Hit Your Business Goals
A 3-Step Process to Tangible, Profitable Results
John Lamy

Executive Summary
Many companies struggle to achieve solid results. Despite having a sound strategy,
excellent products, and fine people, they just can’t hit their goals. This paper presents a
straightforward three-step process, the Execution Framework, which fixes that problem:
v Set an inspiring “Big Goal” that spans the whole company.
v List the tactics needed to achieve that goal and assign them to people to
flesh out and accomplish.
v Track the team’s collective progress toward the goal on a periodic,
scheduled basis.
This simple process can transform the culture of your company and enable it to achieve
solid results year after year. In this paper you will find everything you need to augment your
performance and achieve the results that you deserve.
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The Problem
You walk around the company, and you can feel it in the air.
The leadership team labors under a subtle anxiety and a pale
cloud of frustration. Many of them work 10-hour days and run around
like crazy putting out fires and fixing problems. Maybe they can’t bring
themselves to say it out loud, but they know the company is not really
functioning up to its potential.
Meanwhile, the rest of the team, the folks on the line and in the
trenches, are more relaxed, almost to the point of detachment. For
them, it’s just a job. They don’t really understand where their leaders
are going, and they’re not truly engaged in their work (the Gallup
Organization reports that only 15% of the workforce is truly engaged1,
and that disengagement costs us $7 trillion annually worldwide). The leaders are mystified.
“Why don’t these folks work like I did when I was younger?”
Adding insult to injury, the company has a great strategy, a killer product, and excellent
people. And yet, they routinely fall short of their aspirations and fail to hit whatever goals
they’ve laid out.
Therein lies the big gap. On one hand, they have grand hopes and visions. On the other,
they fail to achieve sustainable results. And maybe saddest of all, there’s a creeping feeling of
resignation and a quiet settling for mediocrity.
Sound like an exaggeration? In truth, this picture rings true for a lot of mid-sized
companies, non-profits, and government organizations. The problem is that they just don’t
know what to do about it. Their leadership teams may have been entrepreneurs who haven’t
worked for big corporations, so they aren’t acquainted with the ideas in this paper.
The first step toward improvement is simply to recognize the problem. That turns out to be
a tall order. It’s hard to notice shortfalls when you’re constantly fighting fires. To do so takes
not only perception, but courage. Your gut feel needs to break through into the light of
awareness.
When awareness dawns, you and your team can fix the problem!

The Execution Framework
Perhaps the best-known solution to this death spiral is an approach that’s been practiced
intuitively for millennia by history’s greatest leaders. This same solution was given academic
gravitas in a landmark 1968 research paper2 by Prof. Edwin Locke from the University of
Maryland. In its most basic form, the idea is to inspire the team to reach for a Big Goal.
Business journalist Jim Collins dubbed it a BHAG (pronounced BEE-hag), Big Hairy Audacious
Goal3. Many big corporations picked up on Locke’s and Collins’ ideas, so many of them have a
solid process for reaching big goals and engaging their people.
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But there’s a problem. This solution requires more that just the goal itself. It needs a
consistent, culturally embedded process to advance from the goal to the results. The solution
described here will borrow from the best practices of Project Management and will marry those
practices to Locke’s idea of a Big Goal. We’ll call the resulting process the Execution Framework.
Taken as a whole, the process looks like this:

Goal
The idea is that the Goal should span across a large swath of the company and involve as
many people as possible. We’re going for engagement on a broad scale.
Tactics
Tactics are called tasks in Project Management. The idea is that we’ll start with the Goal,
and then break it down into bite-sized chunks, or Tactics. We’ll assign a single owner or team to
each Tactic. When all the Tactics have been accomplished, the Goal becomes a slam dunk.
Sometimes the organization is at an early stage in its development, and some key
ingredients are either missing or immature. These are elements of Infrastructure, and we’ll
need to bring them to a certain minimum level for the Execution Framework to function
correctly.
Tracking
Tracking is ongoing discipline. We make sure the whole team is moving along together, and
we adjust for the many inevitable changes that develop as we work. Yes, this means meetings.
But the good news is that, when properly structured, the meetings are fun and people actually
like them!
Let’s drill into each of the three key components of the Execution Framework.
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Goals
The basic idea with Goals is that the leadership team sets a Big Goal that inspires the entire
company to coordinated action. It breathes new life into the organization. Where does this Big
Goal come from? Let’s expand our diagram:

