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What is a "plan" for your business? For most small business owners, it's a chaotic mix of 
goals and a never-ending daily "to-do" list. As Dwight D. Eisenhower famously said, "Plans 
are worthless, but planning is everything". 

The goal of planning is not to create a perfect document, but to build a disciplined 
process that ensures your daily efforts are focused on the biggest, most strategic goals. 
The challenge for a small business owner is maintaining motivation over a long 12-month 
period as market conditions shift too fast. 

The solution is to transform your annual goals into a 12-week sprint (one quarter). This 
creates a sense of urgency and clarity that delivers tangible results. 

1. Shorten Your Planning Horizon 

The "secret sauce" is to break down massive annual increments into smaller, digestible 
chunks. 

●​ Pick 2–3 "Needle Movers": Choose just two or three large goals for the next 12 
weeks. These must be goals that are outside your day-to-day operations and 
represent a significant, non-incremental improvement. 

●​ Define "Done": Write these goals down and clearly articulate what "done" looks like. 
Example: Not "Improve cash flow," but "Secure a $50,000 line of credit". 

2. Create a Weekly Action Plan 

To achieve those 2–3 major goals, you need to know exactly what you must execute on a 
weekly basis. Remember: Process is more important than outcome. 

●​ Break Down the Goal: For each 12-week goal, break it down into core tasks and 
projects. These can be Recurring Tasks (weekly habits that feed the goal, like 
"Reach out to 15 key prospects every week") or One-Off Projects (larger single steps, 
like "Finalize new vendor contract"). 

●​ Objective Steps: List out 5–6 objective steps or projects that move you from vague 
hope toward knowing the precise steps required. 

3. Structure Your Week for Strategic Work 

For a small business owner, the biggest challenge is finding the time to execute strategic 
work. A little upfront planning goes a long way each week: 



●​ The 15-Minute Review: Before jumping into your workweek, spend 15–20 minutes 
planning out the upcoming week. Review your Weekly Action Plan and schedule 
time to knock out this week's core tasks. 

●​ Time Block for Strategy: You will always lose strategic time to urgent client calls or 
emails. Instead, consciously build strategic work time into your week upfront and 
time-block it on your calendar. This ensures you're making the most out of each 
week. 

Key Questions to Ask 

●​ Are my goals non-incremental and do they genuinely stretch my business? 
●​ What is the one weekly recurring task that, if executed perfectly, guarantees 

progress toward my 12-week goal? 
●​ Did I consciously schedule time for strategic work this week, or am I just hoping to 

find it? 

Staying Current with Trends 

●​ Periodization: Breaking massive goals into shorter, focused periods (like the 
12-week sprint) is a key strategic trend used to maintain motivation and clarity 
across small teams. 

●​ Process vs. Outcome: Modern strategic planning emphasizes focusing on the 
quality and consistency of the process (the weekly actions) because that ultimately 
drives the outcome. 

By embracing this 12-week sprint framework, you transform planning from a confusing 
burden into a powerful tool for concrete results. 

 


