
to bust the silos and to encour-
age the team members to ask 
each other for assistance and 
insight.

Instead of the ! nger-point-
ing that had gone on until now, 
the meetings fostered healthy 
con" ict by clarifying who the 
decision-makers were and al-
lowing the group to solve key 
issues and challenges together 
as a team.

Best of all, the meetings 
allowed the team to celebrate 
success and build con! dence 

BOARDROOM STRATEGY

MIKE DESJARDINS
Your company’s strategic plan 
needs a solid framework

A successful strategic plan 
design keeps two things 

in mind: focus driven by sim-
plicity and clarity and engage-
ment of the people who will 
be held accountable for the re-
sults. 

The more complex the 
plan, the less likely anyone in 
your organization will read 
it or, even worse, take action 
from it.

Here is a framework and 
process for your strategic plan 
that will ensure you focus on 
what’s important, narrowing 
down the details to the critic-
al pieces around which your 
team can rally. Using this 
framework with your team to 
build a plan will dramatically 
increase engagement and ac-
countability.

Wildly courageous de-
cision (WCD). As CEO, you 
are the chief dreamer, schem-
er and long-term thinker. Be-
fore engaging your team in a 
strategic planning experience, 
carve out some time from your 
schedule to dream 10 to 25 
years ahead from today. What 
courageous direction can you 
passionately make a decision 
to take your organization in? 
' ink of this as the North Star 
you are navigating toward: a 
simple statement that sets a 
long-term perspective that 
everyone can rally behind.

Mission. If your wild-
ly courageous decision is the 
“what” then think of your mis-
sion as the “how”: what behav-
iours and actions over time 
will lead to your organization 
realizing its WCD?

Strengths, weakness, op-
portunities, threats and vul-
nerabilities. Have you, your 
team members, and their dir-
ect reports list out what your 
organization is truly strong at, 
weak at, where the market op-
portunities lie, what external 
forces can threaten your suc-
cess and where you are vul-
nerable to inside and outside 
forces - your company’s Achil-
les Heal.

Rhinos, whinos, sacred 
cows and hidden agendas.
Rhinos are the large, dirty, 
messy issues that are hiding 
under your boardroom table 
causing big distraction, wasted 
resources and energy, and yet 
everyone is pretending they’re 
not in the room.

Whinos are the issues team 
members consistently whine 
about that never seem to get 
dealt with. Sacred cows are the 
core tenets in your business 
that you’re not willing to com-
promise on or change: they’re 
part of the secret sauce of your 
success. Hidden agendas are 
the plans that people are not 
disclosing, instead they’re se-

cretly working on building al-
liances and putting signi! cant 
energy into something that 
may or may not be right for 
your organization. (' e Lexus 
ISF is a good example of a hid-
den agenda of an engineer at 
Lexus. It was built in secret in a 
remote warehouse behind the 
head o(  ce by a skunk-works 
team and unveiled to Toyota’s 
CEO a) er the ! nal prototype 

was complete.)
Values and core purpose. 

What core values are form-
ing the concrete foundation 
upon which your organization 
is built? ' ese are the values 
driving key decisions made at 
a senior level within your busi-
ness, not values you may aspire 
to. What is the core purpose 
for your company existing in 
the world? Why will the world 
be a better place as a result of 
your long-term success?

Objectives. Use the infor-

mation you uncover in the sec-
tions above to cra)  a series of 
! ve to 10 key objectives that 
your organization will achieve 
over the next 12 months. ' e 
easiest way to know wheth-
er you have a well-framed ob-
jective is to ask, “How will we 
know when this objective is 
complete and would we throw 
a party to celebrate achiev-
ing it?” If the answer is un-
clear then you’re likely mis-
sing a deadline, a clear success 
measure or the objective is not 
speci! c, reasonable or challen-
ging enough.

Owners. “The executive 
team” is not the answer to ef-
fective accountability for stra-
tegic objectives. Each objective 
should have an accountable 
champion who ensures that 
the executive team is kept up 
to speed on progress and the 
road blocks along the way.

Action steps. Many com-
panies stop at the objective 
stage and the result is low clar-
ity on the ! rst move and sub-
sequent steps. ' e result is a 
sandbagged plan. Create an 
action-step plan for each ob-
jective that answers the state-
ment, “When these steps are 
complete, the objective will be 
successful.”

Communication. Without 
a communication plan that 
shares the strategic plan, the 

reality is the same as winking 
at someone in the dark: you 
know what you’re doing but 
they haven’t a clue. Decide as 
an executive team what con-
sistent, concise and compel-
ling messages you plan to share 
with the rest of the organiza-
tion, including reporting on 
results throughout the year, 
and what mediums have the 
best chance of reaching the 
widest audience. Using the 
steps we’ve walked through 
will provide a solid framework 
to build your strategic plan, 
ensure that year a) er year you 
have a consistent way of de-
scribing the path for your busi-
ness and engage your team in 
executing the plan e* ectively.

As the Cheshire Cat said 
to Alice, “If you don’t know 
where you’re going, then any 
road will take you there.” 