There are four wellsprings that drive the Big Goal. They are formal aspirations that the
company shares. At a minimum, the leadership team has discussed these aspirations and
reached a solid consensus. In the best of all worlds, they are written and publicized. You can’t
proceed in the Execution Framework process until you’re clear on your Aspirations.
Core Values
Articulating your core values is a necessary and highly rewarding exercise. The issue is not
to think them up from scratch; it’s to recognize what we truly share as deeply held values.
There’s always a temptation to wordsmith the list to death...don’t do that! Concentrate on
authenticity and commonality. Keep the list short and as free from clichés as possible.
Example: Developing people. We do whatever we can to grow our team. We give them
management challenges, send them to classes, and provide helpful feedback along the way.
This list is for you! If you want to publish it on your website, fine. But mostly its purpose is
to remind the team of why they’re here. Done and deployed correctly, the Core Values are
powerful.
Strategy
The definition of Strategy is how we plan to win. As with Core Values, many organizations
have not developed a robust Strategy. Yes, there probably is a mostly unspoken Strategic Plan
running around in the heads of the leadership team, and it’s probably largely shared. But until
you write it down, you won’t see the areas where the team is not in sync. And those areas will
kill you.
Here is a brief list of the minimum elements that must be in a Strategic Plan for it to work;
your unique situation probably needs a few more that aren’t listed here.

