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LEADERSHIP AND VISION 

Executive Overview for: 

Strategic Actions and Assigned Initiatives  
to close the Strategic Gap 

 
“Our primary goal in the Strategic Planning Process is to create a significant gap between 
the way you are currently operating and the financial results you are currently achieving 
and the financial results and organization you want to build for the future to significantly 
improve your revenue and profit growth and also allow you to build an organization that 
not only achieves these new objectives but also achieves the personal and professional 
goals of each individual in the organization.   

Closing the ‘Strategic Gap’ will require a special team of engaged, highly motivated and 
talented associates who will buy into and ‘own’ a large number of ‘initiatives’ that, when 
achieved, will allow you to be the company you want to be as you go forward.”  
YourBoard.US 

 

1. Creating the “Strategic Gap” that represents the difference between where you are now 
and how good your company and organization can ultimately be. 

2. The “gap analysis” will encourage your team to answer questions, resulting in the 
establishment of many new initiatives. 

3. Doing a “mini” SWOT Analysis on each product-market combination you select as the 
building blocks of your business model and strategic plan. 

4. A story about the reluctance of privately held and family owned businesses to go through 
the Strategic Planning Process. 
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A. Historic Data on GAP Analysis 
The historic (previous 2-3 years) information is just that, historic.  It will obviously be the most 
accurate information in the Strategic Plan.  It is the basis and historic foundation on which you 
build your strategic plan for the future. As part of the strategic plan you set objectives and 
make projections going forward and create the strategic initiatives to support them. 
 
You might have noted that we broke out the historic financial information by product group so 
the team can better analyze the real source of the sales, GP and profit.  This becomes 
important as you move toward the strategic projections for future growth of existing products 
and revenue from new products sold into existing or new market segment. You need to be 
certain that you are building your future around “product groups” that can be competitively 
differentiated, and more importantly, that you can build satisfactory gross margins and profits. 
 

B. Strategic Projections and plans for eliminating the “gap” between the historic trend line and 
the future growth and profit we plan to achieve with new initiatives. 
 
A great deal of thought should go into the development of the strategic financial projections 
for the future.  These projections must meet your financial performance criteria or you have to 
re-design the Strategic Plan. This is where your team starts the difficult task of developing 
strategies and assigning initiatives that will allow you to meet your long term growth and profit 
objective. 
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C. Our “GAP” analysis will drive us to build strategies and Initiatives to determine: 
 

1. Which product groups carry the best gross profit?  Determine what strategic initiatives you will 
need to embrace and grow these high GP product groups either with existing target market 
penetration (market share) or geographic expansion. 

2. Determine if any of the product groups showing marginal GP’s can be improved by either 
increasing the price or securing direct cost reductions through process innovation or 
technology. 

3. Determine if any product group is consuming more of your overhead resources than should 
be.  Can you reduce the SG&A directed to a particular product group, thus improving the 
profit? Can you reduce SG&A overall through innovation, technology or better processes? 

4. The big questions you must ask yourselves will more than likely require input from your 
customers in order to be on firm ground. 

a. Which of your product groups are thought, by our customers, to have competitive 
differentiation? You can make that determination by monitoring which products you 
are successfully selling, getting repeat business and winning new proposals.  These are 
the products you need to both improve profitably, if it is low, and/or expand your 
geographic markets, add new industry groups, and increase market share within 
existing markets. 

b. What additional “differentiation” can you build into your product solution or support 
services that will allow you to offer a more competitive cost/value proposition, improve 
customer satisfaction and expand our market share and revenues? 

c. What new requirements are emerging from your customers, that you can satisfy with 
the core strengths you possess to develop a differentiated solution?  Where should you 
place your new product development investments to gain the best financial results?  
The best opportunity to grow profitability is to identify a “market void” that your 
company has the core strengths and capacities to fill.  Filling a “market void” with a 
solution that is new or unique is a recipe for fast growth and high profits. 

d. The obvious objective is to select the product groups, and ultimately the market 
segments, where you have the best opportunity to earn a return through revenue and 
gross profit growth. 

e. It is those differentiated product solutions, and those customer markets that your team 
identifies as placing value on your differentiated solutions, on which you want to place 
a laser-like sales focus on expanding and improving your profitability. 

f. On some occasions your strategic growth and financial performance will be based on 
an acquisition strategy rather than organic growth alone. 
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g. Keep in mind that it is usually less expensive and requires less investment to add new 
products to existing markets than it is to develop a new market segment or establish 
yourself in a new geographic market. 

