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One of the admonitions offered by Harvey Bergholz, an accomplished designer and facilitator of
strategic planning sessions is a caution against producing too much documentation or, as Harvey put it
in an interview, “Don’t write too much.” This paper explores Harvey’s caution by way of some
representative diagrams he uses in lieu of too much text.



In Strategic Planning, a Diagram is worth a Gazillion Words

The title of this piece stems from an interview | conducted with
Harvey Bergholz, a consultant with a long track record of helping his
clients craft and carry out successful strategic planning efforts. An
earlier piece (“Stacking the Deck in Favor of a Successful Strategic
Planning Effort”) laid out five tips for raising the odds of success of a
strategic planning effort. This piece elaborates on one of Harvey’s

admonitions or cautions; namely, “Don’t write too much.”

Harvey’s caution is against more than just writing too much (i.e., over-producing documentation). Itis
also a caution against relying too much on the written word for communication purposes and, at the
same time, it is an admonition to make good use of diagrams and other visuals. Some examples will
serve to illustrate.

Consider one of Harvey’s diagrams below, which depicts and outlines the major content areas of a
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Describing these elements of a strategic planning effort could (and often does) fill page after page of
dull, boring and all too often redundant text. However, the diagram above communicates the essential
elements with a minimum of text and, at the same time, depicts the relationships among those
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elements in a way that would tax the abilities of the best of writers. On the left side of the diagram are

the elements; on the right are brief definitions or descriptions. And it’s all captured on a single page.

This kind of visual display is useful in presentations and it also makes an excellent handout that can be

taped or pinned to the wall of an office or cubicle as a reminder and a visual representation of the

effort.

Let’s look next in more detail at some live examples of the elements on the left side of the diagram

above.

VISION: To be considered the most influential advisor and the premier service provider in the business services industry

Financial Goals

CAGR of 18% for the plan period

Total revenues reach $4.2B by
2011

Pre-tax margins > 13%

'

/ Strategic Goals

of which use more than half of our services

designated business segments.

Geographic mix: 75% domestic; 25% international
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Core Strategies: Corporate Level

Leverage what we do well: Reliability, Relationships, Expertise
+ Consistently deliver on our value proposition

+ Build our brand globally

+ Add breadth and depth: geographic expansion and functional linkages
+ Expand service offerings to include selected options

Invest to support target client needs
+ Technology

+ Talent

+ Acquisitions

+ New products and services

Increase value/capital via profit margin improvement
+ Flexibility in funding multiple investments

+ Organizational stability and financial strength

+ Reward talent well

Consider "buy" vs "build"
+ Alliances

+ Partnership

+ Acquisitions

+ Mergers

Invest in and leverage Talent and technology

+ Improve efficiency and effectiveness of existing services
+ Create new services

+ Open new markets
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Market: We have the largest share of market, serving more than 500 companies, more than 80%

Positioning: We are the #1 or #2 provider of such services among larger companies in the

Business mix: Profit streams consistent with account penetration

Associates: We are "employer of choice" for associates as evidenced by an ongoing 80+ rating on
the semi-annual employee satisfaction/engagement assessment.
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The diagram above contains the actual financial and strategic goals produced during a strategic planning
engagement with one of Harvey’s clients, as well as the accompanying strategies. If they were packed
into dense and far from easy-to-read text, they might elicit a yawn or a roll of the eyes and, in text form,
they would not and could not visually support a presentation or discussion of these very important
items. But, in diagram form, that is exactly what they do.

Consider now the diagram below. It presents a timeline for an actual strategic planning effort.

