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You Already Have the Vision

Every founder, every pastor, every leader we have ever sat across the table from has one thing in
common: they did not start because of a spreadsheet. They started because they saw something. A gap
in the market. A need in the community. A better way to serve a customer, a congregation, a client, or a
cause. That vision is real. It is valuable. It is the reason the doors opened in the first place.

But vision alone does not scale. Vision without a plan is just a wish with a deadline nobody wrote
down. This white paper exists to answer one question honestly: why does a growing organization,
whether a startup, an established small business, or a ministry, need a written strategic plan? And more
importantly, what does a strategic plan actually need to include to be more than a document that gets
built once and forgotten in a drawer?

We believe the answer starts with three simple time horizons: a 3-year look, a 1-year look, and a 90-day
check-in. Get those three right, and connect them to each other, and you have something most
organizations never build: a plan that actually gets used.

The Cost of Running Without a Plan

Most small businesses and ministries do not fail because the leader lacked passion, skill, or work ethic.
They stall because the organization outgrew the leader's ability to hold the whole picture in their head.

In the early days, a founder can run the business from memory. There are few enough moving parts that
instinct and hustle cover the gaps. But growth changes the math. More staff. More clients or members.
More decisions that need to happen without the founder in the room. Instinct alone cannot scale past a
certain size, and neither can a plan that only lives in one person's head.

Without a written plan, a few predictable things start to happen:

* Reactive Leadership: Leadership spends more time reacting to whatever fire is in front of them
than moving toward the future they actually want.

* Scattered Effort: Team members cannot explain how their daily work connects to anything bigger,
so effort gets scattered instead of stacked.

* Chasing Distractions: Good opportunities get chased simply because they showed up, not because
they fit where the organization is actually trying to go.

* Growth Induced Chaos: Growth, when it finally comes, feels chaotic instead of controlled,
because nothing was built ahead of time to hold it.

A strategic plan does not remove the hard work of leading an organization. What it does is give that
hard work a direction, so effort compounds instead of scatters.
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The Three Horizons of a Strategic Plan

A strategic plan that actually works is not one document with one time frame. It is three connected
horizons, each answering a different question, each feeding directly into the next.

Horizon One: The 3-Year Vision — Where Are We Headed?

The 3-year vision is the mid-range picture. Not so far out that it feels theoretical, not so close that it just
repeats this year's to-do list. It answers a concrete question: what does this organization actually look
like three years from now? Revenue. Team size. Number of locations, clients served, families reached,
or members gathered. Reputation in the market or the community.

A strong 3-year vision is specific enough that two people reading it would picture the same
organization. "We want to grow" is not a vision. "We are operating three locations, serving 500
families a month, and known as the most trusted name in our category" is a vision.

Horizon Two: The 1-Year Plan — What Has To Be True This Year?

The 1-year plan takes the 3-year vision and asks the harder question: what has to happen this year for
that vision to still be believable next year? This is where the big picture starts to become specific
enough to act on, typically 3 to 7 objectives, each with a named owner and a way to measure whether it
actually happened.

This is also where most plans go wrong. Leaders write a long list of everything they would like to
accomplish, and the list becomes so broad that nothing on it gets the focus it needs. A good 1-year plan
says no to more than it says yes to. It is short enough to remember and specific enough to measure.

Horizon Three: The 90-Day Check-In — What Are We Doing Right Now?

This is the horizon almost every plan skips, and it is the one that matters most. A 1-year plan is too far
away to create urgency on a Tuesday afternoon. Ninety days is close enough to feel real and far enough
to actually accomplish something meaningful.

Every quarter, the 1-year objectives get broken into a short list of priorities for the next 90 days. Owned
by name. Reviewed weekly, not just at the end of the quarter. This is the mechanism that turns a
strategic plan from a document into a rhythm.

A Plan Reviewed Once a Year is a History Lesson. A Plan Reviewed Every 90 Days is a Compass.
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Why 90 Days Is the Magic Number

There is nothing mystical about the number 90. It works because of human nature, not calendar math:
1. It creates real urgency: A goal due in twelve months rarely gets worked on in month one.

2. It is achievable: It is long enough to accomplish something that actually matters, not just a task
list.

3. Rhythm of small wins: Four times a year, the organization gets to stop, look back honestly, and
reset with the confidence that comes from proof, not hope.

4. Tt catches problems early: A plan reviewed only once a year can drift wildly off course for

eleven months before anyone notices. A 90-day rhythm catches drift while it is still cheap to
correct.

Five Signs You Need a Strategic Plan Now
1. Leadership is busy but growth has flattened. Activity is not progress toward something specific.

2. Team members cannot explain, in one sentence, where the organization is headed. If they cannot
repeat it, they cannot align.

3. Good ideas keep pulling focus away from the plan you already have, because there is no plan
strong enough to say no.

4. Decisions get made by whoever is loudest or most recently in the room, instead of by a
documented set of priorities.

5. Growth, when it happens, creates chaos instead of confidence, because nothing was built ahead of
time to hold it.

If two or more of these sound familiar, the organization is not lacking effort. It is lacking a plan strong
enough to direct that effort.

For Ministries & Nonprofits: A strategic plan does not compete with calling. It protects it, by giving the

mission a structure strong enough to carry the weight of growth without losing what made it worth
building in the first place.
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What a Real Strategic Plan Actually Includes

A strategic plan is not a mission statement on a wall or a slide deck built once for a board meeting. A
plan built to be used, not just admired, includes seven connected pieces:

Operational Role & Description

1. Mission & Core Values Why the organization exists, and how the team actually behaves (specific enough to
hire, fire, and make decisions by).

2. Future Desired State The 3-year vision, and a long-range target big enough to be worth chasing.

3. Current State Analysis An honest, filter-free look at where the organization stands today: strengths,
weaknesses, opportunities, and threats.

4. Gap Analysis The honest distance between where you are and where the vision says you are headed,
ranked by what matters most.

5. Key Objectives The 3 to 7 things that must be true this year, each with a single owner and a measurable
target.

6. Key Action Steps The 90-day priorities that turn each objective into work that actually gets done.

7. Measurement & A weekly and quarterly rhythm for reviewing progress, so the plan stays alive instead

Accountability of going stale.

Where to Start: The 5-Question Strategic Check-Up

Use the five questions below as a simple self-assessment before your next planning conversation,
whether that conversation happens with your own leadership team or with an outside facilitator.

[1] Can you describe, in one or two sentences, exactly what this organization looks like three years from now?
[] Do you have 3 to 7 written objectives for this year, each with a single named owner?

[1 Does your team know, right now, what the top priorities are for the next 90 days?

[1 Is progress reviewed on a set weekly or monthly rhythm, or only when something goes wrong?

[1 Would every member of your leadership team describe the plan the same way if asked separately?

Ready to build a plan strong enough to scale? Fortis Leadership Group exists to give leaders clarity
and organizations strength. We are operating facilitators who stay embedded to turn your plan into a
lived, high-accountability rhythm built around our six-phase FORTIS Method.

Schedule your free 30-minute Discovery Call (no cost, no pressure, just an honest assessment) at
fortisleadershipgroup.com.
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