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Introduction 

Getting Results! 

I work with several CEOs, business leaders, 
leaders of for-profit companies, and leaders of 
non-profit organizations of various sizes. All of 
these leaders work hard and are busy, but they're 
not necessarily working toward clear plans for 
success or monitoring their dashboards, so they 
know whether they are moving in the right 
direction or achieving what they set out to do. 
Without a clear, structured, easy-to-read plan, 
they are pulled and pushed in multiple directions. 
That's a tendency and a risk.  Here’s the good 
news – developing a strategic plan doesn't have 
to be ominous, time-consuming, overwhelming, 
or intimidating. In fact, developing that plan will 
make day-to-day life easier and empower others 
to achieve the targeted results they want.  

It may seem like a lot of work up-front, but it's 
not really, and the benefits multiply as the plan is 
applied to a business. Many business owners are 
overwhelmed day to day. They're not entirely 
sure what to do next. In some settings, they're 
pulled and pushed by stakeholders, customers, 
and employees.  

Recently, I worked with a company that had been 
in business for several years with a team of well-
respected leaders. The new leader wanted a clear 
vision and a central plan that would galvanize the 
team and shift the dial in terms of performance 
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results. The organization wasn’t struggling; the 
leader simply wanted to set a new tone. He was 
surrounded by competent folks, who were 
essential in the day-to-day management of the 
business. 

After we went through a basic planning exercise, 
he had a clear plan to follow. He could reference 
the shared, agreed-upon direction and have a 
lens through which the team could make 
decisions about whether or not to proceed with a 
particular project or how to spend money. 
Installing a sound plan in place acted as a filter. 
The team became much more deliberate and 
disciplined when it came to setting their direction 
and engaging employees with their vision, 
because team members could clearly articulate 
the direction and vision, and then track and 
monitor success against their criteria.  

Not only did the business gain a compass or 
roadmap, they gained a shared point of reference 
for decision-making and measuring success. This 
is critical when there are so many competing 
priorities and distractions for business owners, 
day in and day out. With a proper plan in place, 
they're more successful at achieving improved 
bottom-line results, aligning their teams, and 
inspiring people to work together to achieve 
success.  
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Enjoy the book! 

I hope it inspires you to easily create a clear 
strategic or business plan and implement it to 
achieve exceptional results.  

 
To Your Strategic Plan! 

Jenny Smatt  
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Results Readiness Assessment 

Are you well positioned to achieve extraordinary 
results? Take this short quiz by circling the 
statement which is most true for you. 

TOTAL________ 

 

 

1. Do you have a dashboard of strategic metrics 
that you refer to in order to manage your 
business? 

• Yes   10 points  

• No      0 points 

Score: __________ 

 

 

2. Do you review your strategic metrics weekly 
and monthly as part of a disciplined 
management process? 

• Yes   10 points 

• Sometimes    5 points 

• No      0 points 

Score: ___________ 
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3. Do you know what your targets are for each, 
for the next three years? 

• Yes   10 points 

• Some      5 points 

• No      0 points 

Score: __________ 

 

 

4. Can you summarize what success looks like in 
simple words (one sentence or less)? 

• Yes   10 points 

• No       0 points 

Score: __________ 

 

 

5. Can your team easily articulate the key areas 
of focus for the Company and their main role 
in achieving success? 

• Yes   10 points 

• Somewhat    5 points 

• Not really    0 points 

Score: __________ 
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6. You rarely get pulled into the minutia and feel 
confident you are managing the organization 
according to a clear definition of what success 
looks like.  

• True   10 points 

• False      0 points 

Score: __________ 

 

 

7. It is rare for people to complain that the 
organization is reactive and that the goalpost 
is always moving. 

• True   10 points 

• False      0 points 

Score: __________ 

 

 

8. Your team is operating deliberately, 
strategically and effectively verses 
“busyness”. 

• Yes   10 points 

• No      0 points 

Score: __________ 
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9. You are easily able to prioritize what you 
should work on vs. delegate based on your 
strategic dashboard. 

• Yes   10 points 

• No       0 points 

Score: __________ 

 

 

10. Do you have dashboard measures other than 
budget as your primary form of evaluating 
business success? 

• Yes   10 points 

• No:      0 points 

Score: __________ 
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How did you do? 

100 Your company is a text-book perfect 
candidate for how strategic planning should 
utilized in an organization. Congratulations! 

90 – 100 Good job. Your company is likely doing 
a lot of the right things when it comes to strategic 
planning. You may want to have someone from 
the outside take a peak to see if there is anything 
you could add to compliment what you are 
already doing.  

80 – 90 You’re doing a lot of things right but may 
benefit from an external perspective for crafting 
a simple and effective business dashboard to 
monitor success and drive decision-making. 

65 – 80 Your company is a candidate for making 
great strides with your strategic vision. Schedule 
a 15-minute call with us to find out how we can 
help you get better results for you and your team 
by helping you craft a simple vision and effective 
business dashboard to monitor success and drive 
future decision-making. 

Below 65 You are likely overwhelmed and can’t 
see the forest through the trees so to speak. The 
good news is there is a way out and it’s easier 
than you think!  

