2002

Decrease time lapse to 3
days by end of 2012,

Maintain 2% shipping
return error rate.

Implemant profit sharing
program by end of 2012,

Focus on team building
through 2 off-site events
per year.

Year Three
Goals

Reduce operating costs
by 10% by end of 2013,

Increase sales by 15%
by end of 2013,

Maintain 10% increase in
annual sales from health
care sector in 2013,

Grow small business
sales by 5% in 2013,




ROADMAP STRUCTURE
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LEADER EVALUATION-DID WE GET IT RIGHT?

= Are all of your goals SMART: specific, measurable,
attainable, responsible, and time-bound?

= Are your goals cross functional?
= Do the goals spell out the outcome you are seeking?
@ = Do all of your goals have start and end dates?

* |s the measure and target for each goal clear
enough to stand on its own?
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SAVING YOUR DECISIONS

Update your Organization-Wide Goals here.
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https://app.mystrategicplan.com/planning/corp_goals
https://app.mystrategicplan.com/planning/corp_goals
https://app.mystrategicplan.com/planning/corp_goals

KEY PERFORMANCE —
INDICATORS (KPIS)
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KEY PERFORMANCE INDICATORS OVERVIEW

How will we measure our success?

Definition:
Key Performance Indicators (KPIl) are the key measures that
will have the most impact in moving your organization forward.

We recommend you guide your organization with measures that
matter.

Outcome:
5-7 measures that help you keep the pulse on your performance
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THE ANATOMY OF A GOOD KPI

Lag/Outcome Measure: (Percentage, Number,
Currency or Percent Complete) + (result or
outcome)

Lead/Output Measure: (Percentage, Number,
Currency or Percent Complete) + (deliverable,
@ activity, process the owner can influence)

Target Structure: (Number for achievement by
the end date of the goal)
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DEVELOPING MEASURES THAT MATTER

Moving from Outputs to Outcomes:

What is the result or outcome of achieving
the objective?

Why are we working on this objective?

How will we know we have accomplished the
objective?

What do we expect to see different as a
result of accomplishing this activity/project?

Good Performance Measures:

Provide a way to see if our strategy is working

Focus staff’s attention on what matters most
to success

Should provide common and understandable
language for communicating to others

Are valid and realistic, to ensure
measurement of the right things

Are verifiable, to ensure accurate data

OnStrategy

Tips:

<\

People care about outcomes not
outputs. Think about the WHY as
you develop measures.

Identify your data source
Focus on quality over quantity

Staff care about empowerment
and seeing measurable progress.
Shorten timelines where
possible.

Use a combination of leading
(warning buoys) and lagging
(history lessons) indicators.

Use a proxy or a qualitative
measure when sourcing the data
is harder than doing the work.



TYPES OF MEASURES

QUALITATIVE VS. QUANTITATIVE

a Complete

° . . @ On target
Project Measure - Progress against a project or Nt on target

initiative that has a terminus (i.e. stoplight status). ® "o
v Usually % complete

@ Process Measures - Measures activities and processes
such as cycle time, frequency, error rate or process-
specific metrics.

r
v Frequency of events L Mg, ks

v' Number of trainings
OnStrategy
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Financial

Net sales (dollar
growth and percent
increase)

Gross profit margin
Pretax earnings (dollar
growth and percent
increase)

Operating expenses
(SGA) as a percent of
sales

Receivables tumover
Inventory turnover
Debt-to-aquity ratio
Total equity dollars
Operating cash flow
Investing cash flow
Financing cash flow
cnding cash

Eamings per share
ROI, ROE, ROA

EXAMPLES

Customer

Improving
image/reputation

Number of customer
complaints

Percentage market
share

MNumber of customers
retained

Customer satisfaction
Dollars per account

Time spent with
customer

Revenue per customer
Number of _
transactions per unit
time

Average sales dollars
per transaction
Customer satisfaction
index

Number of customers
Number of new
customers

Ratio of new to
existing customers

Average sales per
customer

Internal Business

Processes

Percentage operating
costs

Billable efficiency
Quality of
product/service
Defects ratio

Mew product success
rate

Cycle time to deliver
Project turnaround
time

Mumber of defects or
returns

Delivery times

Delivery response time
to customer

Number of test market
trials

Helative product
quality

Mumber of new
products

Number of products
produced

Average cost per
product

Mumber of products
sold

Employee
& Learning

Employee retention
Employee satisfaction
Number of quality
resumes on hand
Employee tumover
Number of ideas in the
pipeling

Number of employee
suggestions
Percentage of
employees who are
systems efficient
Average sales per
employee

Number of net new
positions

Number of relevant
trainings attended



BUILDING GREAT MEASURES & TARGETS

Setup: Take a picture of your roadmap and move the 2017 and 2018 sticky notes off to the side.
Label the middle column “Measures & Targets” and the far right column “Person Responsible”.