Lamy Consulting © 2019
John@LamyConsulting.com
541-778-2252

5

v Who is our Customer? Who is not? How big
are the Customer Segments we’ll address
(dollars of revenue and profit; number of
companies)? Where are they geographically?
v What does each Customer Segment need?
What is their problem? Where do they feel
pain? What is the job they’re trying to do?
Pay close attention to the difference
between what they say and what really
drives them.
v What is our Solution to the Customer’s problem? How exactly does it
solve their problem?
v What Channels will we use to reach each addressed Customer Segment?
v Who is our Competition? How will we differentiate ourselves from
them?
v Write a Value Proposition for each Customer Segment: a clear, simple
statement of the benefits we bring to the Customer, and why they will
buy from us.
v Operations: what competencies do we need? Which ones do we have
today, and which ones don’t we have yet? How will we get them? Which
competencies are absolutely core to our business? How will we protect
and nurture those Core Competencies?
v How will we make money? Does it truly pencil out? Consider the Price
we can charge, our Cost of Goods, our Fixed Expense Structure, our
Capital requirements now and over time, etc. Be realistic.
The recommendation is to spend time developing a solid consensus of the Strategic Plan
among the leadership team. Write it down, put it in a three-ring binder, and update it as things
change (and they will change!). Your Strategy, how you’ll win, is a key driver of the Goal in your
Execution Framework.
Issues
What’s coming at you, right now and tomorrow? Internally and externally? Make a list. Put
them into a reasonable priority.
The Team
The idea here is to Manage By Walking Around (MBWA). What are the folks in the trenches
saying? What are our customers saying? Trade magazines? Trade meetings? Anybody?
This isn’t a huge driver of the Goal, but sometimes others see things that you might miss.
And it helps if everyone feels like they can talk to the boss and be heard.
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Now What?
You and your leadership team have generated your Aspirations, the four drivers of your
Goals. The next step involves creativity and, in truth, a smidgen of magic.
You bring those four lists clearly to mind, and then let the creative juices flow. Concoct a
Big Goal...something that stretches across as much of the organization as you can manage;
something that’s inspiring, something that advances your Values and your Strategy, and that
addresses some of your Issues. Sometimes the Big Goal is financial (e.g., next year’s sales), but
it’s much better if it’s something more creative and inspiring. This is not easy, and it’s not a bad
idea to let it marinate overnight a few times. This is where creativity intersects with leadership.
Example of a helpful BHAG for a nonprofit: We’ll deliver 10,000 green bags of groceries to
needy families in 2020. This will involve neighborhood coordinators in promoting the program,
the distribution team in locating the families, and the PR team in getting press. Excellent!
One question that arises frequently: what about stretch goals, goals that will push the
team beyond what they’ve done before -- goals that may or may not get achieved. There’s been
considerable research on the subject, including Locke’s original paper. The consensus is that
teams do perform better given stretch goals, even if they don’t reach the goal. That would
mean yes, go for the stretch.
I would offer another perspective on the question. Our world is stressful, much more than
Locke’s world of 1968. The goal itself will add to the stress. In my view, the pain and
disappointment of missing a Big Goal is not something I’d like to inflict on my team, given our
stressful environment. I’d prefer that they experience the satisfaction of achieving the Goal and
wallowing in the pride of their accomplishment and the team bonding that ensues.
Must-Have Goal Characteristics
As you frame the Big Goal, keep in mind three features of the Goal that, if they’re not
present, will cause you to fail.
v One Owner. It can be an individual person, and it might also include that
person’s team. Avoid the rosy temptation to have multiple owners,
because then you won’t have a clear go-to person, which will lead to
confusion.
v A completion date.
v A metric, with a target value for that metric.
Caveat
At the risk of injecting a note on a minor key, I think it’s worth pointing out a danger that
attends any goal-centric program. A paper4 published in 2009 noted that it’s possible to carry
the goal setting paradigm too far. In recent years we’ve seen Well Fargo employees seriously
overreact to the company’s big goal of growing the business. People can become obsessed with
their Goals and Tactics, leading to unwise actions, too much stress, and even health problems.
So it falls upon the leadership team to be vigilant, moderate, and perceptive as they
execute the program proposed here. There’s no substitute for mindfulness.
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A Personal Example
I spent the first half of my career in R&D
engineering at Hewlett-Packard Company in Silicon
Valley. In that era, HP built precision electronic
instruments. Our instruments were clearly the best
and most accurate money could buy. BUT, they
had an unfortunate tendency to break down more
often than you’d like for such expensive
instruments. The overall failure rate for our
products, if memory serves, was about 3% per
year...not good!
In the mid-70s Bill Hewlett and Dave Packard
decided to set out a Big Goal: reduce the failure
Instrument: Spectrum Analyzer
rate by a factor of 10 in three years. Well, that was
breath-taking for the engineering team! If ever there was a stretch goal, that was it. It earned
the name “10x.”
10x did indeed span much of the company, around the world. Manufacturing was directly
affected, because the quality of assembly was critical. R&D, where I worked, was also key,
because there were design bugs that begat failures. Marketing needed a better narrative than
“we’re so sorry your instrument broke!” And the Quality Department was drawn in to diagnose
the issues and help find better solutions.
After we got over our initial shock at such a daunting goal, we went to work with a serious,
energetic spirit. Divisions around the globe collaborated beautifully. We had a common goal,
and we took it seriously. The ownership for each element was clear. The date was nailed down.
And the target value of the Failure Rate metric was crystal clear: ≤ 0.3%/year.
As an example, I’ll describe one major initiative from my R&D team. We decided to subject
even our earliest prototypes to harsh environmental testing as soon as we could, like extreme
temperatures and humidity, salt spray (like you’d find on a ship), and bombardment by highpowered radio signals (like you’d get in front of a radar transmitter). Painful to witness (your
beloved prototype gets pretty beat up!), but very revealing. The result was much more robust
products and, surprise, faster development time since we found the problems earlier.
Well, as you might imagine since I’m telling the story, we SUCCEEDED! Not only did
Marketing have a much stronger narrative (“Our instruments don’t break!”), but the pride and
teamwork became well known in the industry, enabling us to hire and keep top people. HP in
those days was a highly profitable, high growth company, and a truly great place to work. As I
look back on my career, the 10x experience stands out as a high point.
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Infrastructure Prerequisites
For the Execution Framework to work properly, the organization needs at least a minimally
functioning infrastructure; that is, certain basic pieces of business practice must be in place to
get the job done.
Chances are that your company has a perfectly adequate and serviceable infrastructure.
But painful experience has taught me that a surprising number of companies lack some of these
basics, and they pay the price. Here’s the list, and there are probably more items I haven’t
thought of; these are just the ones I’ve witnessed personally within recent memory. The idea
here is that these are truly prerequisites; so, if one of these is missing or weak, fix it first.
Organization Chart
This is the basic diagram that shows who reports to whom
throughout the company. It’s usually multiple pages long and
maintained by the HR department. A must-have!
Job Descriptions
This is a template document, also maintained by HR. It typically
lists, for each position in the company:
v Position Title
v Department
v Salary Range
v Job Function
v Key Job Duties and Responsibilities
v Experience Requirements
v Education Requirements
There may be additional listings as needed. The key is to keep the descriptions short and
concise.
Financials