We invite you to email us at 
getresultsnow@ontru.bm for your free 15 
minute exploratory call. We’d love to hear from 
you.  

mailto:getresultsnow@ontru.bm
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When complete email back to 
getresultsnow@ontru.bm  

 

Name: _________________________________________________ 

 

Company Name: _____________________________________ 

 

Phone Number: ______________________________________ 

 

Email Address: _______________________________________ 

 

Address:______________________________________________ 

mailto:getresultsnow@ontru.bm
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Why People Struggle with Staying 
Disciplined & Getting Results 

Leaders and business owners understand the 
value in crafting plans that establish direction for 
their companies and teams, but sometimes they 
don’t get around to implementing plans because 
they are entrenched in the day-to-day minutiae of 
running their businesses, being pulled and 
pushed in different directions. The very thought 
of pushing pause, lifting up their heads, and 
creating forward-looking plans, adding to their 
workloads, is overwhelming. This is the case even 
when their teams are asking for their opinions 
and seeking direction from them. They're 
knocking on the door, asking "Do you have a 
minute?" So many leaders and business owners 
work excessively long, hard hours without either 
necessarily using their time wisely (or most 
effectively) or achieving the results they want. 

As a leader, if you have determined a clear way 
forward and are monitoring a handful of clear 
metrics, your responsibility boils down to these 
steps: communicating the direction, coaching and 
guiding your team to work in accordance with 
that direction, leveraging the strengths of team 
members, and sometimes troubleshooting issues 
to keep team members on track. The reality is 
that leaders are often more comfortable doing 
the work and dealing in the minutiae because 
they are familiar with those things which is the 
first reason they struggle to stay disciplined. 
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Leaders may not have been prepared to lead or 
even like to lead, but find themselves in a 
leadership role because it's a natural next step in 
their career progression.  

The second reason leaders struggle to stay 
disciplined is that they are not achieving the 
business results they desire. They may have 
plateaued or feel like their business constantly 
functions in an ad hoc manner. To reset seems 
like a wasted effort or one with minimal return. 

Not every successful business has a dashboard, 
but our experience tells us that if they do have 
one, there is clearly an opportunity to improve 
the bottom line. Many organizations make money 
or achieve satisfactory results unintentionally, 
but what is the point of that? Why wouldn’t they 
seek to improve their results even if they are 
currently “successful”? There are many 
appropriate quotes from well-respected 
management gurus. Peter Drucker, for example, 
says this: "If you can't measure it, you can't 
improve it." You don’t need to be obsessed or 
consumed with measurements, processes, and 
obtaining oodles and oodles of data. However, 
you should choose a handful of meaningful 
measurements that hold the key to 
understanding whether or not you're on the right 
track, measurements that inform decision-
making.  

The third reason leaders struggle with improving 
results is due to operational inefficiencies and 
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costs. We work with many organizations that 
have people doing work because they've always 
done it that way; there is no real drive to change 
it. The work is part of their role or title; it's 
assumed that they should be doing this work 
even if it has limited value. If results are good 
enough, and unless there's a driving force or 
compelling reason to work with a dashboard, we 
find that people don't do it. Leaders can 
encourage everyone to achieve better results by 
asking a simple question: “Is this meaningful 
work? In other words, is it contributing to our 
overall success?” 

Another reason why leaders don't use 
dashboards or strategic measures is that they can 
see the end state but don't know how to get 
there, or even articulate what it looks like. 
Executive directors and CEOs often take a deep 
breath when we ask the question, "What does 
success look like?" We see the wheels turning. 
They really have to push pause to capture it 
succinctly. Oftentimes, they give us a stream-of-
consciousness response and need help to clarify 
it, to put it in simple terms, so they can repeat it.  

In other cases, leaders have extensive financial 
backgrounds; they are used to a lot of analysis 
and speaking in numbers. Articulating their 
vision is like speaking a different language. It's 
not that they don't have it in their mind's eye; 
they may just need some assistance outlining it. 
They may have a gut feeling about what needs to 
be done but can't put their vision into words. 
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They constantly rely on only their gut and their 
current relationships to make strategic decisions. 
Their decision-making is often reactive. 
Sometimes they're successful, but not always 
productive. Teams find that frustrating because 
they don't know what will happen from day to 
day. They're not working cohesively, and 
sometimes the goalpost changes. When they seek 
direction, whether it's through hallway 
conversations or ad hoc questions, they may get 
varying versions of the overall direction, which 
can lead to confusion. 

No one person can be good at everything. Leaders 
have different strengths. That’s why it’s 
important to leverage the skills of others and 
have a clearly defined plan to achieve results!  
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Getting Results! 

The first step in getting the results you want is 
crafting the plan. Once you do that, the results 
come over time and what you choose to dedicate 
your time and attention when you're at work. 
Instead of being reactive and flying by the seat of 
your pants, or getting stuck in the minutiae, 
there's an ease built into leading with purpose 
and intention. You know where you’re going, and 
you can clearly articulate that direction. You 
don't get flustered when you have to repeat your 
vision and wonder if you’re being consistent. 
Your work is deliberate and intentional. It's not 
the “busyness” of potentially what you may have 
been doing. You make choices according to your 
focus. 

