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Introduction

Research shows that a majority of organizations have difficulties creating (and maintaining)
a sophisticated business plan that can really guide them to new horizons. And if there is an
actionable plan, even more organizations struggle with the operational execution. The result
is stagnation or at least less growth of the business. And if the situation of not having and/
or executing a business plan continuous year after year, it can even lead to severe business
continuity issues. | think we all know examples of companies that no longer exist because
they had the wrong strategy or were not able to execute on their strategic goals.

Intrigued by the fact that so many companies have the same problem that can have severe
impact on their business performance, but that so far nobody has been able to find a
systematic and repeatable solution, we started our journey to the ultimate Business
Planning approach. After years of customer feedback and adjusting and improving the
concept, the Business Board Method finally met our requirements.

We are convinced that the result is an approach which has the right balance of clarity,
simplicity, completeness, usability and practical applicability. The supporting Business
Board tool has a structure that in a natural way guides your organization towards the
creation and execution of the business plan.

The organizations that already use the Business Board Method tell us that our efforts paid
off and that it really helped them to create and execute their business plans resulting in an
improved competitor position, a substantially better employee engagement and increased
financial results.

In this User Guide we will guide you through the visible and invisible dynamics of the
Business Board tool to enable you to benefit from all features the Business Board offers.

A word of advice: please read the book “De Business Board Methode” before you start with
using the Business Board tool. As we all know, successful businessplanning is not about

filling in a tool, but it is about doing the right things, in the right order with the right people.
The book “De Business Board Methode” will give you all insights you need...
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Overview

The Business Board is set-up to facilitate a natural flow that guides you through the plan
ensuring the plan is complete, of high quality and consistent. In this chapter, we will give
you some background on the principles behind the Business Board.

Two parts

The Business Board consists of two parts:

1. The upper part is the Business Plan;

2. The lower part focuses on the execution of the
Business Plan.

The Business Plan and the Execution part are connected
by translating (logical coherent) operational objectives
from the Operations part of the Business Plan into
Workstreams in the Execution part.

Five sections

The Business Board consists of five sections: The
Planning part consists of three sections focusing on WHAT
needs to be done. The Execution part is divided into two
sections and is all about HOW to realize the plan.

There is a natural flow between the sections: The Identity
of the organization is translated into the (one to three year)
Strategy, the Strategy is translated into Operational goals
and improvement initiatives, and the Operational
improvement initiatives are translated into Workstreams
that will be managed as part of the daily operations of the

PLANNING

=

EXECUTION

Identity:
What defines the company?

Strategy:
What is the company’s unique position?

Operations:
What actions are defined to realize the strategy?

Dashboard:
How are the Strategy and Operations progressing?

Workstreams:
The actual projects to implement the Operations

company. The progress of the Business Plan is visualized in the Dashboard.

Coherence
The overall “flow” of the Business Board:

Identity Strategy

Operation

Execution

Longterm goal (BHAG) —> Unique strategy —_—
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Building the Business Board

The Business Board has to be built from top to bottom (arrows representing the most
important dependencies between the areas). Overview:

BUSINESS BOARD

[EL heir full potential Department: [name] Date: [date] Version: [version]

MARKET -> STRATEGIC OBJECTIVES

Define a unique strategy to realze your BHAG, based on the most important trends and taking into account the strenghts and weaknesses of the competition

Target

Actual | 2
score | &

Element aree

Element

Target
score

(((((

STRATEGY e 13 ’ CUSTOMER | PORTFOLIO ORGANIZATION

o
Element N WORKSTREAM, | Owner Target Date <

Operational actions-> Workstreams

STATUS UPDATE MAIJOR RISKS AND ISSUES

Next period planned activities Roadblocksand proposed mitigation actions

In the book “De Business Board Methode” a way more detailed approach on how to
build your own Business Board is described.
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Building the Business Plan (areas 1-5)

1.

Identity.
e BHAG is a concept developed by Jim Collins and Jerry Porras. A BHAG

(pronounced “Bee Hag,” short for "Big Hairy Audacious Goal") is a powerful way to
stimulate progress. A BHAG is clear and compelling, needing little explanation;
people get it right away. BHAGs are bold, falling in the gray area where reason and
prudence might say “This is unreasonable,” but the drive for progress says, “We
believe we can do it nonetheless.” Think of the NASA moon mission of the 1960s.
The best BHAGs require both building for the long term AND exuding a relentless
sense of urgency: What do we need to do today, with monomaniacal focus, and
tomorrow, and the next day, to defy the probabilities and ultimately achieve our
BHAG?

e Image. What are the issues with the current image + what is the (top-3) desired
image (how does the company wants to be perceived by its customers)?

o Values. What are the cultural improvement areas + what are the top-3 values the
company wants to live by (this is not the same as the current values that have
become (part of) the culture)?