Basic Profit & Loss, Balance Sheet, and Cash Flow
statements. Often generated by QuickBooks or the
equivalent. But here’s the key: The P&L needs to be
aligned with the departments described in the
Organization Chart. There needs to be a budget for each
department head for the coming year, and then a
reported actual in comparison with the budget. Absent
that, the department heads are unable to captain their
own ships.
It’s worth noting that nonprofits and governments have different financial reporting
structures, so their impact on the BHAG may be a little different than for a corporation.
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Staff Meetings and Communication Channels
I get serious push-back on this one: “We see each other all day every day...we don’t need a
Staff Meeting!” The problem is you won’t discuss the critical things that you’ll cover in your
staff meeting.
I recommend a weekly Staff Meeting for the top level (“C-Suite”) and for every significant
department and sub-department in the company. Update the news, hear from everyone
around the table, and then discuss/debate specific critical issues.
Real example of the weekly staff meeting saving the day, where casual conversation would
have dropped the ball: going around the table, hearing from each department. Sales: “We’re all
set for the big show in Vegas next week, to introduce the new spectrum analyzer.” R&D: “Yep,
the proto is almost ready for the show, we’ll have it on time. But we did have to relax the
flatness spec to plus and minus 2dB...not a big deal.” Marketing: “What!? We’ll need to change
the spec sheet NOW or we’ll be in trouble at the show!!” Does that sound at all familiar? The
formality and cadence of the staff meeting brings out news that nothing else can.
In addition, I think it’s a good idea to have a weekly scheduled one-hour one-to-one
meeting with every direct report. You needn’t go the full hour, but you really should be on top
of their issues and challenges. There’s no substitute for face to face discussions.
Delegation
Hopefully your company has a culture and a consistent set of practices whereby someone,
usually the boss, can give an assignment to someone and expect to see it completed on time
and to spec. Simple as this sounds, I find that it’s often weak or missing. Plus, bosses of other
departments wander through and hand out assignments, some of which conflict with what the
local boss has asked.
How do you handle these situations? Your company should have an answer!
Understanding the need for dependable infrastructure, we can now further expand the
contextual picture of the Execution Framework.
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Tactics
If you’re acquainted with the discipline of Project Management, the second step of the
Execution Framework will be an old friend. Project Managers call it the “Work Breakdown
Structure,” and the result is a set of “Tasks.” In the Execution Framework, we’re calling it the
“Tactical Rollout,” and the results are the “Tactics.”
The idea is that we chop up the Big Goal into manageable chunks and assign them to
individuals or teams to carry to completion.
If devising the Big Goal was creative, the Tactical Rollout feels more like hard work. It
typically involves many people from around the company. But there’s magic here too: as the
teams beaver away developing the Tactics, they are quietly, implicitly, building teamwork and
busting down silos. And they’re building enthusiasm, commitment and engagement because
they are the ones creating the work plan, not the bosses! In fact, it’s their plan, and there is a
natural human tendency to take pride in it and commit to making it a reality.
The corollary is that you, the boss, MUST keep your mitts off their plan! Sure, you might
have a better idea about how to get it done; but then again, you might not! You’re not as close
to the actual work as they are. If somebody crosses a line, go ahead and step in; but mostly
watch, listen, learn, and encourage.
How to Develop the Tactics
Take a good look at the Big Goal, and then create a list of everything that needs to happen
to achieve the Goal. These are the Tactics. As with the Big Goal itself, assign the following to
each Tactic:
v One owner
v The Due Date
v The Metric(s) and Target Numbers to achieve (that’s how we’ll know the
Tactic was accomplished)
The key here is that when the entire list of Tactics is accomplished, we’re very sure the Big
Goal itself will be accomplished.
Granularity
The challenge here is the degree of granularity. How finely do we chop it up? Too fine, and
you get a huge and slightly stupid list. Too coarse, and you haven’t really chopped it up. In
actual practice, it’s not that hard to get right. You’ll know when you can assign a Tactic to
someone and they’re pretty sure they can get it done.
Iteration
Sometimes a Tactic is just right for a team to take away and work on, but it still needs to be
broken down further. The team takes that Tactic away, gets together by itself, and treats the
Tactic as a Goal. That is, the team again develops a list of Sub-Tactics that, taken together, add
up to the Tactic. They just repeat the process, only it’s one step down in the hierarchy. And
again, there are owners, due dates, and metrics and targets.
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Standard Documentation
I suggest having every team document its work in the same format, so it’s easy for
everyone to know how the overall project is progressing. My suggestion is a simple spreadsheet
(although you’ll want to figure out what works best for your organization):

