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Introduction

Most CEOs and business owners

fail not because they lack ambition,

but because they lack discipline in
how they set and execute goals.

This guide addresses the structural,

behavioral, and systemic barriers
that derail goal achievement and
provides proven frameworks for
creating goals that stick, teams
that execute, and momentum that
compounds.
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Clarity on the CEO and Business
Owner Role

Tax Strategy Isn’t Optional Anymore—It's a Weapon

As a CEO or business owner, you hold four irreducible responsibilities related to goal
achievement:

------ + 1. Vision and Direction Setting

You define the long-term destination (3—10 years) and translate it into a coherent annual
and quarterly strategy. This is not a one-time event but a disciplined, iterative
conversation with your board, leadership team, and key stakeholders.

Your job:
Answer the fundamental questions:

® Where are we going? (vision)

® Why does it matter? (purpose)

® What are we willing to sacrifice to get there? (tradeoffs)
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How will we know we've succeeded? (metrics)

Goals without resources are fantasies. You must:

Align capital, talent, and time with your top 3—5 priorities.

Make explicit tradeoffs: "If we're going all-in on X, what are we NOT doing?”
Monitor whether execution capacity matches goal ambition.

Adjust when markets shift or new information emerges.

Your job:

Ensure every major initiative has clear ownership, adequate resources, and
honest assumptions about what's possible with your current team and budget.

You are the keeper of context. When your leadership team doesn't understand the "why"
behind strategic priorities, goals become theater rather than operational north stars.

Your job:

® Communicate the strategy repeatedly—and in different formats and forums.

® Ensure your top 40% of the organization can articulate company goals and how
their work connects.

® Model alignment: publicly demonstrate that your own time and energy reflect
stated priorities.

® Resolve misalignment quickly; don't let conflicting priorities fester.
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You own the rhythm. Weekly standup? Monthly business review? Quarterly strategy
reset? That cadence is your invention and your responsibility to sustain.

Your job:

® Hold yourself accountable for goal progress before holding others accountable.

® Create a transparent feedback loop: What's working? What's not? What do we
need to adjust?

® Celebrate wins publicly; address misses privately and constructively.

® Make the hard calls when someone is not performing or when a goal is no
longer strategic.
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Fait 2
Common Mistakes and Pitfalls

Mistake 1: Goal Overload and Lack of Prioritization

As a CEO or business owner, you hold four irreducible responsibilities related to goal
achievement:

The Problem:

When everything is a priority, nothing is. The average executive team sets 10—-15 annual
goals when research suggests 3-5 is the optimal ceiling for clear focus.

Why It Happens:

@ Fear of missing an opportunity.
® Political pressure: "We can't leave out sales/product/ops."
@ Scope creep over the year as new crises emerge.

@ Confusion between "strategic goals" and "business as usual."

Capacity Building © Capacity Building Solutions, Inc. 07
n a Solutions www.capacity-building.com


http://www.capacity-building.com/

The Impact:

® Teams context-switch constantly, killing productivity.
® No clear "winner" emerges—resources scatter.
® Burnout increases; energy disperses.

® Accountability dissolves ("We all own everything").

How to Fix It:

@® Reduce to a maximum of 3—-5 annual strategic goals plus 2-3
personal/leadership development goals.

@ Create transparent prioritization criteria: impact on company valuation, strategic
fit, resource intensity, time to payoff.

@ Establish a "kill list"—what are you explicitly not pursuing?
@ Treat "business as usual" (ops, compliance, customer support) as separate from
strategic initiatives.
Mistake 2: Vague or Unmeasurable Goals

The Problem:

"Improve customer experience," "accelerate growth," "build better culture" feel important
but are impossible to execute or measure.

Why It Happens:

® Goals are set in a top-down vacuum without input from those who'll execute them.
® CEOs confuse aspirations with goals.

® Teams lack specificity on success metrics upfront.
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The Impact:

@ No clear finish line; effort becomes endless.