Market analysis.

o Market trends. The desired market position and the top-3 trends relevant for the
company split into social, market and product trends.

¢ Competition. The desired competitive position and the top-3 competitors relevant for
the company split into traditional, substitutes and new entrants’ type of competitors
(reference: Porters five forces model).

Strategy.
Strategy. A short and clear statement about the company’s strategic goal for the next

one to three years. This should be a derivative of the BHAG (3.1); if the strategy is
executed successful, the company’s BHAG has got closer to realization. Next to the
strategic goal, three strategic objectives to realize the strategic goal are defined. The
strategic goal and objectives should also reinforce (or at least not be in contradiction
with) the company’s image and values as defined in the Identity section (3.2).

Operations | Operational goals.

The goals in the Operations section all must be derived from the company’s Strategic

Goals and Objectives (3.3).

o People. Definition of the goal for the people planning of the company, aligned with
the strategic goal.

e Customer. Definition of the goal for the customer base of the company, aligned with
the strategic goal.

¢ Portfolio. Definition of the goal for the portfolio (products and/ or services) of the
company, aligned with the strategic goal.

¢ Organization. Definition of the goal for the organization (including processes,
systems, organizational chart, ...) of the company, aligned with the strategic goal.

Operations | Improvement initiatives: Objectives and Key-results.
The operational Objectives and corresponding Key-Results are defined per element and
split into two different types of Objectives:
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¢ One Objective that leverages the company’s current strengths and results in (short-
term) operational improvement (“Stabilize”). The Objective should of course
contribute to the realization of the Operational goal of the element.

¢ Two Objectives that focus on accelerating the company towards the realization of
the Operational goal of the respective element (and with that, the company’s
strategic goal) (“Accelerate”).

() Setting KPI’'s/ Targets

For all elements in the Strategy and Operations sections, KPI's/

Targets can be set. KPI/ Targets must:

¢ Reinforce the Goal for the element. HEmployees 0 0

e Be challenging, but achievable. z‘g -

. gz .ali%ned with the Strategic Goal, KPI/ Targets and e —
jectives. [

¢ Be a maximum of five per element, preferably less (1-3).

The first KPI/ Target (the colored row) is the main/ key KPI/ Target for the element. This KPI/
Target should represent the overall progress of the element.

Operational KPI’'s/ Targets are typically set for one fiscal year.

(!) Setting priorities

When the Business Board is built, there is a brought range of Objectives and Key-results
defined with a scope of one fiscal year. It is not effective to start working on all of them at
the same time. Also, not all KPI's/ Targets have the same priority.

In the Business Board, KPI's/ Targets, Image items, Value items and strategic and
operational objectives can be set on a High priority. A High priority can be set by putting a
“1” in the cell next to the colored part of an item or in the “Prio” column of a KPI/ Target. A
High priority setting can be deleted by deleting the “1”.

Priority setting for KPI's/ Targets

) . Element OPERATIONAL GOALS
KPI S/ Targets can be put on a ngh Specific, measurable and inline with Strategy and | dentity
prlorlty PUttIng a KPI/ Target on a ngh [Highest employee satisfaction within :PI: ° 0
Priority gives users the possibility to & e o i _ .
highlight the KPI/ Target to focus on competence y/ ..] # (re-Train

during implementation.

Putting a KPI/ Target on a High priority also influences how the progress is calculated in the
Dashboard (see The Dashboard).

Priority setting for Improvement initiatives (Objectives) Rt b A peei o
High priorities can be set for the elements Image, Values, IShort exptanation ofthe desired image]
Strategy, People, Customer, Portfolio and Organization. — —
For the elements Image and Values in the Identity section, the Fresmms s —
meaning of the High priority is that the respective item needs e —
extra attention during implementation. In most cases, the
corresponding improvement initiatives will be defined in the e e et s sl
element Customers (for the Image item with a High priority) and/ — -
or People (for the Values item with a High priority). L bortent

3. Koy Resut 3]
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For the element Strategy in the Strategy section, the meaning of a High priority is that the
respective Strategic objective has the highest priority to be implemented.

For the elements People, Customer, Portfolio and Organization in the Operations sections,
High priorities can be set to highlight the improvement initiatives that have the highest
priority to be implemented. Where the scope for the overall Business Board is one fiscal
year, the scope for improvement initiatives with a high priority is the next quarter. The
improvement initiatives with a high priority are typically the ones that are translated into
separate workstreams in the Workstreams section.

