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Section One
7KH,QWURGXFWLRQ

This book is about an accelerated strategic planning
technique I have developed over the course of three
decades as a CEO, coach and mentor. I’ve called it Fast
Track Strategic Planning because it happens so much more
quickly than traditional processes. It yields similar and
sometimes even better results without wasting time on
long meetings and repeatedly covering the same ground.
,KDYHZULWWHQWKLVERRNZLWKRQHVSHFLÀFLQWHQWLRQ
That is to lay out this process for you in simple, easy
and precise language so that you can do this process for
\RXUVHOI,·PKRSLQJ\RX·OOUHDSWKHEHQHÀWVRIUDSLG
planning in your own business endeavors. Whether you
are a small business or a multi-million dollar enterprise, I
EHOLHYH\RXZLOOEHQHÀWHQRUPRXVO\IURPP\)DVW7UDFN
Strategic Planning technique. I have seen the proof over
and over.
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At the same time, I have a particular soap box, a
particular passion which I want to share with you. That
is a passion for purpose. I like to think that my work will
leave the planet in some way a better place. I am hoping
that idea will resonate with youon some level, and that
you’ll use this process to accelerate down the pathway to
IXOÀOOLQJ\RXURZQSXUSRVH
2IWHQWLPHVZHÀQGRXUVHOYHVIHHOLQJSRZHUOHVVDJDLQVW
the enormous problems facing our country – and indeed,
our world. We wonder what we can do, as individuals or
as groups. I believe we can indeed do something to help.
Each small step can be a step in the right direction, and
with swift and effective planning, these steps can follow
sooner rather than later.
0RUHDQGPRUHWKHVHGD\V,ÀQGP\VHOIZRUNLQJ
as a bridge between two groups of people. On the one
hand, I spend a lot of time with the current CEOs of large
companies. These are generally, although not always,
people of my own generation. On the other hand, we have
the so-called Millennial generation – the emerging leaders.
These young people, who are currently between twenty
and thirty years old, are beginning to populate not only
the workplace but the leadership teams as well. They are
young, fast-thinking, entrepreneurial and idealistic. In

13

many ways, they are the opposite of the generation that
reached adulthood in the materialistic 1980s.
This change has been coming for a while. It was
possible to hire someone maybe 50 or 100 years ago and
have them work pretty much as a cog in your machine.
They would work tirelessly as a link in your chain without
much questioning. You you do your work to make a
living, get your pay check, and that’s that. You follow
orders and work hard.
The Millennials are changing this. They are saying,
“No matter how much you pay me, it’s not enough if there
is a lack of purpose.”
There’s a huge gap of understanding between these
two groups, and it’s a particular passion of mine to play
some part in bringing them together. I enjoy combining
the strengths of each group. One group brings experience
and wisdom. The other brings idealism, fresh new insight
and passion for change.
Together, these two groups will change the world.

14
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OVERVIEW
7KLVERRNLVGLYLGHGLQWRÀYHVHFWLRQV
1. In Section One, we look into just who I am, where I
came from and what I bring to this particular process.
2. In Section Two, we jump into Strategic Planning;
what it is and why it is a priority for you and your
business.
3. In Section ThreeZHPRYHLQWRWKHVSHFLÀFVWHSVDQG
details of the Fast Track Strategic Planning process
itself. We take them one by one, showing how one
step builds on another to make a cohesive whole.
4. In Section Four, we look into the traps and potential
pitfalls of the process and how to avoid them.
5. Finally, in Section Five, we look at some success
stories and wrap up the book, giving you some
additional resources and salient next steps.
I trust you will enjoy reading this book and putting the
process into practice as much as I have enjoyed writing it.
Let’s begin our journey together by answering the
question a colleague and friend once asked me quite
seriously: “John, why should I bother to do a strategic plan

16
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They want to go from Pennsylvania to Florida, but
WKH\·OO JR ÀUVW WR 'HWURLW WKHQ WKH\·OO JR WR $WODQWD DQG

T H E I M P O R TA N C E O F P L A N N I N G

WKHQ ÀQDOO\ WKH\·OO JR WR )ORULGD DQG WKH ZKROH WULS ZLOO
take twelve hours. They still get to their destination, but it

Without a plan, it’s impossible to determine where you
will end up.

