Shaping your future worksheet:
Premise:
It should go without saying that growing in the current age of faster and faster does require that you have an extra clear concept of where you want to go.  In fairness, that is not always an easy thing to know. 
This worksheet can help you and your key players address that challenge with no undue pain or preparation.

All that you need is a decision to build on what you already have, in order to ensure a successful future.  If not now, when?  If not you, who?

Purpose of this worksheet: 
1. Generate meaningful discussions among your key employees, managers

2. Begin to better understand four factors:

· What are the key drivers, unique to your business, that must be leveraged?
· Where do you want to take your organization? 

· How can you develop a “where are the critical issues” orientation and surface the true blocks that exist in your business.

· Establish a method and an approach that will become standard process for setting and implementing strategy 
3. Introduce a “Grow the Business” process to your key players and have them adapt it to your real-world business challenges. 

Incorrect assumptions will stunt any efforts to grow or change: 

Managers and employees alike often make assumptions that make this type of process a waste of time and effort.  Make sure that all assumptions (unstated opinions) are made visible so that you can address them early. The idea is to proceed with an attitude of expectation and possibility, not old school thinking that drags you down. 
Here are three common, yet deadly, assumptions: 

1. We can get this done in two or three meetings.  
Experience shows you will need several meetings over a six month period.
2. This is really not all that important right now.  
That attitude is a fast ticket to falling behind bit-by-bit, non-decision after non-decision.  You can bet the majority of your staff realizes that changes are needed.  Thinking that you do not need to change is a blend of denial and fantasy.  

3. My team is on board and knows what we need to do. I don’t need to meet with them individually.

You will want to meet privately with each person on this team. The purpose is to 

discover what they see as possibilities, possible blocks, and, most importantly why these 

changes are essential to them.  It is a great opportunity to create not just       understanding, but trust, as you both explore possibilities and the future.  If you don’t 
know what each person brings and wants from the company, it is nearly impossible to 
shape a future that matters to anyone. 
Remedy for faulty assumptions:
· Realize that assumptions are rarely in the forefront of your thinking.  They operate hidden and quietly beneath the surface.  Do not let them influence you, unless they support your view of what is possible. 

· Repeatedly tell yourself that if you want to have a far greater future, you will have to create it.  
· Remind yourself that adapting and evolving are always required to grow.

· Decide that taking no action allows others to determine your fate.  No good leader is allowed to drift and be a success.
Take heart. It is not as difficult as you may have been led to believe.  If you simply 

examine your own attitudes and beliefs around these three assumptions, you will be in 

good shape going forward. 

The Steps:
 1 through 3
First round -- These 3 questions will spark discussion necessary to get to round two:
1. Decide why you want to change. Think of the conditions three years from now, if nothing were to change. 

It is a good idea to look at each major function and ask: If we were to stick with what we now have in this area, what would that lead to (positive and negative).
2. Readiness level. Explore what will be required in terms of upset of current process, product, staff, customers, pricing, and leadership. Add to the list as you think of those areas that are important to your business. You are trying to decide in advance how much energy will be needed to make the changes. Face up to the reality that to change, some things will have to go. 
3. Answer questions a – g privately before your begin the “Shaping your Future” meetings.  This will help you to be more current in your thinking and better prepared. 

Have each member of the team answer questions a through g privately and in advance of the meeting. 

Take care to prevent individuals discussing the questions or comparing answers (group think). That will poison the well and prevent the fresh and unbiased ideas needed.  You want everyone to come prepared and with their own opinions and ideas. 

Meet with each member privately to explain the process and to give them a copy of the questions. Be sure to tell them their answers are for their eyes only and are designed to help the focus on what is / is not important.  If they have no opinion on a question (more than likely), they should skip it. Give your reasons for wanting their input and where you think this process can lead (positive).  You can also share your own opinions and expectations from the process and how you believe the team probably has many good ideas.  Do all you can to build trust. The set up is important. You won’t have second chance to set this up correctly. 

a. What would you want to see happen in the short term that would have a positive 

        impact on the company? 
b. What results in the area of Sales, Management team, and Major Accounts do you want to see in the next 6 months?
c. What changes are needed in the company’s planning process?

d. How often does the top team discuss future possibilities in the areas of:

· New accounts?

· Product enhancement?
· New products?

· New revenue sources?

e. How much urgency does this team have for making significant improvement over the coming six months? Is it sufficient? How can it be increased by a significant amount?
f. What is the primary reason this group wants to work on shaping the company’s future?
g. What is the primary benefit each team member is expecting from this undertaking?  

The Steps:  Questions 4 through 14:  
Second round:   Getting into these 10 questions will be easier when round one is completed.   
4. Would employees agree on the purpose of the organization?
________________________________________________________________  

________________________________________________________________



________________________________________________________________  

5. What has the management team accomplished over the past 12 months?

________________________________________________________________  

________________________________________________________________



________________________________________________________________  

6. What is still left to be completed or started?

________________________________________________________________  

________________________________________________________________

   
 ________________________________________________________________  

    7.  Do customers assess the company as a high performer in terms of quality, pricing 
          and response? 
________________________________________________________________  

________________________________________________________________



________________________________________________________________  

8. Has the sales department brought many valid new ideas back from customers?

________________________________________________________________  

________________________________________________________________



________________________________________________________________  

9. How would you assess the ability to hear and respond to what major customers want

________________________________________________________________  

________________________________________________________________

________________________________________________________________  

10. Do management discussions and decisions tend to focus more on operational challenges or on innovation and change?

________________________________________________________________  
________________________________________________________________



________________________________________________________________  

11. Describe what new markets and new products would be considered for the next 18 months?

________________________________________________________________  

________________________________________________________________



________________________________________________________________  

12. Describe the company’s current reality.  What do you see that needs to be addressed, improved or eliminated? 

________________________________________________________________  

________________________________________________________________



________________________________________________________________  

13. Describe the ideal future reality for the company. What do you see as possible? Do not worry about how this would be accomplished.

________________________________________________________________  

________________________________________________________________

________________________________________________________________  

14. How could this group best leverage what the company currently has and create a superior vision for 24 months out?  Think in terms of employees, products, innovations, contribution to customers. 

________________________________________________________________  

________________________________________________________________



________________________________________________________________  

Additional guidelines:

 Choose the questions that best fit your situation. These questions will stimulate 

       conversations, insight and good ideas. You have to be sure to let the conversations 

       develop and evolve. Be sensitive to knowing when to move from one question to 

       the next.

If possible, brainstorm your own thoughts and responses with an independent (non- 

      employee) well in advance of meeting with any of your staff.  It is always worth the 

      effort to stop and reflect on what you truly want before jumping in and exploring 

      with others. 

Consider getting into these questions over an extended time frame (6 to 12 months), making them the cornerstone of a (mandatory) “Grow the Business” 3-hour session held every third week.  

      The plan or shaping your future document, while important, is not as important as 

the discussions you will have. 

Be clear on what the group wants as well as the level of commitment. Do not get wrapped up with how this is to be done. Stick with the “what” focus, not the “how” focus.

Plan on using a “soak cycle approach” for three to four days to develop better goals and strategies that will come to mind. Give people time to think big, to brainstorm and to build something that pulls the company forward. This step will develop the buy-in needed.  If you get stuck on a question, adjourn and come back to it later.
      Describe the future scenario in as much detail as you can.

      Describe the present in as much detail as you can.
   Expect to develop needed action steps only after the answers to 12, 13 and 14 are 

      complete. 
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