@ Different people interpret the goal differently.

® Team morale suffers; it's unclear when you've won

How to Fix It:

Use SMART criteria (Specific, Measurable, Achievable, Relevant, Time-bound). Better yet,
use SMARTER:

Specific: What exactly are you achieving? (not "improve,” but "increase NPS
from 42 to 60")

Measurable: What's the data point?

Achievable: Is it realistic with current resources?
Relevant: Does it align with strategy?
Time-bound: By when?

Evaluate: Built-in checkpoints to assess progress.

Revisable: Permission to adjust if market conditions change.

Example transformation:

X "Improve customer satisfaction"

"Increase customer NPS from 42 to 55 by Q4, measured monthly, with product,
support, and ops jointly accountable”
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Mistake 3: Top-Down Goal Imposition Without Buy-In

The Problem:

CEO and CFO set goals in isolation, announce them at the annual kickoff, then expect
execution.

Why It Happens:

® Speed and control: top-down feels faster.
® Belief that employees lack strategic perspective.

® Weak feedback loops; leaders don't hear pushback until execution stalls.

The Impact:

® Low ownership; goals feel imposed.
® Hidden resource constraints surface too late.
® Good ideas from the field are never heard.

® Trust erodes; teams hide bad news.

How to Fix It:
@ Initiate with the leadership team, not alone. Share draft strategy; ask: "Where are
the gaps? What's unrealistic?"
@ Cascade downward in waves, not all at once:
e Share top company goals with direct reports.
e Give them 48 hours to propose how their function will contribute.

e Discuss tradeoffs openly.

Capacity Building © Capacity Building Solutions, Inc.
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® Involve frontline teams, especially those closest to customers. They see market
shifts first.

@ Revisit quarterly—don't treat annual goals as sacred if conditions change.
This takes time but accelerates execution and morale.

Mistake 4: Siloed Goals with No Cross-Functional Alignment

The Problem:

Sales has one goal, product has another, ops has a third. They're all "strategic" but they

conflict. Sales pushes for custom features; product is focused on platform simplicity; ops

wants cost reduction.

Why It Happens:

® Departments are measured independently.
@ Goal-setting is siloed by function.
® No forum to resolve conflicting priorities.

® The CEO isn't actively managing the tensions.

The Impact:

® Teams pullin different directions.
® Innovation stalls; politics accelerates.
® Good people leave because the organization feels dysfunctional.

® Execution speed plummets.
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How to Fix It:

@ Use a single goal-setting framework across all levels. (OKRs, SMART, Balanced
Scorecard—pick one and stick with it.)

@ Create a cross-functional forum for goal-setting: quarterly sessions where
marketing, product, sales, ops, and finance discuss priorities together.

® Make goal conflicts visible. When goals compete, bring them to the CEO to
resolve. Don't let leaders work around the issue.

@ Track horizontal alignment metrics. Example: "What % of product backlog items
directly support the top 3 company goals?" If it's below 70%, you have a problem.

@ Embed alignment leads into major initiatives. A cross-functional sponsor owns
the goal, not a single function.
Mistake 5: Lack of a Visible Execution Cadence

The Problem:

Goals are set in January. Nothing is discussed until December. When you finally review,
goals have drifted or been abandoned.

Why It Happens:

Assumption that goal-setting is an annual event.
No consistent meeting rhythm for goal review.

CEO gets distracted by firefighting.

Fear that frequent check-ins feel micromanaged.

The Impact:

Momentum stalls.
Teams don't know if they're on track until it's too late.

Course corrections happen in December when adjustments are impossible.

Accountability becomes theoretical.

Capacity Building © Capacity Building Solutions, Inc.
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How to Fix It:

Install a consistent cadence:

® Daily (10 min stand-up): What's blocking progress on top 3 goals?
® Weekly (30-60 min leadership huddle): Goal status, emerging risks, unblock issues.
® Monthly (full team, 90 min): Deep dive on KPIs for one major goal; celebrate wins.
@ Quarterly (half-day+ offsite): Comprehensive review of all goals; adjust for next
quarter.
® Annually (full-day+): Strategic retrospective; plan next year.
Critical:

The CEO must attend and lead every session. If you skip, your team learns goals aren't
that important.