took twelve hours to get there!
,I,FKRRVHWRPDNHWKHVDPHWULS,JHWRQDGLUHFWÁLJKW

There are many businesses that have no particular plan,

straight from Pennsylvania to Florida and it takes me three

but that still end up in an okay place. If you want a greater

KRXUV,OLNHWKHWKUHHKRXUÁLJKWVDORWEHWWHUWKDQ,OLNHWKH

OHYHORIFRQÀGHQFHLQ\RXUDELOLW\WRKDYHVRPHFRQWURORYHU

WZHOYHKRXUÁLJKWV7KH\VDYHPHWLPHDQGLQFRQYHQLHQFH

how you want to get somewhere, then you are going to need

and that’s the real difference in business planning. You can

to plan.

WDNH DQ RUJDQL]DWLRQ LQ D VSHFLÀF GLUHFWLRQ DV HDVLO\ DQG

You need to spend the time to think about that desired

HIÀFLHQWO\ DV \RX FDQ RU \RX FDQ MXVW DOORZ WKH IRUFH RI

destination, and to consider how you are going to get there

nature to blow you about in the air, and allow things to

quickly, easily and in an organized manner. There could be

happen as and when they will.

a lot of different options for reaching your goal, and you
ZDQWWRXVHWKHRQHWKDW·VPRVWHIÀFLHQW

A TRAVEL STORY

Let me illustrate my point through a quick story.
I have some good friends who are cheap. They like to

• ,I\RXZDQWVSHFLÀFUHVXOWVLQWKHVKRUWHVWWLPHDQG
LQWKHPRVWHIÀFLHQWPDQQHUWKHQSODQ
• If you’re comfortable with random results, and have
QRÀ[HGWLPHOLQHRUURXWHLQPLQGWKHQGRQ·WSODQ

PURPOSE IN PLANNING

save money in just about any way they can, even at the cost
of some inconvenience to themselves. When they travel,

In today’s world, very few people want to go to work

WKH\XVXDOO\VFKHGXOHDÁLJKWWKDW·VFKHDSHU<RXNQRZWKH

just to make a buck for the company that employs them.

one - it’s that plane route that has two or more layovers.

&HUWDLQO\ HYHU\ERG\ QHHGV WR EH ÀQDQFLDOO\ VHFXUH DQG

18
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earning a living that will allow them to meet the minimum

I don’t ever want to disconnect from purpose. I

standards of comfort. Beyond that, I believe that most

understand that companies have to make money and

LQGLYLGXDOV ZKR ZRUN OLNH WR KDYH D GHÀQLQJ SXUSRVH

there’s nothing wrong with making money. It’s a necessary

beyond their pay check.

activity in the 21st Century. But I do think making money

7KHUH·V D GHÀQLWH UHDVRQ ZK\ SHRSOH ZDQW WR ZRUN
every day and feel they’re achieving something or making a
difference. Getting to know the purpose of the organization
in human terms – that is, creating a narrative – allows them
to connect at a more emotional level with the organization.
,W·V JRLQJ EH\RQG WKH VXSHUÀFLDO LGHD RI ´, ZRUN KHUH
because I want to make money.”
When you disconnect from purpose, you end up
being disappointed. Companies that do so say things like
“:H·YHKDGWHQRUÀIWHHQ\HDUVRIGLVDSSRLQWPHQWDWWKH
OHDGHUVKLSOHYHOEHFDXVHLWZDVIHOWWKDWWKHHQGVMXVWLÀHG

is an outcome of having a great purpose, a great vision,
and a great strategy. I think it’s an outcome, and a valuable
outcome, but not the only one. <RXVHHPRQH\DQGSXUSRVH
are not mutually exclusive. It’s not as if you can have only
one of them.
The companies that generally have the greatest purpose,
and the greatest ability to connect most of the employees
to that purpose, are the ones that have a greater chance of
succeeding and keeping that great talent working for them.
0RUH DQG PRUH JUHDW WDOHQW LV DOLJQHG ZLWK SDVVLRQ ÀUH
and purpose.

the means.0DNLQJPRQH\ZDVHYHU\WKLQJDQGVRÀQDQFLDO

,W LV QR ORQJHU VXIÀFLHQW WR GHÀQH VRPH DUELWUDU\

reward was the ultimate end of everything. No one seemed

ÀQDQFLDOJRDODVWKHSULPDU\DQGVLQJXODURXWFRPHIRUWKH

to care about anything else.”

organization.

