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The attached "Goal Tree" is the culmination of
approximately 18 hours of comprehensive, focused

business planning using Van Mell Associates'
"Question-Based Business Planning" process.

The business plan and goal tree show how everyone
in your company can all work together to achieve

something great; it makes your direction and
priorities clear to all involved.  

The goal tree is designed to be delivered
in a variety of ways for distribution

and presentation. 

•  8 1/2" x 11" printable PDFs
•  Large poster size
•  Online (Intranet)

www.vanmell.com

A leader should be proud to communicate their plan to all their stakeholders: a goal tree is a proven
alternative to bulky "strategic plans." Call Derrick Van Mell at 608-260-9300 to learn more.

VMA  Van Mell Associates
Board-Level Project Planning
Question-Based Business Planning
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80% Repeat Business
40% Gross Margin
20% Market Share
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Reduce customer reply time from 36 to 18 hours

Reduce work tickets from 12 to 6/week

Reduce fulfillment time from 10 to 7 days

Increase inventory turns from 5 to 6

Reduce direct materials/unit by 7.5%

Reduce labor costs/unit by 10%

Achieve 80% repeat business

Improve Inquiries:Close ratio from 25% to 33%

Grow market share from 15% to 20%

Increase 2-mile awareness by 33%

Relocate to expanded facility

Identify 3 acquisition candidates

Reduce shop turnover from 20% to 12%

Increase cross-trained staff from 20% to 33%

Reduce 90-day A/R to $75,000

Increase Gross Margin from 33% to 40%

Reduce Debt:Equity from 1.75 to 1.25

when
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This business plan and
goal tree show how 
we can all work 
together to achieve
something great; it
makes our direction
and priorities clear to 
everyone.

© 2010  Van Mell AssociatesThis business plan and goal tree was prepared with the help of Question-Based Business Planning - www.vanmell.com
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Business Structure Goals               Tasks

© 2010  Van Mell AssociatesThis business plan and goal tree was prepared with the help of Question-Based Business Planning - www.vanmell.com

1.0
Business
Structure

1.2 Identify 3 acquisition
candidates

12/11

1.1
Relocate to expanded
facility

who when

06/11
1.1.1

Complete facility
feasibility study

06/10DVM

1.2.1 Create acquisition
criteria

06/10JRP

This is one branch
of our goal tree and
business plan for
2010/2011.  It shows
how we depend on
each other to reach 
our common goals.



Marketing & Sales Goals                Tasks

2.0
Marketing 
& Sales

2.2
Grow market share from
15% to 20%

2.1
Increase 2-mile aware-
ness by 33%

who when

12/10

06/11

2.3
Improve Inquiries:Close
ratio from 25% to 33%

09/11

2.4
Achieve 80% repeat
business

12/11

© 2010  Van Mell AssociatesThis business plan and goal tree was prepared with the help of Question-Based Business Planning - www.vanmell.com
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2.1.1
Analyze last year's
marketing calendar 05/10

2.1.2
Update 2010/2011
marketing calendar 06/10

2.1.3
Conduct 3-mile market
research 06/10

2.1.4
Simplify website;
drop blogs 09/10

2.2.1
Analyze last year's
marketing calendar 05/10

2.2.2
Update 2010.2011
marketing calendar 06/10

2.3.1
Create sales pipeline
tools & tracking process 07/10

2.3.2
Create CRM usage
bonuses 10/10

2.2.3
Create sales pipeline
tools & tracking process 07/10

2.4.1
Create sales pipeline
tools & tracking process 07/10

2.4.2
Create customer
service awards 08/10

2.4.3
Create CRM usage
bonuses 10/10

2.2.4
Create CRM usage
bonuses 10/10

SLC

SLC

DRW

BLG

SLC

SLC

DRW

DRW

DRW

DRW

DRW

MFS

DRW

This is one branch
of our goal tree and
business plan for
2010/2011.  It shows
how we depend on
each other to reach 
our common goals.
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Operations Goals                           Tasks

3.0 Operations

3.2
Reduce direct
materials/unit by 7.5%

3.1
Reduce labor costs/unit
by 10%

who when

09/10

09/10

3.3
Increase inventory turns
from 5 to 6

09/10

3.4
Reduce fulfillment time
from 10 to 7 days

12/10
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3.4.1
Create workflow
diagrams 09/10

3.4.2
Install new barcoding
software in warehouse 10/10

3.3.1
Create workflow
diagrams 09/10

3.3.2
Install new barcoding
software in warehouse 10/10

3.3.3
Experiment wtih indus-
try purchasing group 12/10

BPN

JKB

3.1.1
Create workflow
diagrams 09/10

3.1.2
Install new barcoding
software in warehouse 10/10

BPN

JKB

3.2.1
Create workflow
diagrams 09/10

3.2.2
Install new barcoding
software in warehouse 10/10

BPN

JKB

BPN

JKB

JKB

This is one branch
of our goal tree and
business plan for
2010/2011.  It shows
how we depend on
each other to reach 
our common goals.
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IT Goals                                          Tasks

4.0 IT

4.1
Reduce customer reply
time from 36 to 18 hours

who when

10/10

4.2
Reduce work tickets
from 12 to 6/week

03/11

© 2010  Van Mell AssociatesThis business plan and goal tree was prepared with the help of Question-Based Business Planning - www.vanmell.com

4.1.1
Create customer
service awards

04/10MFS

4.2.1 Add IT work function
ticket to Intranet

08/10VTM

This is one branch
of our goal tree and
business plan for
2010/2011.  It shows
how we depend on
each other to reach 
our common goals.
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Human Resources Goals                Tasks

5.0
Human
Resources

5.1
Reduce shop turnover
from 20% to 12%

who when

06/11

5.2
Increase cross-trained
staff from 20% to 33%

09/11
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5.1.1
Start monthly cross-
training seminars 06/10

5.1.2 Conduct employee
satisfaction survey

07/10

5.1.3 Conduct salary
benchmark study

10/10

MFS

MGS

MFS

5.2.1 Start monthly cross-
training seminars 

06/10

5.2.2 Create workflow
diagrams

06/10

5.2.3 Conduct salary
benchmark study

10/10

MFS

BPN

MFS

This is one branch
of our goal tree and
business plan for
2010/2011.  It shows
how we depend on
each other to reach 
our common goals.



2010/2011 Business Plan2010/2011 Business Plan

Finance Goals                                Tasks

6.0 Finance 6.2
Increase Gross Margin
from 33% to 40%

who when

12/11

6.1
Reduce 90-day A/R
to $75,000 12/10

6.3
Reduce Debt:Equity
from 1.75 to 1.25

12/11
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6.2.1
Create workflow
diagrams 09/10

6.2.2 Update cost account-
ing (GM per product)

09/10

6.2.3 Conduct 80/20
analysis

06/10

BPN

DFP

AWS

6.3.1
Close out notes from
3 family members 03/11RYB

6.1.1
Update collections
process 05/10

6.1.2
Conduct 80/20
analysis 06/10

RKP

AWS

This is one branch
of our goal tree and
business plan for
2010/2011.  It shows
how we depend on
each other to reach 
our common goals.
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