Capacity Building © Capacity Building Solutions, Inc. 13
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Mistake 6: Goals Without Adequate Resources or Support

The Problem:

CEO announces a 25% growth goal while headcount is frozen and marketing budget is
cut. Teams are stretched and demotivated from the start.

Why It Happens:

@ Stretch goals are set without validating resource availability.
@ Resource constraints are discovered late in the year.

® CEO doesn't do the work of matching goals to capacity.

The Impact:

® Burnout and regrettable turnover.
® Missed goals and credibility loss.

® Quality suffers; teams cut corners.

How to Fix It:

Before finalizing goals:

@ Map resource availability (people, budget, tools, vendor capacity) to each goal.

@ Identify gaps explicitly. If you need 10 engineers but have 7, say it. Then decide:
hire, adjust timeline, or reduce scope?

® Secure commitments. Ensure CFO, CHRO, and function heads agree resources
will be freed up.

@ Remove friction. Eliminate approval processes, outdated tools, bureaucracy
that slow teams down.

@ Invest in training and development. Goals often fail because teams lack skills,
not motivation.

Capacity Building © Capacity Building Solutions, Inc. 14
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Mistake 7: No Clear Ownership or Accountability

The Problem:

A goal is "owned" by a committee. When it misses, there's no single person responsible.
Accountability diffuses.

Why It Happens:

® Fear of overloading any one leader.
@ Desire for collaboration (which is good) without designating a sponsor.

® Unclear distinction between "owner" and “contributor."

The Impact:

® No one drives hard enough.
® Excuses multiply ("We tried, but...").

@® Systemic underperformance.

How to Fix It:

@ Assign a single goal sponsor for each major goal. Someone whose name is on it.
@ Define supporting roles: Who contributes resources? Who provides unblocking?

® Make sponsors visible. They present progress in weekly huddles and monthly
reviews.

@ Hold one-on-ones monthly with each goal sponsor. This is CEO/executive time,
not optional.

@ Separate accountability from punishment. Good sponsors can miss a goal and
keep their job if they're transparent and learning. Sponsors who hide problems or
make excuses should be moved.

Capacity Building © Capacity Building Solutions, Inc. 15
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Mistake 8: Ignoring Qualitative Feedback and Market Signals

The Problem:

You're hitting your numbers but your best people are leaving. You're hitting revenue
targets but customer satisfaction is declining. The goal itself is becoming a liability.

Why It Happens:

® Over-focus on the metric; loss of context.
® No mechanism to surface human/cultural feedback.
® CEO isolated from customer or employee reality.

® Unwillingness to revisit goals mid-year.

The Impact:

® You win the goal but lose the business.
@ Trusterodes.

® Attrition accelerates.

How to Fix It:

@ Create feedback loops. Regular listening sessions with frontline employees,
customers, and partners.

@ Build "early warning" metrics alongside goal KPIs. Examples: engagement
scores, NPS, regrettable turnover, internal survey sentiment.

@ Revisit goals quarterly. Ask: “Is this goal still the right thing? Are we achieving
it in a way that's sustainable?"

@ Empower teams to flag concerns. Create psychological safety to say, "This
goal is hurting us."

@ Be willing to adjust. It's not failure; it's leadership.

Capacity Building © Capacity Building Solutions, Inc.
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Success Strategies for Goal Achievement

Strategy 1: Use a Proven Goal-Setting Framework

Pick one and use it consistently across the organization:

OKRs (Objectives and Key Results)

Structure:

Objective: Qualitative direction (inspirational, memorable)

Key Result: Quantified outcome (typically 2—4 per objective; 0.7-0.8 = good
performance)

Cadence: Quarterly or annual

Strengths:

Creates focus: 3—5 objectives max.
Stretches thinking; 70% achievement is celebrated, not penalized.
Aligns teams vertically and horizontally.