These organizations allow themselves to believe that
making a dollar is their purpose. They become cold and
impersonal. The goodness that can come from purpose – and
that can guide you to making a difference to the world – is
missing.

20
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In the workplace environment today, study after

ÀQDQFLDOO\VHFXUH:K\"%HFDXVHLIZHDUHÀQDQFLDOO\GRLQJ

study has been done to discover the level of interest and

the right things, if we’re making good decisions, then we’re

engagement in employees across the country. The results

DEOHWRPDNHDVLJQLÀFDQWVRFLDOLPSDFW

of the studies tell a grim story. Only one-third of the
people who work in any organization in the United States
are actively engaged, which means they’re emotionally

• We can be invested in the local and wider community
• We can be invested in our people

attached to their product or service. This means that twothirds of all employees are not ready and willing to give
their best effort and their best talent to the job at hand. Do

• We can help develop our people
• We can give back so much, in some manner or

VRPHRIWKHVHSHRSOHZRUNIRURUZLWK\RX"$UH\RXRQHRI
WKHP"

another
&RPSDQLHVWKDWGRQRWKDYHÀQDQFLDOKHDOWKDUHJHQHUDOO\

This lack of engagement is creating frustration for

not giving back to their people or to the community. So

leadership, because the leaders are wondering why their

ÀQDQFLDO KHDOWK QHHGV WR EH RQH RI WKH FRPSRQHQWV DQG

people just show up for work, punch in, punch out, and fail

an important one. But if it’s the only important metric

to have a commitment to the company. According to the

measured, then people disconnect.

studies, a disengaged person does about half the work that
an engaged person does over the course of a day. The work
is nothing but a means to an end. How do things change
ZKHQSXUSRVHLVEURXJKWLQWRWKHSLFWXUH"
:KHQ DQ RUJDQL]DWLRQ GHÀQHV LWVHOI LQ WHUPV RWKHU
WKDQDÀQDQFLDOPHWULFWKDWGRHVQRWPHDQWKHSD\FKHFNLV
XQLPSRUWDQW,QRWKHUZRUGVWKHUHVWLOOQHHGVWREHDÀQDQFLDO
component encouraging the arrival at the destination.
Purpose says if we’re doing the right things, we should be

Everybody looks at your goals, whether you like it or
not.
Part of my background is in the world of radio. In the
radio station industry they tune to the channel, “What’s in
LWIRUPH"µRU:,,)07KH\ORRNDWHYHU\JRDOWKDW\RXKDYH
with that idea clearly in mind. If a listener doesn’t like a
particular radio channel, they tune it out and never tune
back in.

22
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There are lots of reasons why a company needs to have
JRRG ÀQDQFLDO KHDOWK ,W PDNHV WKLQJV EHWWHU IRU HYHU\RQH
at every level of the company, and also helps consumers.
But along with that, the destination or vision needs to
have other elements that are appealing to people from the
standpoint of purpose.

THE HYDROWORX STORY

Let me tell you another little story to illustrate the point.
Hydroworx is a company that makes therapeutic pools.
This is an important product, since the pools have a wide
UDQJHRIPHGLFDODSSOLFDWLRQVDVZHOODVDWKOHWLFDQGÀWQHVV
applications. In other words, these pools can change and
improve lives!
This company wanted to continue to do well, and so
developed a metric that aligned with their vision of the
company beyond the almighty dollar. That metric was this:
WKH\GHFLGHGWRFKDQJHWKHOLYHVRIÀIW\WKRXVDQGSDWLHQWV
DGD\.
7KLQN RI WKDW +DYLQJ DQ HIIHFW RQ WKH OLYHV RI ÀIW\
thousand patients and their families is an incredible amount
of impact. If the company could have a positive impact on
this many patients a day, they knew they’d sell the heck

24
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out of Hydroworx pools. If that many people were using

amorphous amount of money, but a vision of working to

their pools every day, the company would make a dramatic

change those people’s lives.

impact on the health and wellness of a large number of
people, both physically and spiritually. They can make a

25

And there are other stories, other applications, too.