When you have a plan, your teams have core 
objectives linked to a cohesive and integrated 
plan. That's good for morale. It's good for people 
to feel they're part of something bigger than 
themselves. Professionals generally know what 
they should be focused on, and a sizable 
percentage is probably right, but making choices 
about the best use of their time, effort, and 
energy can be easier. Leaders will have more 
engaged and effective teams. 

When you're clear on your direction, the path to 
get there is more efficient and deliberate. If 
you’re on a ship floating on the ocean and want to 
get from point A to point B, you don't just set out 
and hope that you will get there. You take the 
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most efficient route to use as little fuel as 
possible, avoid storms, and use instruments to 
chart your path. Being a leader is a similar 
process; you get results because you set and 
manage to a clear direction. Your business will 
run smoother and more cohesively. Realistically, 
in the transition between the way things are and 
your vision, activities may feel different because 
they are captured, and there is a discipline 
around initiatives and projects. People respond 
well to structure as long as it's not prohibitive to 
their creativity. 

 
You also benefit from having a proper plan in 
place because you have a filter and a framework 
with which you can easily make decisions. For 
example, let’s say that developing your people is 
currently your number one priority, and you now 
have a request for a new project that would 
influence your bottom line but will overwhelm 
your team. The decision to be made hinges 
between proceeding with or waiting on the 
project or focusing on your team. As important at 
the new project may seem, it’s likely not worth 
taking on the project if you are at risk of 
overwhelming your team and (potentially) 
having them feeling like the goalpost has 
changed, case closed. 
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The Roadmap for Strategic Growth 

Many well-established professionals have 
different versions of strategic planning processes 
and approaches to realizing business efficiencies, 
all of which have value. It can be helpful to use 
simple terms that people can relate to at all levels 
of your organization, including leaders. If 
strategic and deliberate growth is a priority there 
are five steps for strategic growth.  

The first step is creating the vision. In other 
words, what does success look like? It can be in 
simple terms; you don't need to get caught up in 
semantics. Just answer this question: “What is the 
purpose of this business?” What difference does 
it make? What value does it add? The essence of 
this question is the “So what?” of your business. 
Why does it exist? Use simple questions to create 
a clear picture of an end state that doesn’t reach 
too high for people to relate to.  This can be really 
useful as a first step. If the people crafting this 
vision don't know how to answer these 
questions, it can be helpful to ask customers and 
employees, "What are we good at? What impact 
do you want us to make?"  

The second step on the roadmap is to think about 
what you need to do and get where you want to 
go. What do you need to do to get there? Answer 
the question: "What do we need to do on a day-
to-day basis to achieve that?"  
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The next step is to establish a handful of areas of 
focus. People often jump to the projects to 
achieve results, but before doing this, you should 
determine the three or four areas in which you 
need to focus to be successful. Boil it down and 
consider answering questions like these:  

• Do I need to grow my business, or do we 
want to maintain the status quo?  

• Are my employees happy and engaged?  
• What do we like to do within our 

community? Is that a key component of 
our strategy?  

• Are employees a key priority for us?  
• Are customers a key priority for us?  

The fourth step on the roadmap is to carve out 
the ‘to-dos’. What do you need to increase, 
decrease, do more of, and put in place to get 
things done? Outline approximately twelve 
directional statements or objectives to action 
your areas of focus.  

The last step is essential and best captured by 
asking: “How do you know it's making a 
difference?” At this point, you know where you 
are going, your areas of focus and your main 
actions. You know who is focusing on what, and 
which projects they're working on, but you can't 
just focus on the work. It is imperative to know 
whether the work is making the difference you 
thought it would. Sometimes it does, and 
sometimes it doesn't.  
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To know whether you’re on track, what are the 
five, six, or seven indicators or measurements 
you need to monitor? Let’s return to the analogy 
of the ship. When you observe your gas level and 
your crew, are they working? Do people know 
their roles? Are you near your destination or off-
track?  

Speaking in terms of your business, what do you 
need to look at? These aren't necessarily budget 
measures or typical analytics. That's a different 
level of effort, detail and quite frankly, a different 
discussion. This lens is targeting a strategic view.  

If you say you are going to grow your business, 
one of the focused areas should be your bottom 
line. What is it now, and what do you want it to 
be? That's your measure of success: the amount 
of profit left at the end of the day.  

Those are the steps. They may seem simple, but 
don’t let the simplicity fool you. These work and 
they give the entire team a framework, so you’re 
all on the same page, working as one to reach 
your goals. 

It can often be difficult for an organization to stay 
focused. There are always things pulling at you; 
shiny new projects that sound great. With a plan 
in place, your team can keep its sights on the 
vision and the handful of areas of focus and stay 
on point.  

If you’re not sure your people are working 
together or are happy, one of your indicators 
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could be employee engagement or employee 
satisfaction. Keep it very simple; it can be 
overwhelming to review and consider all of the 
measurements available. Boiling down the 
indicators to simple questions, and asking 
yourself about what is important to you, tends to 
give you a focus. 