Flexible; can shift quarterly without feeling like failure.

www.capacity-building.com

Capacity Building © Capacity Building Solutions, Inc. 17
Q a Solutions


http://www.capacity-building.com/

Example:

Q1 Objective: "‘Become the customer reference solution in our target vertical"

Key Results:

® Increase customer NPS from 45 to 55
® Close 5 enterprise deals in target segment

® Reduce onboarding time from 30 to 14 days

SMART Goals

Simple, reliable, and works best for straightforward execution goals or functional teams.
Structure:

Specific, Measurable, Achievable, Relevant, Time-bound

Strengths:

® Easy to understand and communicate.
® Good for operations, finance, compliance-driven goals.

® Rigid; less ambiguity.

Example:

Goal: "Reduce operational cost per transaction from $2.50 to $1.85 by Q4, measured
monthly.”

Balanced Scorecard

Useful when you need multiple dimensions (financial, customer, internal process,
learning):

Strengths:

® Prevents overoptimization of a single metric.

® Holistic view of business health.

Recommendation: Pick one framework. Don't mix and match. If sales uses OKRs and ops
uses Balanced Scorecard, misalignment is inevitable.[web:34]
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n a Solutions www.capacity-building.com


http://www.capacity-building.com/

Strategy 2: Cascade Goals With Clarity and Involvement

The Three-Layer Cascade:

@ Company Goals (3-5 annual strategic goals)

e Decided by CEO and board.
e Communicated to full leadership team at kickoff.

@ Functional/Team Goals (3-4 per team)

* Decided by function leads in conversation with direct reports.

» Must clearly map to company goals ("Our goal supports Company Goal #2
because...").

e Open feedback: "Here's what we think we can do. What constraints are we
missing?"

® Individual Goals (3-5 per person)

e Decided in one-on-ones with managers.
» May be project-based (short-term) or growth-oriented (long-term).

e Cascade downward, then fold feedback back up. This takes 2—3 rounds.

Timeline:

® Month 1: Company goals announced (after leadership alignment).
® Week 2: Function leaders propose team goals.
® Week 3: Feedback loops; resolve conflicts.

® Week 4: Finalized and published; individuals set own goals.

Key Rule:
Every goal at levels 2 and 3 must have a clear line of sight to at least one company
goal. If not, it's either a business-as-usual task or it shouldn't exist.

Capacity Building © Capacity Building Solutions, Inc.
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Strategy 3: Build a Transparent Tracking System

People perform better when progress is visible.

What to Track:

Leading indicators: Activities that drive the outcome (sales pipeline, engineering
velocity, customer conversations).

Lagging indicators: The actual result (revenue, customer churn, product adoption).

Health metrics: Are we achieving it sustainably? (team capacity, burnout, quality,
customer satisfaction alongside growth metrics).

How to Display It:

Weekly scoreboard (one page, CEO-led): Traffic light (green/yellow/red) for each
goal, with brief status commentary.

Goal dashboard (shared space): Where anyone can check progress on all company
goals and understand dependencies.

Monthly narrative: One-page summary per goal sponsor describing progress,
obstacles, next actions.

Key Practice:
Post it visibly—physical board, Slack channel, intranet. Not buried in a tool no one
looks at.

www.capacity-building.com
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Strategy 4: Establish a Weekly Execution Rhythm

The weekly meeting is your most important leadership ritual.

Weekly Leadership Huddle (30—60 min, same day/time every week):
@ Quick wins (5 min): Celebrate one win from the past week. This matters.

@ Goal status (20-30 min): Each goal sponsor takes 3-5 min. What's the traffic light?
What changed since last week? What do you need?

® Blockers and unblock (15 min): "What's preventing progress?" (Could be a person, a
decision, a tool, a dependency.) CEO removes blockers or escalates.