Mike Desjardins is the CEO at 
ViRTUS (www.virtusinc.com), 
an organizational development 
consulting ! rm with expertise 
in strategic planning and im-
plementation, leadership de-
velopment, change manage-
ment and succession planning 
for medium-to-large organ-
izations. He regularly blogs at 
www.mikedesjardins.com. 
" is column was co-written by 
Je# rey Kearney, a mentor and 
executive coach at ViRTUS.

The more complex 

the plan, the less 

likely anyone in your 
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it or, even worse, 

take action from it

CEO ADVANTAGE

NANCY MACKAY
Building executive team effectiveness 
can accelerate better corporate results

CEO challenge: a CEO re-
viewed his last-quarter 

results, which were the worst 
in the company’s history. De-
spite being industry leaders, 
the economy had hit the or-
ganization hard.

But it was more than that. 
The CEO reflected on his 
executive team members. He 
knew they operated in silos, 
but it had grown worse with 
the downturn and now there 
were frequent con" icts. Many 
of the key projects they had 
implemented of late were 
either not delivered on time 
or on budget, and some of 
them were not even meeting 
planned objectives.

CEO mistake: the CEO 
had a unique style of leading. 
He travelled extensively and 
felt that executive team meet-
ings were a waste of time. In-
stead, he preferred to hold ad 

hoc sessions on an as-needed 
basis.

He also ignored the con-
" icts between his team mem-
bers. 

“I hired good people and 
they are mature adults. I ex-
pect them to get along,” he 
quipped.

Our leader didn’t hold back 
on showing his frustration 
with the stalled and failed pro-
ject initiatives and slow busi-
ness results. 

“' ey need to know when 
they aren’t measuring up, and 
frankly, I should be upset,” was 
his comment.

CEO solution: the only 
way to get great results is with 
a high-performing executive 
team. And if your results aren’t 
coming fast enough, focus-
ing on building that top team 
could be the solution.

With some candid feedback 

and requests from his team, he 
grew to recognize that his style 
was only adding to the prob-
lem. Instead, he courageously 
formed a plan for change.

First, he committed to 
meeting with each direct re-
port for 30 minutes a week, 
either in person or by phone. 
His goal was to set his team 
up for success, one person at a 
time, and to remove any bar-
riers or obstacles to goals.

Second, he began to lead 
one-hour weekly executive 
team meetings, again by phone 
if necessary. ' e meetings had 
several results.

' e CEO needed to build 
trust within the team and in 
him. ' e meetings provided 
the opportunity to be candid 
and to get to know each other 
better by sharing key issues 
and challenges each week.

' e meetings also helped 

for future challenges.
The CEO also learned to 

manage conflict within the 
team. If two team members 
were in con" ict, he met with 
them both together and in-
dividually and held them ac-
countable for resolving the 
issue. He also was clear in his 
support for their efforts to 
move forward.

Lastly, the group began to 
hold half-day meetings to re-
view all strategic projects, and 
the team set a date for a one-
day annual strategy develop-
ment retreat to review, plan 
and, yes, celebrate. 

Nancy MacKay is the president 
of MacKay & Associates (www.
mackayandassociates.ca) and 
the CEO coach and facilitator 
of 15 CEO and executive forums 
across Canada with more than 
150 members.
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More to Falcon’s education 
policy than “merit pay”
Media outlets and critics such 
as the BC Teachers’ Feder-
ation on Tuesday quickly 
dubbed B.C. Liberal leader-
ship candidate Kevin Fal-
con’s proposal to reward great 
teachers as “merit pay.”

' at, however, was only a 
small kernel of Falcon’s plan.

Falcon is proposing more 
than bonuses for teachers who 
show exceptional work either 
through their students per-
forming well on tests or by 
other means. 

He also wants to develop 
a Master Teacher Incentive 
Program, similar to one being 
implemented by Australia’s 
new Labour government.
Wednesday, January 5

Boston Pizza’s royalty 
pool stagnant in 2010
Growth in the number of res-
taurants in Vancouver-based 
Boston Pizza Royalties In-
come Fund’s royalty pool is 
slowing.

2010 o(  cially became the 
first year the fund had the 
same number of restaurants 
in its royalty pool – 340 – at 
the end of the year as at the 
beginning. 

' e company (TSX:BPF.
UN) announced Tuesday that 
it added six new restaurants to 
its royalty pool in 2010. But it 
closed ! ve full-service restau-
rants and one Quick Express 
location.
Wednesday, January 5

B.C. business confi dence 
drops in December: CFIB 
While it continues to be much 
higher than the lows in late 
2008, con! dence among B.C. 
small and mid-sized busi-
ness (SMB) owners fell for 
the second straight month in 
December, according to the 
Canadian Federation of In-
dependent Business (CFIB).

' e B.C. barometer index 
dropped to 67.5 in Decem-
ber from 68.1 in November 
(an index of 50 represents 
an equal balance of stronger 
and weaker business expect-
ations). 

In October, the B.C. index 
was 70. B.C. was the ! ) h most 
optimistic province in Can-
ada in December. 

The CFIB said uncertainty 
in provincial politics, the HST 
referendum and even provin-
cial regulatory changes such 
as the impaired driving rules 
have not helped to create an 
environment that supports 
business optimism in B.C. 
Wednesday, January 5
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