5. When you have completed a thorough analysis of which existing products, revamped 
products, new products, existing market segments and new markets you will be considering for 
incorporation into our strategic financial projections, you will then start building the 
organization that can drive those newly established strategies and initiatives to assure the 
strategic financial projections are met. 

6. Before you make the final selection of products and markets that you will choose as the 
foundation for your Strategic Plan, and which channels to market will be the most effective for 
your product and services, you should do one final gut check to be certain you have 
appropriately considered all of the Strengths, Weaknesses, Opportunities and Threats that 
those Products and Markets potentially face. This is the very well-known SWOT analysis. You 
should perform this exercise for each product group you plan to invest in and grow.  
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Strengths -  Outline your strengths in financial depth, management, operations, supply chain, 
product differentiation, technology, new product development, manpower and 
pricing advantages due to operational efficiencies. 

Weaknesses - Outline weaknesses in any of the above. 

Opportunities - What opportunities or “Market Voids” could you capitalize on, due to your core 
strengths in product or service development, support service, technology or unique 
people skills?  Can your team speculate on where they might find the “market void” 
to exploit? 

Threats - What competitive situations, market changes, technology changes, supply chain 
changes, demographic or government rule changes or other actions can or could 
take place that you should plan for so that the occurrence of such threats could be 
dealt with in orderly fashion? 
 

NOTE:  It is always best to, at least, identify potential threats so everyone keeps their eyes on 
them as they develop and adjusts accordingly. 

This article on Family Business Strategic Planning was written by Larry Grypp, President of The Goering 
Center for Family and Private Businesses.  It appeared in the April 2014 edition of The Cincinnati 
Business Courier. 
 
The concepts discussed below regarding family businesses also clearly pertain to all closely held and 
private companies that have not, as yet, developed a true Strategic Plan. 
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The Family That Won’t Plan Together 

We learn and know a lot about each other as family members.  We can name each other’s 
favorite TV show, food, habits, or hobbies.   In a healthy family, we can also likely recite our shared 
values and principles.  Even jokingly, we can likely predict what other family members will say in a 
given situation.   

It’s a default mode, a shorthand that reflects the familiarity we have with one another.  It 
becomes the unwritten code or tribal knowledge that knits a family together. 

For a family that is operating a business together, however, this same familiarity and unwritten 
code can cripple the enterprise – especially when it comes to the oft-neglected discipline of 
strategic planning. 

Of the participants at a recent Next Generation Institute session at the Goering Center, just over 
half reported they measure progress against goals and that their employees have the information 
they need to understand the impact of their decisions.  Yet, four out of five admitted they do not 
have a written Strategic Plan. 

Why do some family businesses put off strategic planning?  It’s hard – putting the status quo on 
trial is uncomfortable.  It feels complicated – making the tough decisions and writing them down 
can feel bewildering or stifling, especially for business founders who have trusted their instincts to 
get where they are. 

Yes, one of the biggest reasons that is almost unique to family business is the notion that everyone 
has worked together long enough that we shouldn’t have to explain it.  Opening up to a decision 
about the direction – even the business model – of the company often threatens this accepted 
norm of “what we should know already”. 

That’s the whole point and why the exercise of asking questions, challenging assumptions, taking 
in new information and perspectives keeps a business fresh, and using the planning process allows 
business families to have those discussions that might otherwise seem to test family harmony. 

 

 