There is often controversy about how much to computerize the Tactical Rollout and the
Tracking (below). The answer depends on what your organization is capable of and comfortable
with. I’ve seen both flipcharts and fully computerized presentations work just fine. I personally
prefer to start very manual and work out the bugs in the process first. Then, if you want, go
ahead and put it on the computer. More on this when we discuss Tracking.
Risk Management
An optional, but highly recommended, step is to analyze the risk in each Tactic. Again, it’s a
team exercise. But there’s something new with Risk Management: the work product is
important, but more important is the mental/psychological transformation that occurs in the
heads of the team members.
Facing and listing what might go wrong is distasteful at best! I’ve developed this beautiful
plan, and now you’re asking me to shred it, expose its faults, and turn into Mr. Negative! Why
do that?!
The answer is this: when the plan meets reality, things will go wrong! Going through the
Risk Management exercise does two things:
v It gives the team some solid, pre-planned responses to the problems
that arise;
v More importantly: the team is mentally prepared to jump in and take
hold, even when the particular problem wasn’t anticipated. It’s a more
solid, more mature, more dependable approach to life and reality.
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Here are the classical steps for Risk Management:
v For each Tactic, list the Risks...what could go wrong?
v How likely is it to happen? I suggest Low, Medium, and High (LMH),
though the more quantitative types will want to assign probabilities;
v How serious, how damaging is it if it happens? Again, LMH;
v How might we prevent/eliminate this risk altogether?
v How might we respond/mitigate it if it does happen?
v Taken as a whole, how serious is this particular risk,
again using LMH?
Then the team picks out the most serious risks from the entire
list, and does whatever it can to prevent them, and be ready to
mitigate them if they do happen.
For several years in my career I taught and consulted on Project
Management. I noticed that the best project managers and project
teams were those that had taken Risk Management seriously. They
were more self-assured, less freaked out, and more capable than
those who skipped it.
Let’s walk through a simple example of risk management in
action, applied to the goal mentioned above: delivering 10,000 food bags to needy families (a
real situation, by the way!).
v The tactic: volunteers pick up bags from their neighbors and deliver
them to the central drop-off point;
v One risk: it might rain on pick-up day;
v Likelihood: Low, since it’s September in Southern Oregon, and it rarely
rains here in September;
v Impact: Medium, since people will hesitate to leave full bags on their
rainy front porches;
v Prevention: no way to stop the rain!
v Mitigation: One idea is, at the August pick-up, leave a little plastic
rainproof cover that fits just right on the green bag, with a cheerful note
saying it might rain next month so here’s some help!
v Overall: with the mitigation, the risk is probably Low
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People Development
The work in the small teams offers another magical opportunity. It’s the chance for folks to
step up into informal leadership roles, to try their wings. They won’t get it perfectly right the
first time out, but it’s amazing how quickly they’ll develop. The Tactical Rollout is such a
wonderful opportunity for people development; don’t let it slip away!
The Sniff Test
At some point the whole organization will have a comprehensive first draft of the Tactics.
At that point convene the whole team and present all the results. You’re looking for three
things:
v Do the tactics as a whole really work? Does it all fit together? Is it clear
that Team B is depending on Team F for xyz?
v Does the Big Goal still appear do-able? Don’t be afraid to make changes
at this point.
v Where are the emerging leaders? What can the company do to nurture
and support them?
Iterate until it all works. Then launch the Big Goal with the appropriate celebration and
fanfare. Make it fun!