positive difference and help people achieve their goals of

Alberto Salazar trained the US Olympic team, and in

UHKDELOLWDWLRQDQGÀWQHVVEULQJLQJWKHPFORVHUWRDQRUPDO

the ten thousand meter run, the athletes who trained using

life and eventual transition to more independent living.

the Hydroworx pools won Olympic medals. Through using

So that’s the image they use as their purpose, and it drives

the pools, they cut down on the number of miles they had

HYHU\WKLQJWKDWWKH\GR0DNHPRQH\"6XUH+HOSSHRSOH"

to put in running outside, so it saved their joints while

That’s the story that drives everything now.

strengthening their muscles via water resistance. They

%HIRUH WKH\ WRRN XS WKLV YLVLRQ WKH\ KDG D ÀQDQFLDO
vision that said that they wanted to do X number of million
GROODUVWRSOLQHUHYHQXHDQGSURÀWV

were able to perform at a very high level because of the
effects of water therapy training. In one picture I’ve seen, a
PHGDOZLQQHULVSRLQWLQJWRWKHFURZGDIWHUWKHUDFHÀQLVK
He was pointing to the people from Hydroworx, indicating

This did not resonate as well with the people in the

WKHLU UROH LQ KLV VXFFHVV ,W ZDV WKH ÀUVW PHGDO WKH 8QLWHG

organization because with Hydroworx, the purpose is very

States had won in this race in an incredibly long period of

visual. Numbers on a balance sheet are just numbers. Now,

time, and he attributed it to Hydroworx.

let’s say you see someone who can hardly walk, through
injury, or even obesity, which is a huge issue in the United
States and the rest of the developed world today. Then
this person steps into a Hydroworx pool and you see them

$QGJXHVVZKDW"$IWHUWKHFKDQJHRIIRFXVIURPPRQH\
to this powerful, emotional and motivational story, the
employee engagement in Hydroworx went through the roof.

walking painlessly and getting exercise in an environment

What Hydroworx did was change their focus from a

that can help change their lives. That’s a very visual thing

mess of numbers to a recognizable human story in which

and a vision that brings pleasure and hope. That’s the visual

the company makes a difference.

you have when you think of Hydroworx pools: not some

It makes a huge difference because VXGGHQO\HYHU\ERG\

26
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LQ WKH FRPSDQ\ XQGHUVWDQGV WKHLU RYHUDOO SXUSRVH, and

organizations have to consider for a while before buying.

feels good about being involved with it. In other words,

Nevertheless, they had a short time when revenue dipped,

when I say I want to do $25 million, you can understand

and after that, their bottom line shot up like a rocket. This

WKDWQXPEHUEXWZKDWGRHVWKDWUHDOO\PHDQ":KHQ,WDON

pick-up in sales and morale is because of the vision they

about individuals as patients who can be helped or athletes

had for the organization.

who can be trained to their best potential, I can connect to
that. Everybody in that organization is now able to connect
to that theme.

27

In my opinion, Hydroworx Pools show the way forward
for other companies and organizations. You may not sell
therapeutic pools, but you can still look for the human story

Many charitable organizations understand this concept.

in your product or service. Once you’ve found it, you can

They have purpose-driven messages about helping people

spin it into a new viewpoint and focus for the company,

in Africa, or in the United States, to get a meal. They can

one to share with the workforce at every level. Once this is

really translate that to dollar donations because people

done, greater engagement is sure to follow.

understand that someone actually gets fed when they
choose to help.

In this sense, this book is about strategic planning with
purpose.

In Hydroworx, after the change from the dollar focus
to the story-based message, people began to look at the

ABOUT ME

LQGLYLGXDOSDWLHQWVUDWKHUWKDQDWWKHÀJXUHV7KHZRUNKDG
a human face on it that was different, beguiling, and easy

In the writing of this book, I’ve been asking for feedback

to understand. The entire organization began to focus more

from friends and colleagues on what facts and information

on company culture: how they behave with each other and

to include in the manuscript. As a group, they’ve made it

with the public, and those values they have. Then, great

clear that it would be good to include a little information

results followed.

on who I am and where I’ve come from, with a focus on

Now it’s true that the downturn in the economy really
hurt them, as it’s a very expensive product, and one that

strategic planning. As one friend put it, “Who is this guy
DQGZK\VKRXOGZHOLVWHQWRKLP",IWKH\GRQ·WNQRZWKH

28
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answer, why shouldWKH\OLVWHQWRZKDW\RXVD\"µ6RKHUH·V
a little autobiographical information with that in mind.