Many businesses have lengthy business plans 
that sit on the shelf collecting dust because the 
plan seems intimidating, but the process doesn't 
have to be arduous. Sometimes leaders aren’t 
used to looking at a handful of goals and they 
typically get sucked back into the day-to-day. Our 
team is often leveraged to provide ongoing 
support to them at regular intervals, so this 
becomes a new way of leading and thinking 
strategically. 

We know it's difficult to be all things to all 
stakeholders. When you’re clear on where and 
how you wish to focus, what you aim to deliver, 
and what you are not, you won’t be pushed and 
pulled. In our landscape, there’s a constant desire 
for organizations to be leaner; to do more with 
less. Many say this leads to burnout and people 
becoming overwhelmed, but I think it’s an 
opportunity to get crystal clear on where you will 
focus and for your organization to be deliberate 
and essentially, a well-oiled machine, achieving 
results that are even better than they were in the 
past. This approach is an opportunity to reset and 
really clarify what success looks like and how you 
will get there.  
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The Pitfalls Leaders Fall Into 

There are a number of common scenarios that we 
observe. At times, leaders create too many to-dos. 
With limited resources, there's only so much you 
can do, but it feels good to have a big plan. 
Sometimes leaders who have lengthy plans think 
they will achieve it all within a year, but 
realistically, they won’t be able to do that. 
Simplifying and prioritizing is a key objective. In 
a nutshell, our list of common pitfalls includes: 

 Being too ambitious. So many of our 
leaders are ambitious (and impatient), and 
they overshoot that ambition in terms of 
what they want to achieve and the 
timeline for reaching it.  

 Trying to do too many things at once. 
Everyone gets exhausted with the process 
when you do this. This process should be 
motivating; it shouldn’t leave your team 
feeling overwhelmed and burdened. 

 Ineffective communication - not 
communicating clearly or effectively. 
Although your plan comes from your brain 
and perhaps the brains of your leadership 
team, if it doesn't get communicated well, 
then it's difficult for the organization to 
rally around. If you use the simple 
questions outlined earlier, this is an easy 
way to talk to all levels within an 
organization about what you are trying to 
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achieve, who will do what, and how you 
are doing along the way. 

 Too many words. You get distracted by 
perfecting the vision and the end state, 
getting every single thought and variation 
captured on paper. Instead, outline 
something to the best of your ability, and 
let it be a work in progress.  

 Too many measures. Analysis can become 
paralyzed by data. Also, the data is often 
historical, which means it’s not helpful in 
making future decisions. In most cases, 
data is very useful, but it's important to 
have it in meaningful and deliberate doses. 

I advocate only having a handful of goals because 
it's unrealistic and overwhelming to try to 
implement, track, and work on more than just a 
few at a time. You'll go cross-eyed trying to make 
sense of them and the interdependencies across 
them. Critics may say I’m oversimplifying, but I 
beg to differ. I think that a handful of goals are 
appropriate at different levels. As a team, you can 
expand that compilation of measures, but at the 
leadership and strategic level, there should be 
only a handful. 

Leaders often think that developing a strategic 
plan is onerous and time-consuming. It’s just one 
additional task that you don't have time for. 
Realistically, a strategic plan saves time in the 
long run for the reasons discussed earlier. If we 
are facilitating, we usually go through this 
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process within a day or two. There are many 
theories and strategic-planning approaches, and 
a number of them work, but I'm a huge fan of a 
simple approach. It's easy to use and easy to 
implement.  

 
You can get distracted by tweaking the plan and 
trying to make it perfect, but it's always a work in 
progress. You can modify it once you get more 
intelligence and as time goes on. The most 
important things are the measurements of 
discipline. As you get more information about 
how you're doing and whether you're working on 
the right things, you can modify some of the areas 
of focus, if necessary. You can't improve what you 
don't measure.  

Leaders tend to get hung up on the minutiae; they 
wordsmith the plan. Most people don't 
necessarily get attached to it. They can't. 
Organizations and people within organizations 
don't necessarily always recite a vision in its 
entirety, but they should be able to know or 
recite the gist of it. We respect the time spent by 
teams and leaders on checking the box 
directionally, but we don't want to get into the 
minutiae. 
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A Simple Strategic Plan Works for 
Many Types of Businesses 
This is an example of how someone used a simple 
plan to achieve exceptional results. Typically, 
when I meet with a business owner, they're 
hurried, flustered, and unable to breathe easily. 
They've had enough. They come into the office 
and use words and phrases like, "I'm throwing in 
the towel. I can’t do this anymore. This isn't what 
I signed up for. I'm just done."  
 
We talk, and after a few reassurances like, "It's 
going to be okay. Leading a business and people 
doesn’t have to be so difficult," they relax and 
become more open to what will follow.  
 
I ask a series of fundamental questions:  

• What does success look like?  
• Who needs to do what to make it happen?  
• What do you need to monitor to know if 

you're achieving success?  
 