CEO Meeting Plan Development Plan Completion
o List of near-term and e Work on their assigned o Revisions to SI and operating plans are
long-term strategic issues SI's is completed by completed
(SI's) for (1) company, (2) managers and their teams
divisions and (3) functions e Budget requirements and resource
is developed e Presentations to CEO & allocations are identified

larger group are prepared

o Schedule and assignments
for next level down are
established

March 8
4/6-6/11 > 6/15-10/4 >
| | | | | | | | |
January February March April May Jun July August September  October November December
Q1 - 2010 Q2 - 2010 Q3 - 2010 Q4 - 2010
April 5 June 14 October 11

Management Team Meeting \

Plan Presentations Plan Execution
e SI I_ist from the CEO meeting is e Planning efforts at the (1) e C-Level and Board
reviewed company, (2) division and (3) review and approval
A } function level are presented obtained
o Templates for use in presenting team
results are provided e Assignments for additional plan e Plan communicated
, i , development, revisions and
e Managers' grasp of this year's process implications for resource needs, e Plan implementation
and how it differs from preceding budgets, etc are set begun
years is ensured
e Deadlines are set and confirmed
e Clarification of the SI's, including

additions, modification and "push
back" is facilitated

odifications to Previous Year Plans Proceed in Parall >
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This simplified timeline conveys the activities over time in a way that words alone or even a Gantt chart
or project schedule cannot. It also clearly illustrates the important distinction between elapsed time

© Fred Nickols 2010 www.nickols.us Page 4



In Strategic Planning, a Diagram is worth a Gazillion Words

and actual time expenditures. Although the effort spans roughly 8 months, the entire 8 months is not
devoted to strategic planning only. Formal meetings are few in number and separated by working
assignments. In addition, there is a business to operate and day-to-day matters to be tended to as well.
The horizontal line along the bottom of the diagram also reveals that such planning efforts are rarely
undertaken from scratch; instead, there are plans from previous years to be updated and modified.

As a final example, consider the diagram below, which is an interesting use of the classic organization
chart. It shows how “drilling down” into goals and objectives can be illustrated in diagram form instead
of text or outline, making relationships much clearer and easy to grasp. It is also useful in helping the
implementers see where their piece of the action fits into the larger picture.

Grow Client Base to >500 in
Current Market Segment while
Maintaining Market Share
Leadership

Differentiate Our Value
Proposition by an Order of
Magnitude vs Competitors

Expand by 50% the
Prospects in the Pipeline
at any Given Time

Service Level Std of
99 % Satisfaction
Levels

The following pricing
options: a,b,c

Service offerings that
include x,y,z

100% web enabled
service capabilities

Field only Top-Tier Talent
for Direct Contact with
Prospects

Deploy a Customer
Service Function with the
Following Qualities:

— focused on new
clients

Viral marketing effort

Advertising and

new prospects

— promotion focused on

IT support including
prospect database

Streamline and
strengthen recruiting
and hiring processes

Hiring can ramp up
to match growth rate

Reengineer training
to focus on meeting
client needs

A Knowledge
management (KM)
system

Modify reward
systems to support
client acquisition

Expert systems that
support customer
service reps

Upgrade field sales
and marketing
management

Includes a test of
service orientation in
recruiting and hiring
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So what’s the message? Well, it’s in the title: “In strategic planning, a diagram is worth a gazillion
words.” One very important way of improving the quality and value of your company’s strategic
planning efforts is to make effective use of diagrams and other visuals in place of dense, hard-to-read or
never-to-be-read text. Such visuals can serve to support presentations, to guide discussions, to highlight
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and emphasize issues, as visual reminders and, most important, to improve the quality of the
communications that are so vital to critical organizational efforts such as strategic planning.

About Harvey Bergholz
Harvey Bergholz is president of Jeslen Corporation, a successful consulting firm he has headed for more

than 35 years. Harvey’s typical clients are C-level executives in a wide variety of companies and
industries, ranging from large and small closely-held family enterprises to multi-billion dollar global
corporations with tens of thousands of employees. Much of Harvey’s work over the years has centered
on helping his clients craft and carry out their strategic planning efforts — and with implementing those
plans.

About Fred Nickols

Fred Nickols is a writer, consultant and former executive who is also managing partner of Distance
Consulting LLC. Fred’s many articles and other publications are available free at www.skullworks.com.
He and Harvey have worked together on many projects during the roughly 30 years they have known
one another.
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