Tracking
We’ve reached the third and final step of the Execution Framework process: the discipline
of tracking the team’s progress toward hitting the Big Goal.
The recommendation is a set of well-designed,
cadenced meetings. Yikes, you say! I’ve got way too
many of those stupid things already! But the truth is that,
if they’re executed correctly, people enjoy and
appreciate them. And...there seems to be no real
alternative if you want to achieve your goals.
The following is an example of what some
organizations have implemented to achieve solid
Tracking for their Execution Framework. Remember that
your situation is unique, so you’ll need to design a tracking review system that’s right for you.
There might be five flavors of meetings:
The Daily Huddle
Highly recommended in production situations, or where the daily coordination of work is
critical, or where tight deadlines are looming. Keep them short, maybe 15 minutes max. One
way to achieve brevity: no chairs! The Daily Huddle is always stand-up.
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And the agenda is firm and unchanging. For example, go around the room with:
v What I got done yesterday
v Roadblocks, difficulties, places I need help (discuss the details and the
volunteered assistance outside the meeting as needed)
v What I plan to do today
v Coordination I’m counting on today
Two risks that can creep into the Daily Huddle: becoming lax about the agenda, and
surprisingly, becoming mindlessly robotic about it. Stay sharp.
The Weekly Staff Meeting
This is the foundation for Tracking in the Execution Framework, as we discussed above in
Infrastructure.
Keep it succinct and on topic; we all tend to ramble. The leader might take windbags aside
after the meeting for a little friendly coaching.
Do provide, each week, a concentrated update on your progress toward your Tactical
commitments: successes and milestones, problems you’re encountering, places you could use a
little help, etc. Some teams distinguish tasks of a week or less from longer term
commitments...not a bad idea.
The Monthly All-Hands Meeting
This meeting supplies the glue that binds your organization’s culture together. The leader
gives a brief report on the company’s overall performance.
Then the head of each team presents the status of the key
Tactics as they relate to the Big Goal. This meeting is a great
opportunity to shine a spotlight on contributors, emphasizing
especially folks down in the trenches and how they’ve helped
the company meet its goals.
These meetings needn’t last too long. They should
always be fun. And sometimes pizza is a good idea!
The Quarterly Review
This might be a longer meeting of the C-Suite, to
review each Goal and Tactic in depth. Look critically: are
we truly on track? This is the time to carefully consider
making changes...add a Tactic, delay a goal, assign
someone else, etc. And remember to consider all the
company’s
goals,
including
non-breakthrough
operational targets and the like.
And this is a good time for a renewed sniff test: does
all this still make sense? Is it working from the 50,000foot view? Are we staying awake?
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The Annual Strategic Retreat
Start the cycle all over again. Revisit your Core Values, your Strategy, and your Current
Issues. What are people saying on the street and in the trenches? From all that, create a new
unifying Big Goal for the organization for the coming year. Then, what Tactics break out
beneath that Goal?
Highly recommended. This is what the big guys do. It works.
These are a few Tracking ideas for a structured set of meetings whose purpose is the
achievement of your Big Goal. You will want to tailor the Tracking structure fit your unique
organization and culture. The key is the absolute necessity of tracking progress on a periodic
basis. Without tracking, you’ll be amazed at how quickly you’ll wander off into the weeds.

Benefits of the Execution Framework
I’m not aware of an MBA program that teaches the foregoing. But in my consulting
experience, I’ve found that the Execution Framework can be extremely beneficial for
companies, nonprofits, and government organizations of all shapes and sizes. The only real
prerequisite is that the management team needs to feel, in their guts, that there’s room for
improvement.
Benefits of the Execution Framework Process
v The standout benefit is the achievement of real, tangible results, year
after year, sustainably. Baked into the culture. The ability to set, and
then hit, Big Goals. Accompanied by jettisoning the wet blanket, that
heavy feeling that we can’t quite do it.
v Improved financial performance.
v Engagement of the Team. The people own the program, it’s a reflection
of who they are...and they tend to act accordingly, with swagger and
enthusiasm.
v A benefit derived from engagement is that the company develops a
reputation on the street of: “Great Place to Work!” In these days of
scarcity of outstanding people, this makes hiring and retention much
easier. It becomes a virtuous cycle.
v Reduced stress and anxiety in the C-Suite.
v The owners and leadership team can carry in their hearts the subtle
feeling that they’re doing something deeply right and something that’s
profoundly beneficial for their employees and their community.
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