It's more conversational; you don’t have to find 
the perfect words. In many instances, I use simple 
terms and language, assuring them that managing 
and leading isn’t the tangled web they're 
experiencing. I outline a handful of key 
measurements of success and metrics that they 
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can monitor. They're tweaked periodically, but 
the gist doesn't change.  
After the meeting and after monthly monitoring 
of the business, one owner we've worked with for 
10 months has left behind the red ink; the 
business was significantly in the red. When asked 
previously, “Why are you doing this,” the owner 
would answer, “I'm losing money. I have freedom, 
but it's not paying off." The owner was marginally 
paying off their business loan and behind on 
some of their obligations. After some consistent 
monitoring, now they're making a profit. They're 
tripling their top-line revenue and exceeding 
their net-profit target. They're able to imagine 
levels of profit that they never could before. 
Instead of leaving it for a long period of time, like 
year on year, there's a discipline every month 
that allows them to tweak and self-correct; that 
shortens and narrows that success timeline 
beyond what it would be quarterly or annually by 
default.  
Doing this work allows you to make decisions 
and modifications in a timely manner. Let’s say 
your business has a sales target of $10,000 a 
month. In the first month you exceed it, but after 
the second month, you’re under. It stands to 
reason that you will brainstorm ideas for how to 
recover that and get back on track.  
Perhaps your organization is one that only looks 
at the budget and bottom line; you don't realize 
there is a problem until the year-end. I know I'd 
want to spend the necessary few extra minutes to 
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monitor those critical metrics and make 
decisions in a timely manner, so I can respond. In 
the best-case scenario, you make money anyway 
and do well, but you’d probably rather know 
sooner than later about a risk that you won’t hit 
your target. 
I also worked with one new leader who was 
interested in leaving a legacy and making a 
difference to both customers and employees. The 
organization was doing fine, but the leader 
wanted a different tone. It was important to them 
that all stakeholders had a positive experience. 
One of their biggest known challenges was they 
didn't have oodles and oodles of extra cash, and 
everybody was already stretched for time. They 
had to be deliberate about their areas of focus. 
We worked with them to clearly identify their 
end state. They tended to get caught up in the 
minutiae of dealing with a number of proverbial 
fires, and day-to-day pushes and pulls.  
After we met and talked with the leadership team 
and outlined the vision, mission, and some areas 
of focus, this leader was able to communicate 
clearly. Their employees had never been led with 
such clarity. Sometimes it's safer for leaders to be 
buried in their offices and the day-to-day, but this 
leader thought it was important to communicate 
with his organization. They had simple 
terminology to describe where the ship was 
headed, and how it would make a difference and 
a call-to-action for employees to jump on board 
and help out.  
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Having a clear narrative around success made it 
easier for them to evaluate progress and share 
monthly updates. It's something the organization 
hadn’t experienced, and now employees are far 
more engaged and motivated. It stands to reason 
that if they do monitor these metrics, they will 
achieve bigger and better results than before. 
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How to Get Exceptional Results 
with a Simple Strategic Plan the 
Entire Company Can Get Behind 

Because we’ve done this many times with many 
different organizations, one of our particular 
abilities is to quickly understand your business. 
We pinpoint “that thing” that makes you unique, 
your strengths, and the problems that need to be 
resolved. We look at existing opportunities and 
where you might need to focus. Earlier examples 
referenced people being in their own heads and 
struggling to articulate. We can work in 
partnership with you to reach the clarity you 
need to articulate. 

We are also big fans of involving the team. It's 
important to get input from your team because 
you get a better-quality product. Just as 
important is that when you roll out the strategic 
plan, people understand it, and they have simple 
terms to speak about it with their teams.  

We also create an easy-to-reference summary. It 
varies for different organizations, but it’s 
typically one or two pages. It's not a huge, thick 
book of strategic direction. 

Finally, we can partner with organizations to 
reinforce the disciplines of measuring, 
monitoring, and evaluating success. Some leaders 
know they have the tendency to be pulled into 
the minutiae. That's a risk for them. We're almost 
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like the monthly calendar reminder that says, 
"Let's talk about how you're doing and move it up 
a level, so we don't lose focus; so we stay on 
track." 

Should you be interested in talking with us or 
exploring how we can help, please email us at 
getresultsnow@ontru.bm or visit our website at 
www.ontru.bm. We also have an assessment at 
the beginning of the book if you wish to find out 
whether you’re on track and could benefit from 
our services. 
 

  

mailto:getresultsnow@ontru.bm
http://www.ontru.bm/
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Here’s How to Get Exceptional 
Results with a Simple Strategic 
Plan the Entire Company Can Get 
Behind 

As a leader or business owner, you know that you 
want to be clearer about what success looks like 
for the business and the team. The challenging 
part is finding the right words for your vision or 
developing a plan that will inspire and motivate 
your employees.  

That's where we come in. We help leaders just like 
you apply a handful of steps to get that clarity, 
lead more effectively and improve results.  

Step 1: Fill out the assessment at the front of this 
book or at www.ontru.bm/assessment to see if you 
can benefit from our simple process to create your 
strategic vision and achieve exceptional results.  
 
Step 2:  Schedule a 15-minute exploratory call 
where we can understand what some of your 
unique challenges are and whether we can help. 
 
Step 3:  Work with us to develop your strategic 
plan using simple words that are easy to 
implement immediately and measure regularly so 
you start seeing results right away.  