Step 1: Build a grid on the whiteboard/roadmap like the example on the next slide.

Step 2: Develop 1 performance measure for each corporate goal by answering the question “How
will we know we are succeeding?” Write each one on a sticky note.

Step 3: Determine if you can gather the data on a monthly basis and what the data source is. Write
the data source on the performance measure sticky note.

Step 4: Determine the end of year target by answering the question “What is our desired outcome?”
Decide as a group - are we setting moon targets (stretch) or mountain targets (achievable). Write on
the sticky note.

Stelp 5: Identify goal champions or leaders for each goal. Write on sticky note and place in far right
column.

Step 6: Repeat steps 2-5 for each goal.

Step 7: Choose 5-7 of the measures you’ve just developed to be KPIs for your organization.
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SMART GOAL STRUCTURE

Overall strategy: Leverage current resources to gain market share.

Long-Term
Strategic
Objectives

Financial

Establish a
financially stabla
and profitable
comparny

Customer

Introduce
current products
to two new
markets.

1-Year Goals

Increase our billable hours by
10% over the next 12 months.

Achieve salas growth of 10%
per year,

Realize 10% of the company’s
annual sales from the small
business market by end of
next year.

Internal Business Processes

Achieve order

Reduce the time lapse

fulfiliment between order data and

excellence delivery from 6 days to 4 days

through on-line by this June.

rnr'lm:;::menl Reduce the number of returns
P ' due to shipping errors from 3%

to 2%.
Employees & Learning
Provide Reduce turnover amaong sales

employees with
challenging and
rewarding work.

managers by 10% by the end
of the year.

Hire and train a human
relations director by the end of
the year.

Measures

# of billable
hiours

Maonthly sales

# of small
business
clients

# of days to
process each
order

# of returns
due to
shipping
Brrors

Employee
turnover

Director hired

Targets Re

1.2% increase
gach month

1.2% increasa
gach month

100 clignts

4 days

2%

10%

achievement

Person
sponsible

Marketing
department

Shipping
department

Shipping
departmant

Sales
department
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EXAMPLES

Financial 1-Year Goals:
* |ncrease our billable hours by 10% over the next 12
months. (Measure: # billable hours / Target: 10%)

= Achieve sales growth of 10% per year. (Measure: Monthly
sales / Target: 10%)

Customer 1-Year Goals:

@ = Realize 10% of the company's annual sales from the small
business market by end of the next year. (Measure: # of

small business clients / Target: 100)

= Reach a 15% annual increase in new customers by end of
year 2012. (Measure: % increase in new customers /

Target: 15%)
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EXAMPLES

@&

Internal Processes 1-Year Goals:

= Reduce the time lapse between order data and delivery
from 6 days to 4 days by this June. (Measure: # of days to
process each order / Target: 4 days)

= Reduce the number of returns due to shipping errors from
3% to 2%. (Measure: # of returns due to shipping errors /
Target: 2%)

People & Learning 1-Year Goals:

= Reduce turnover among sales managers by 10% by the end
of the year. (Measure: Employee turnover / Target: 10%)

= Hire and train a human relations director by the end of
the year. (Measure: Director hired / Target: 100%)
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EVALUATION-DID WE GET IT RIGHT?

= Have you identified three to five indicators that
will provide an ongoing assessment of your
progress?

= Are the indicators you selected as KPlIs truly “key”
and track outcomes not just outputs?

= |s the measure and target for each goal clear
enough to stand on its own?

= |s the associated measure and target something you
can measure monthly and will you be able to see
movement?
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TEAM PRE-WORK FOR SESSION #5

1. Read the Phase 3: Strategic Plan Development
How-To Guide.
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BUILD YOUR PLAN PART 1: STEP-BY-STEP

1. Process your SWOT by grouping like items into
themes

2. ldentify your Strategic Objectives/Plan
Framework

3. Build your Roadmap and develop 1-3 year
organization goals

4. Change the Roadmap into a KPI scorecard and
identify the measures and targets for your
Organization Goals
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