29

If I think about what I’m doing, I can translate it into
´ÀYHVµ

I grew up Pennsylvania, and then graduated with a BS

• The revenues of the companies that I work with, in

in marketing at Penn State University. I then spent most of

total, are more than $5 billion. This is the big business

my subsequent career – over 30 years – in the radio business.

end of town.

I’ve owned and operated radio stations in Pennsylvania,
New York, and Maryland, and sold them to Clear Channel

• The number of employees that these organizations
have in total is over 5,000 people. With that many

Communications in 1998.

employees on the payroll, the CEOs have their work

After that, I started a network syndicating talk shows at

cut out to get and keep the level of engagement they

RIÀFHVLQ1HZ<RUN&LW\LQWKH(PSLUH6WDWH%XLOGLQJ,VROG

want.

that to Salem Communications in 2002. All this gave me a
lot of experience in communication, planning and dealing

• I end up doing around 500 meetings a year, more than
two a day. That can be either one-to-one meetings

with different workforces.

with CEOs, strategic planning sessions, or other
coaching group meetings. Each session is scheduled

STRATEGIC PLANNER AND COACH

one at a time and is very intimate.

I then looked around for a new challenge and these
days, I work as a strategic planner. I have also been working

I work with a broad spectrum of people – lots of different

regularly with CEOs and leadership teams as an executive

CEOs at any given moment. Currently I’m working with at

coach. My role there is to work with senior teams, helping

least 60 CEOs, both here and abroad, and I do six or eight

them develop their leadership skills, so they in turn can

strategic planning engagements every year. I’ve done 50 or

mentor and assist others. I want to help them make better

so strategic planning engagements over the past six or eight

decisions, become better leaders, produce better results and

years.

have purpose.

30

FAST TRACK STRATEGIC PLANNING

31

VISTAGE

EXVLQHVVJURXSDQGÀQDOO\,KDYHDNH\H[HFXWLYHJURXS

I’m also a chairman with a company called Vistage.

The small business group consists of companies with an

Vistage is the largest CEO membership organization in

entrepreneurial focus. The key executive groups are CFOs,

the world. It’s over 50 years old, having been founded in

FKLHI VHOOLQJ RIÀFHUV PDUNHWLQJ SHRSOH DQG D YDULHW\ RI

Wisconsin in 1957. It has over 17,000 members worldwide,

people who support or are on executive teams within those

and is active in 17 countries. It is a peer-to-peer organization

organizations.

for CEOs.

All in all, I have in the range of 60 plus executives within

0\ DIÀOLDWLRQ ZLWK 9LVWDJH EHJDQ D IHZ \HDUV DIWHU ,

WKH9LVWDJHIUDPHZRUNWKDW,ZRUNZLWKHYHU\PRQWK,ÀQG

started my management consulting practice. Some of my

WKLV ZRUN IXOÀOOLQJ 1DWXUDOO\ LW LV DOVR WLPHFRQVXPLQJ

clients were also Vistage members, and they suggested that

DQG,WDNHWKHWLPHWRSODQP\GD\VTXLFNO\DQGHIÀFLHQWO\

I should become a Vistage chairman.

I not only teach Fast Track Strategic Planning, but I actively

As a Vistage chairman, I facilitate a monthly meeting

make use of it in my own life.

with each CEO group under my care. We talk about issues,

So, that’s who I am: a busy guy who likes to live

decisions, and opportunities in an environment that’s

connected and who wants to help others connect through

safe and nonthreatening. We ask and answer questions,

KXPDQVWRULHV,QP\YLHZHIÀFLHQF\DQGKXPDQLW\GRJR

seek advice, and give and receive mentoring. We have

hand in hand.

conversations that members might not feel comfortable
having in any other place in the world. Every month I meet
individually with each CEO with whom I’ve done strategic
planning or individual coaching.
Most Chairs have one or two groups under their care, but
I have four. I have two of the CEO groups, meaning there
are larger companies in those groups. Groups generally run
between 12 and 16 members. I also have the care of a small