  

http://www.ontru.bm/assessment
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Most leaders and business owners are stuck in the 
day-to-day running of the business and don't have 
the time or are too overwhelmed to craft a simple 
plan for the organization that will inspire their 
employees. Let’s work together to improve your 
bottom line and achieve exceptional results – it’s 
easier than you think! 
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	Here’s What’s Inside…
	Introduction
	Getting Results!
	I work with several CEOs, business leaders, leaders of for-profit companies, and leaders of non-profit organizations of various sizes. All of these leaders work hard and are busy, but they're not necessarily working toward clear plans for success or m...
	It may seem like a lot of work up-front, but it's not really, and the benefits multiply as the plan is applied to a business. Many business owners are overwhelmed day to day. They're not entirely sure what to do next. In some settings, they're pulled ...
	Recently, I worked with a company that had been in business for several years with a team of well-respected leaders. The new leader wanted a clear vision and a central plan that would galvanize the team and shift the dial in terms of performance resul...
	After we went through a basic planning exercise, he had a clear plan to follow. He could reference the shared, agreed-upon direction and have a lens through which the team could make decisions about whether or not to proceed with a particular project ...
	Not only did the business gain a compass or roadmap, they gained a shared point of reference for decision-making and measuring success. This is critical when there are so many competing priorities and distractions for business owners, day in and day o...
	Enjoy the book!
	I hope it inspires you to easily create a clear strategic or business plan and implement it to achieve exceptional results.
	To Your Strategic Plan!
	Jenny Smatt
	Results Readiness Assessment
	Are you well positioned to achieve extraordinary results? Take this short quiz by circling the statement which is most true for you.
	TOTAL________
	1. Do you have a dashboard of strategic metrics that you refer to in order to manage your business?
	 Yes   10 points
	 No      0 points
	Score: __________
	2. Do you review your strategic metrics weekly and monthly as part of a disciplined management process?
	 Yes   10 points
	 Sometimes    5 points
	 No      0 points
	Score: ___________
	3. Do you know what your targets are for each, for the next three years?
	 Yes   10 points
	 Some      5 points
	 No      0 points
	Score: __________
	4. Can you summarize what success looks like in simple words (one sentence or less)?
	 Yes   10 points
	 No       0 points
	Score: __________
	5. Can your team easily articulate the key areas of focus for the Company and their main role in achieving success?
	 Yes   10 points
	 Somewhat    5 points
	 Not really    0 points
	Score: __________
	6. You rarely get pulled into the minutia and feel confident you are managing the organization according to a clear definition of what success looks like.
	 True   10 points
	 False      0 points
	Score: __________
	7. It is rare for people to complain that the organization is reactive and that the goalpost is always moving.
	 True   10 points
	 False      0 points
	Score: __________
	8. Your team is operating deliberately, strategically and effectively verses “busyness”.
	 Yes   10 points
	 No      0 points
	Score: __________
	9. You are easily able to prioritize what you should work on vs. delegate based on your strategic dashboard.
	 Yes   10 points
	 No       0 points
	Score: __________
	10. Do you have dashboard measures other than budget as your primary form of evaluating business success?
	 Yes   10 points
	 No:      0 points
	Score: __________
	How did you do?
	100 Your company is a text-book perfect candidate for how strategic planning should utilized in an organization. Congratulations!
	90 – 100 Good job. Your company is likely doing a lot of the right things when it comes to strategic planning. You may want to have someone from the outside take a peak to see if there is anything you could add to compliment what you are already doing.
	80 – 90 You’re doing a lot of things right but may benefit from an external perspective for crafting a simple and effective business dashboard to monitor success and drive decision-making.
	65 – 80 Your company is a candidate for making great strides with your strategic vision. Schedule a 15-minute call with us to find out how we can help you get better results for you and your team by helping you craft a simple vision and effective busi...
	Below 65 You are likely overwhelmed and can’t see the forest through the trees so to speak. The good news is there is a way out and it’s easier than you think!
	We invite you to email us at getresultsnow@ontru.bm for your free 15 minute exploratory call. We’d love to hear from you.
	When complete email back to getresultsnow@ontru.bm
	Name: _________________________________________________
	Company Name: _____________________________________
	Phone Number: ______________________________________
	Email Address: _______________________________________
	Address:______________________________________________
	Why People Struggle with Staying Disciplined & Getting Results
	Leaders and business owners understand the value in crafting plans that establish direction for their companies and teams, but sometimes they don’t get around to implementing plans because they are entrenched in the day-to-day minutiae of running thei...
	As a leader, if you have determined a clear way forward and are monitoring a handful of clear metrics, your responsibility boils down to these steps: communicating the direction, coaching and guiding your team to work in accordance with that direction...
	The second reason leaders struggle to stay disciplined is that they are not achieving the business results they desire. They may have plateaued or feel like their business constantly functions in an ad hoc manner. To reset seems like a wasted effort o...
	Not every successful business has a dashboard, but our experience tells us that if they do have one, there is clearly an opportunity to improve the bottom line. Many organizations make money or achieve satisfactory results unintentionally, but what is...
	The third reason leaders struggle with improving results is due to operational inefficiencies and costs. We work with many organizations that have people doing work because they've always done it that way; there is no real drive to change it. The work...