@ Agenda for next week: Set up the topics you know are coming.

Rules:
® Never skip. If CEO isn't there, it signals that execution doesn't matter.

® No emergencies allowed to bump it. (Emergencies are handled separately, in
parallel.)

@ Bring data. Subjective feels are fine; data is better.

® Assume good intent; assume people are doing their best.

Monthly Deep Dive (full team, 90 min):

® Pick one strategic goal.

® Goal sponsor presents: progress, wins, obstacles, emerging risks.
® Team asks clarifying questions and offers suggestions.

® Identify three specific actions for the next month.

Capacity Building © Capacity Building Solutions, Inc. 21
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Strategy 5: Build Momentum With Milestone Wins and
Celebration

Momentum is psychological currency. Small wins fuel big execution.

How to Create Momentum:

@ Break annual goals into quarterly milestones. Quarterly targets feel closer and
achievable than annual ones.

@ Create visible checkpoints. "By end of February, we will have X done."

® Celebrate loudly. When you hit a milestone, pause. Recognize the team. Share the
impact. This reinforces the flywheel.

Share progress publicly. All-hands meeting, email, team meetings—same message.

Build small wins into bigger vision. Connect each milestone to the larger goal.

Example:

Company Goal: "Expand into EMEA and achieve €5M revenue by year-end."

® Q1: Build regional team (hire GM + 2 account execs), establish 5 pilot customers.
® Q2:Scale to 15 customers, achieve €500K revenue.

@ Q3:Expand to 40 customers, €2M revenue, establish second office.

® Q4: €5M revenue, launch product localizations.

Celebrate at each Q milestone.

"We hired the GM and landed 5 pilots—
we're building something real here."
This energy carries into Q2.

i
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Strategy 6: Create Permission to Adapt Without Losing
Credibility

Goals are not sacred. Markets shift. Assumptions prove wrong. Teams learn.

When and How to Revise Goals:

Quarterly Goal Review:

@ Assess: Is this goal still the right priority?

® Check: Are we on track? If not, why? Resource? Complexity? Wrong assumption?

® Decide: Continue, adjust, or kill?

If you kill or substantially revise a goal:

@ Acknowledge the change. "We set this goal based on assumption X. We've learned Y.
We're adjusting.”

® Don't call it failure. Call it learning.
©® Clarify the new goal or ending. Be specific about what's changing and why.

Reallocate resources explicitly. "Team, you're no longer accountable for this goal.

Here's your new priority."
Capacity Building © Capacity Building Solutions, Inc. 23
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If you continue a goal but adjust the timeline:

@ Explain the delta. "We're now targeting Q4 instead of Q3 because..."
@ Set interim milestones. So people can still see progress.

What you should NOT do:

® < Silently abandon a goal and hope no one notices.
® X Revise goals every week (creates whiplash).
® >{ Blame the team when a goal becomes unrealistic.

® ><{ Hit the goal but ignore damage done along the way.

The leadership message:
"We're outcome-focused, not rigidly attached to plans. We adjust when we learn. But
we don't quit easily."

Capacity Building © Capacity Building Solutions, Inc. 24
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Managing Non-Performers and
Misalighment

The Non-Performer Conversation
Not all goal misses are about effort. Sometimes:

® The person isn't capable.
® They're disengaged or misaligned with company direction.
® There's a personal issue.

@ The goal was always unrealistic.

Your job as CEO: Distinguish quickly and act decisively.

Diagnostic Framework
In your one-on-one with the goal sponsor, ask:

@ Understanding: "Walk me through your goal. What are you trying to achieve? Why
does it matter?” (If they can't articulate it clearly, that's a problem.)

Capacity Building © Capacity Building Solutions, Inc. 25
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© Effort and Honesty: "What's your honest assessment of progress? Where are we
tracking well, and where are we behind?"

 If they're not honest, flag it.

 If they're deflecting blame externally, flag it.

