
Mid-Year Planning Workshop 



Hello! I’m Deborah 
Snyder 
Relationship Manager



A WORLD MADE BETTER BY 
ENTREPRENEURS

VISION

CULTIVATE ADVISORS



Our Mission: 

To partner with committed 
entrepreneurs in propelling their 
businesses beyond expectations



Hello! I’m 
Andrea Ross
Business Advisor

Founded and was successfully acquired:  
An award-winning Southeast Asian tourism 
company with offices in Thailand, Laos, 
Vietnam, Cambodia & Myanmar.
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Failure
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Hard Work

Persistence

Discipline

Dedication
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People 
Won’t See

What People See



A Banner 
Year

Success

What People See

Review the first half of the year and 
set goals for what’s next!



Agenda

01

02

03

Where are 
we?

What do we 
need to adjust?

Collaboration 
and Next 
Steps



Planning Workshop 



1

Vision & Long Term Goals
Why are you doing this?  What do 
you want in the next 3, 5 and 10 
years?

Planning Workshop



VISION



Vision: What was the vision we 
described for 2024 and beyond? 

• Is it an exit? 

• Increase Revenue/Profit by X?

• Is it 10x growth?

Are we still on track for this vision? 
Has our vision shifted? 
Have we communicated the shift? 



1

Vision & Long Term Goals
Why are you doing this?  What do you 
want in the next 3, 5 and 10 years?

2

Annual Macro Goals 
Set
What were the goals you set for 
this year? Are you on track to 
achieving them? Have the goals 
shifted? Do you need to 
reevaluate?

Planning Workshop



Macro Goals:  Pick 2 to 3 

• If achieved, would this keep you on track to your vision?

• Common Examples:

○ Revenue, Profit, Retention of Staff, # of Clients Served 

• Did you prioritize the right goals?

• Are you on track to achieving them? If not why not? Are 

you already there, if so, what’s next?



1

Vision & Long Term Goals
Why are you doing this?  What do you 
want in the next 3, 5 and 10 years?

3

KPI’s Identified
Push through the micro plans in all 
areas of the business.  Did you set key 
performance indicators? How are you 
tracking them? 

2

Annual Macro Goals 
Set
What were the goals you set for 
this year? Have you achieved 
them or are you on your way to 
achieving them? Have the goals 
shifted? Have you reevaluated?

Planning Workshop



Macro to KPI

MACRO

MICRO

$200K  Profit by 1/1/24

300 Leads

$1M in Sales

$12,000 Avg. Client

83 Clients

160 Itineraries



KPI’s:  Identify 1 or 2 

• Take your macro goals and work them to the micro

• When can you measure?  When does it feel control but not 

over the top?

• Who is driving these KPIs and how are you measuring and 

communicating?





KPI’s:  

• Have we tracked our KPIs in order to know our success?

• Have we communicated our KPIs to the team and do they 

have individual or team goals to achieve? 

• What do we need to focus on tracking moving forward this 

year? What are current bookings for 2025? Etc?



1

Vision & Long Term Goals
Why are you doing this?  What do you 
want in the next 3, 5 and 10 years?

3

KPI’s Identified
Push through the micro plans in all 
areas of the business.  What are the key 
performance indicators?

2

Annual Macro Goals 
Set
What are the three most 
important metrics you need to hit 
this next year?

4

Initiatives Prioritized
What have you implemented to 
hit your KPIs?  Are they working? 
If not, why not?

Planning Workshop



Initiatives:  Identify 1 

• Look at your KPIs for the first half of the year, are you 

hitting your goals? If not, what needs to be implemented to 

get you there?

• Remember, keep it simple and go all in on something to 

move the needle.



1

Vision & Long Term Goals
Why are you doing this?  What do you 
want in the next 3, 5 and 10 years?

3

KPI’s Identified
Push through the micro plans in all 
areas of the business.  What are the key 
performance indicators?

5

Initiative Implementation
Have you developed a strategy, a 
process, a system, a procedure, clear 
training and supported leadership for 
the initiatives?

2

Annual Macro Goals 
Set
What are the three most 
important metrics you need to hit 
this next year?

4

Initiatives Prioritized
What pivots, shifts or changes will 
be needed to achieve?  In what 
order should you approach these 
initiatives?

Planning Workshop



1 Vision & Long Term Goals

3 KPI’s Identified

5 Initiative Implementation

2
Annual Macro Goals 
Set

4Initiatives Prioritized

Planning Methodology



CEO Dashboard

Reactive:  Picked by Urgency

Proactive:  Picked by Impact

https://docs.google.com/spreadsheets/d/1wxReduvqDYYtwQb8TihnGig6UpVKfng0H76KuzK3oxo/edit?gid=147866752


Financials

● Do you have your financials built out through 2025?  

● What KPIs do you need to establish for growth and 

margin optimization?

● Are you building out forecasting tools to help you 

make key hiring/expansion decisions while 

understanding how much cash you need?  



Sales

● Who is your ideal client post covid?  

● Do you have a clear sales funnel based on those 

clients? 

● Do you have the right sales team, training, and 

direction to shift forward?



Marketing

● Have you built a re-formulated marketing plan?  
● Have you clearly defined your product and created the 

right messaging / storytelling? 
● What media channels are cost-effective and deliver 

strong ROI?
● What needs to happen to increase your website 

conversion?



Leadership

● How are you supporting your team to take 
more ownership and drive decisions? 

● Are they feeling appreciated and valued?  
● Do you have a clear org chart and well defined 

roles and individual KPIs? 
● What are your core values and culture you 

want to build?



Recruiting

● Do you have a recruitment strategy in place including a 

candidate avatar? Enlightening interview questions? 

Insight into team culture and values?

● Are you open to flexible work environments?  

● Do you have systems in place to embrace work/life balance?

● Have you built and implemented an onboarding process?



Productivity

● Do you have an operation plan that removes bottlenecks? 

● Do you have a goal of how much time you want to work in 

the business? 

● Have you prioritized finding tech solutions to expedite 

processes?



Andrea@CultivateAdvisors.com

THANK YOU!

Andrea Ross
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