	Another reason why leaders don't use dashboards or strategic measures is that they can see the end state but don't know how to get there, or even articulate what it looks like. Executive directors and CEOs often take a deep breath when we ask the ques...
	In other cases, leaders have extensive financial backgrounds; they are used to a lot of analysis and speaking in numbers. Articulating their vision is like speaking a different language. It's not that they don't have it in their mind's eye; they may j...
	No one person can be good at everything. Leaders have different strengths. That’s why it’s important to leverage the skills of others and have a clearly defined plan to achieve results!
	Getting Results!
	The first step in getting the results you want is crafting the plan. Once you do that, the results come over time and what you choose to dedicate your time and attention when you're at work. Instead of being reactive and flying by the seat of your pan...
	When you have a plan, your teams have core objectives linked to a cohesive and integrated plan. That's good for morale. It's good for people to feel they're part of something bigger than themselves. Professionals generally know what they should be foc...
	When you're clear on your direction, the path to get there is more efficient and deliberate. If you’re on a ship floating on the ocean and want to get from point A to point B, you don't just set out and hope that you will get there. You take the most ...
	You also benefit from having a proper plan in place because you have a filter and a framework with which you can easily make decisions. For example, let’s say that developing your people is currently your number one priority, and you now have a reques...
	The Roadmap for Strategic Growth
	Many well-established professionals have different versions of strategic planning processes and approaches to realizing business efficiencies, all of which have value. It can be helpful to use simple terms that people can relate to at all levels of yo...
	The first step is creating the vision. In other words, what does success look like? It can be in simple terms; you don't need to get caught up in semantics. Just answer this question: “What is the purpose of this business?” What difference does it mak...
	The second step on the roadmap is to think about what you need to do and get where you want to go. What do you need to do to get there? Answer the question: "What do we need to do on a day-to-day basis to achieve that?"
	The next step is to establish a handful of areas of focus. People often jump to the projects to achieve results, but before doing this, you should determine the three or four areas in which you need to focus to be successful. Boil it down and consider...
	 Do I need to grow my business, or do we want to maintain the status quo?
	 Are my employees happy and engaged?
	 What do we like to do within our community? Is that a key component of our strategy?
	 Are employees a key priority for us?
	 Are customers a key priority for us?
	The fourth step on the roadmap is to carve out the ‘to-dos’. What do you need to increase, decrease, do more of, and put in place to get things done? Outline approximately twelve directional statements or objectives to action your areas of focus.
	The last step is essential and best captured by asking: “How do you know it's making a difference?” At this point, you know where you are going, your areas of focus and your main actions. You know who is focusing on what, and which projects they're wo...
	To know whether you’re on track, what are the five, six, or seven indicators or measurements you need to monitor? Let’s return to the analogy of the ship. When you observe your gas level and your crew, are they working? Do people know their roles? Are...
	Speaking in terms of your business, what do you need to look at? These aren't necessarily budget measures or typical analytics. That's a different level of effort, detail and quite frankly, a different discussion. This lens is targeting a strategic vi...
	If you say you are going to grow your business, one of the focused areas should be your bottom line. What is it now, and what do you want it to be? That's your measure of success: the amount of profit left at the end of the day.
	Those are the steps. They may seem simple, but don’t let the simplicity fool you. These work and they give the entire team a framework, so you’re all on the same page, working as one to reach your goals.
	It can often be difficult for an organization to stay focused. There are always things pulling at you; shiny new projects that sound great. With a plan in place, your team can keep its sights on the vision and the handful of areas of focus and stay on...
	If you’re not sure your people are working together or are happy, one of your indicators could be employee engagement or employee satisfaction. Keep it very simple; it can be overwhelming to review and consider all of the measurements available. Boili...
	Many businesses have lengthy business plans that sit on the shelf collecting dust because the plan seems intimidating, but the process doesn't have to be arduous. Sometimes leaders aren’t used to looking at a handful of goals and they typically get su...
	We know it's difficult to be all things to all stakeholders. When you’re clear on where and how you wish to focus, what you aim to deliver, and what you are not, you won’t be pushed and pulled. In our landscape, there’s a constant desire for organizat...
	The Pitfalls Leaders Fall Into
	There are a number of common scenarios that we observe. At times, leaders create too many to-dos. With limited resources, there's only so much you can do, but it feels good to have a big plan. Sometimes leaders who have lengthy plans think they will a...
	 Being too ambitious. So many of our leaders are ambitious (and impatient), and they overshoot that ambition in terms of what they want to achieve and the timeline for reaching it.
	 Trying to do too many things at once. Everyone gets exhausted with the process when you do this. This process should be motivating; it shouldn’t leave your team feeling overwhelmed and burdened.
	 Ineffective communication - not communicating clearly or effectively. Although your plan comes from your brain and perhaps the brains of your leadership team, if it doesn't get communicated well, then it's difficult for the organization to rally aro...
	 Too many words. You get distracted by perfecting the vision and the end state, getting every single thought and variation captured on paper. Instead, outline something to the best of your ability, and let it be a work in progress.