® Root Cause: "If we're behind, what's the real reason? Is it resources, capability, market
conditions, wrong assumption, or effort?"

e Listen for accountability vs. excuses.

@ Ownership: "What are you going to do differently in the next 30 days to move the
needle?"

e Vague answers ("we'll try harder") are a warning sign.

» Specific actions ("I'm adding a second sales engineer, we're shifting this
customer to a champion, we're cutting scope") suggest they own it.

| F e T8 11
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Three Paths Forward

Path A: Get Support (Most Common)

Person is trying but needs help.

CEO actions:

® Add aresource (domain expert, additional headcount).

® Remove a blocker (clear a decision, cut red tape, resolve a dependency).
® Provide coaching or training.

® Extend the timeline or reduce the scope.

One-on-one follow-up: Weekly, for 4 weeks. Then reassess.

Path B: Adjust Role or Goal

Person is capable but not suited for this specific goal. (Different goals require different
skills.)

CEO actions:
® Move them to a different goal where they'll thrive.

® Reduce scope; focus on fewer, more achievable outcomes.

@ Pair them with a stronger co-lead.
One-on-one follow-up: Bi-weekly. Set clear expectations for the new role.

Path C: Performance Plan (Rare)

Person is not performing, is not honest about it, and is not responding to support.
CEO actions:

® Put them on a 90-day formal performance plan with clear milestones.

® Be explicit: "If we don't see improvement in X, Y, and Z by day 90, we'll have a different
conversation."

® Check weekly; don't ambush at day 90.
® Document everything.

One-on-one follow-up: Weekly, without exception.

Capacity Building © Capacity Building Solutions, Inc. 27
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Critical:

Use the language of accountability, not judgment. "This goal matters. You're not on
track. Here's what we're going to do to fix it. I'm invested in your success. But if we
can't get there, we'll need to make a change."

Managing Team Misalignment

The Problem:

Different leaders are pulling toward different goals. Sales wants aggressive new logo
capture; customer success wants 90%+ retention. Both are important, but tension is
palpable.

The Fix:

@ Name the tension openly. In a leadership forum, say: "I'm noticing some conflicting
priorities. Let's air it."

® Clarify the strategic intent. "This quarter, our #1 goal is X. Here's why. That means Y
gets 60% of our focus, Z gets 30%, W gets 10%."

® Make tradeoffs explicit. "Supporting new logo growth means customer success
takes longer to ramp new customers. That's a conscious choice. Here's how we'll
mitigate the churn risk."[web:36]

@ Resolve ownership. "Sally owns new logos. Marcus owns retention. You're
accountable for your own goal AND for coordinating with the other goal. Here's how
you'll work together."

@ Monitor horizontal alignment in real time. Post a shared view of all goals and how
they're doing. If two goals are fighting, you'll see it fast.

Capacity Building © Capacity Building Solutions, Inc. 28
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Role Clarity for the CEO and Leadership
Team

The CEO's 20% Time Allocation

Assuming a 50-hour week, here's a recommended allocation:

Activity Hours Why
Strategic thinking and planning (includes goal- 8-10 This is your highest-leverage work. Non-
setting, quarterly reviews, board prep) negotiable.
Weekly leadership cadence (huddle, blockers, 57 Synchronization is essential to
unblock) momentum.
Individual one—o_n-ones with direct reports (goal 57 This is where you diagnose and support.
sponsors, function heads)
Customer conversations (sales, pilots, feedback) | 5-7 Stay connected to market reality.
Vital f ital ibili
Board, investor, and external relationships 5-7 ital for capital, credibility, and
ecosystem.
All other (email, meetings, fires, operations) 10-15 The rest. Delegate what you can.

Key Insight:

If you're spending more than 15 hours on firefighting or operational details, your
organization has a problem. Empower your ops or COO to own day-to-day execution so
you can stay at 30,000 feet.