Configuring the Dashboard (area 6)

6. The Dashboard.
For the Dashboard to work properly, go to the Settings worksheet. There are two tables
that need to be updated:

KPI calculation KPI % Strategy Operations

For all of the calculation Strategy People Customer Portfolio Organization

(maximum Of) 5 KPI 1 Actual/Target Actual/Target Actual/Target Actual/Target Actual/Target

KPI's/ Targets per KPI 2 Actual/Target Actual/Target Actual/Target Actual/Target Actual/Target
KPI 3 Target/Actual Actual/Target Actual/Target Actual/Target Actual/Target

element the way the KPI 4 Actual/Target Actual/Target Actual/Target Actual/Target Actual/Target

%Completed is KPI 5 Actual/Target Actual/Target Actual/Target Actual/Target Actual/Target

calculated in the Dashboard needs to be defined. Default is that the Actuals figure is
divided by the Target figure. This is the correct calculation for most KPI's/ Targets, like
revenue, margin but also employee satisfaction etc. For those type of KPI's/ Targets, the
Target is achieved when the Actual >= Target. For some KPI's/ Targets, like costs, the
Target is achieved when the Actual is <= Target. For this type of KPI’'s/ Targets, the
correct calculation is the other way around: Target / Actual.

High priority multiplier

For KPI's/ Targets High priority multipliers can be set.

These multipliers are used in the calculation of the Multiplier
%completed in the Dashboard. There is a distinction Key-KPI with High priority
between Key-KPI's/ Targets (the first, colored, KPI/ Key-KPI without High priority

Target per element) and regular KPI’s/ Targets (the iz: x:::oftg:izr;ogitzrity
other KPI's/ Targets per element).

= NN W

Executing the Business Plan (areas 7 and 8)

7. Workstreams | Definition.
After building the Business Plan part and setting priorities, the Business Board must be
put to action by defining Workstreams. Workstreams are defined from a logical/
coherent set of Operational Objectives & Key-results and can typically be implemented
within (approximately) the next quarter. For every Workstream an owner needs to be
defined.

For the definition of the elements of the Workstreams (topics), the default selection
consists of the four operational elements (People, Customer, Portfolio, Organization). If
you want to use a different grouping/ topics, go to the VAR worksheet and adjust the
items there.
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8. Workstreams | Progress.
The implementation of a Workstream is the responsibility of the owner. Every month, the
progress of all Workstreams must be discussed in your management team. The monthly
meeting focuses on determining and eliminating roadblocks in the implementation. Also
see Business Rhythm.
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The ultimate check: consistency

The Business Board is most
effective if all sections, elements,
Goals, KPI's/ Targets, Objectives
and Key-results are coherent and
reinforce each other.

To ensure overall consistency, 20

checks can be done:

1. Is the desired Image aligned
with the company’s BHAG?

2. Are the desired Values aligned
with the company’s BHAG?

3. Are the image (external view of
the company) and the values
aligned? If not, you will build a
schizophrenic company.

4. s the Strategy aligned with the
Market trends?

o o

and Key-results?

8. People: are the Goals and KPI’s/ Targets correctly translated into Objectives and Key-

results?

9. Customer: are the Goals and KPI's/ Targets correctly translated into Objectives and

Key-results?

10. Portfolio: are the Goals and KPI's/ Targets correctly translated into Objectives and Key-

results?

11. Organization: are the Goals and KPI's/ Targets correctly translated into Objectives and

Key-results?

12. Are the Objectives and Key-results defined for People aligned with the Objectives and
Key-results defined for Customers?

13. ...
14. ...
15. ...
16. ...
17. ...

18. Are the Operational Goals, KPI's/ Targets, Objectives and Key-results aligned with the

desired overall Identity?

19. Is the %completed for the Strategy and the Operational elements representing the right

status?

Goals, KP'sand =

—

CHK

. - BHAG 0:]

Identlty - Image O eﬂ

- Values

- Market trends @
Strategy - Competitors @ cH eﬂ

- Strategy

- People @ e
Operations | . sovomer @g@ )

ortiofio @ Objectives + Keyresults
- Organization
CHK

Dashboard
Workstreams

Is the Strategy unique (enough) to beat the competition?
Is the Strategy aligned with the desired overall Identity?
7. Is the Strategy correctly translated into Operational Goals, KPI's/ Targets, Objectives

20. Are the Objectives and Key-results with a high priority correctly translated into

Workstreams?
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Business Rhythm

To successfully implement the Business Board in your organization, the implementation
needs to become an integral part of the daily business rhythm. Therefor four levels of
control need to be implemented:

1. Daily management of the Workstream by the
owner of the Workstreams, with team meetings
at least once a week.

2. The progress of all workstreams needs to be
discussed in management team meetings at
least once a month.

3. Every quarter, the management team and key-
personnel meet to discuss the status of the
plans, to formally close successfully executed
workstreams and to discuss new workstreams
for the coming quarter.

Business Board
Operatie Quarter

Dashboard

\
@ Day/ Week

4. The complete Business Board needs to be reviewed and/ or rebuild every (half) year.
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