	 Too many measures. Analysis can become paralyzed by data. Also, the data is often historical, which means it’s not helpful in making future decisions. In most cases, data is very useful, but it's important to have it in meaningful and deliberate doses.
	I advocate only having a handful of goals because it's unrealistic and overwhelming to try to implement, track, and work on more than just a few at a time. You'll go cross-eyed trying to make sense of them and the interdependencies across them. Critic...
	Leaders often think that developing a strategic plan is onerous and time-consuming. It’s just one additional task that you don't have time for. Realistically, a strategic plan saves time in the long run for the reasons discussed earlier. If we are fac...
	You can get distracted by tweaking the plan and trying to make it perfect, but it's always a work in progress. You can modify it once you get more intelligence and as time goes on. The most important things are the measurements of discipline. As you g...
	Leaders tend to get hung up on the minutiae; they wordsmith the plan. Most people don't necessarily get attached to it. They can't. Organizations and people within organizations don't necessarily always recite a vision in its entirety, but they should...
	A Simple Strategic Plan Works for Many Types of Businesses
	This is an example of how someone used a simple plan to achieve exceptional results. Typically, when I meet with a business owner, they're hurried, flustered, and unable to breathe easily. They've had enough. They come into the office and use words an...
	We talk, and after a few reassurances like, "It's going to be okay. Leading a business and people doesn’t have to be so difficult," they relax and become more open to what will follow.
	I ask a series of fundamental questions:
	 What does success look like?
	 Who needs to do what to make it happen?
	 What do you need to monitor to know if you're achieving success?
	It's more conversational; you don’t have to find the perfect words. In many instances, I use simple terms and language, assuring them that managing and leading isn’t the tangled web they're experiencing. I outline a handful of key measurements of succ...
	After the meeting and after monthly monitoring of the business, one owner we've worked with for 10 months has left behind the red ink; the business was significantly in the red. When asked previously, “Why are you doing this,” the owner would answer, ...
	Doing this work allows you to make decisions and modifications in a timely manner. Let’s say your business has a sales target of $10,000 a month. In the first month you exceed it, but after the second month, you’re under. It stands to reason that you ...
	Perhaps your organization is one that only looks at the budget and bottom line; you don't realize there is a problem until the year-end. I know I'd want to spend the necessary few extra minutes to monitor those critical metrics and make decisions in a...
	I also worked with one new leader who was interested in leaving a legacy and making a difference to both customers and employees. The organization was doing fine, but the leader wanted a different tone. It was important to them that all stakeholders h...
	We worked with them to clearly identify their end state. They tended to get caught up in the minutiae of dealing with a number of proverbial fires, and day-to-day pushes and pulls.
	After we met and talked with the leadership team and outlined the vision, mission, and some areas of focus, this leader was able to communicate clearly. Their employees had never been led with such clarity. Sometimes it's safer for leaders to be burie...
	Having a clear narrative around success made it easier for them to evaluate progress and share monthly updates. It's something the organization hadn’t experienced, and now employees are far more engaged and motivated. It stands to reason that if they ...
	How to Get Exceptional Results with a Simple Strategic Plan the Entire Company Can Get Behind
	Because we’ve done this many times with many different organizations, one of our particular abilities is to quickly understand your business. We pinpoint “that thing” that makes you unique, your strengths, and the problems that need to be resolved. We...
	We are also big fans of involving the team. It's important to get input from your team because you get a better-quality product. Just as important is that when you roll out the strategic plan, people understand it, and they have simple terms to speak ...
	We also create an easy-to-reference summary. It varies for different organizations, but it’s typically one or two pages. It's not a huge, thick book of strategic direction.
	Finally, we can partner with organizations to reinforce the disciplines of measuring, monitoring, and evaluating success. Some leaders know they have the tendency to be pulled into the minutiae. That's a risk for them. We're almost like the monthly ca...
	Should you be interested in talking with us or exploring how we can help, please email us at getresultsnow@ontru.bm or visit our website at www.ontru.bm. We also have an assessment at the beginning of the book if you wish to find out whether you’re on...
	Here’s How to Get Exceptional Results with a Simple Strategic Plan the Entire Company Can Get Behind
	As a leader or business owner, you know that you want to be clearer about what success looks like for the business and the team. The challenging part is finding the right words for your vision or developing a plan that will inspire and motivate your e...
	That's where we come in. We help leaders just like you apply a handful of steps to get that clarity, lead more effectively and improve results.
	Step 1: Fill out the assessment at the front of this book or at www.ontru.bm/assessment to see if you can benefit from our simple process to create your strategic vision and achieve exceptional results.
	Step 2:  Schedule a 15-minute exploratory call where we can understand what some of your unique challenges are and whether we can help.
	Step 3:  Work with us to develop your strategic plan using simple words that are easy to implement immediately and measure regularly so you start seeing results right away.
	Most leaders and business owners are stuck in the day-to-day running of the business and don't have the time or are too overwhelmed to craft a simple plan for the organization that will inspire their employees. Let’s work together to improve your bott...
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