Capacity Building © Capacity Building Solutions, Inc. 29
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What the Leadership Team Owns

Role Goal Accountability Execution Ownership
Sets direction; removes blockers;
CEO All company goals . I. ! v
maintains cadence
Financial goals (margin, cash, . . .
. . Finance operations; budgeting;
CFO unit economics); supports .
. forecasting
resource planning
Operational efficiency goals; .
. . .| Weekly execution rhythm; blockers; cross-
COO0O/Head of Operations | execution on company goals via y st

ops team

functional coordination

Function Head (Sales,
Product, Eng, etc.)

Functional goals that support
company goals

Day-to-day execution; resource allocation
within function; hiring and development

Individual Contributor

Own part of a company goal via
a project or ongoing work

Execution, escalation of blockers, honest

progress reporting

Key Principle:

Cascade down, but roll up accountability. Everyone owns part of the goal. But
ultimately, one person (the sponsor) is accountable for the whole goal.[web:27]
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Tools and Artifacts for Goal Management

The Annual Goal-Setting Document

What to Include:

@
©

Cover Page: Company nhame, year, one-line vision, tagline.

Strategic Context: 1-2 page summary of market environment, company position, and
why these specific goals matter this year.

3-5 Strategic Goals:

Goal name (inspirational, memorable)

Goal statement (specific and measurable)

Why it matters (business case; market opportunity or threat)
Goal sponsor (name, accountability)

Key results or milestones (quarterly targets)

Key assumptions (what has to be true for this to work?)

Key risks (what could derail us?)

Resource plan (people, budget, tools required)

www.capacity-building.com
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@ 2-3Personal/Leadership Goals: CEO and leadership team model this.
e Examples: executive presence, delegation, health, learning a new domain.
@ Operating System: Cadence for review, key rituals, communication forums.

Make it visual.
Use infographics, a one-page summary, colors. People remember visuals better than

text.

The Weekly Scorecard

Format:
Goal Status Sponsor Comment Last Week's Plan
Goal 1: Achieve Pipeline +15%, close
18% YoY revenue @ On track Head of Sales | rate +2%, expansion Close 4 large deals
growth +8%
Goal 2: Launch At risk Engineering slipped 2
new platform VP Product weeks; prioritizing core | Complete APl work
feature features
Goal 3: Expand to International H‘|red 2 AI.ES' landed 3 Launch EMEA

@ On track pilots, office setup on . .

EMEA GM schedule marketing campaign

Cadence: Updated every Friday before Monday's 9am huddle.
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The Goal Deep-Dive Template (Monthly)

For use in monthly reviews; pick one goal per month:

Goal: [Goal name and metric]

Status: On track / At risk / Off track

Progress to date: Quantified update (e.g., "Achieved 45% of annual target in Q1")
Wins this month: What's working well?

Obstacles: What's preventing faster progress?

Actions for next month: Specific, owned, measurable

Resource needs: Do we have what we need?

Emerging risks: What could derail us?

-~ N
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Conclusion:
The CEO's Leadership Commitment

Goal achievement is not primarily a planning problem. It's an execution and
leadership problem.

The organizations that hit their goals consistently share these practices:

@ Clarity. Leaders can articulate the goals and why they matter. At every level.

@ Discipline. A predictable cadence for goal review, adjustment, and unblocking.
® Honesty. When goals are off track, leaders acknowledge it quickly and adjust.
o)

Accountability. One person owns each goal. Progress is visible. Course corrections
are fast.

L)

Support. When teams struggle, the organization removes blockers rather than
blaming them.

Celebration. Wins are recognized. Momentum is reinforced.

@ Flexibility. Goals are adjusted when market conditions or assumptions change. This
is wisdom, not weakness.

As CEO, you cannot delegate these seven practices. You can empower your COO or
leadership team to facilitate the rituals, but you must set the tone. By attending every
meeting, asking hard questions, removing blockers, and adjusting quickly, you signal
that execution is not optional—it's the core of leadership.

Your goal-setting and execution system will be as good as your discipline in using it.
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