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What to expect: from 
today & next week Use the private Slack channel: 

#agency-growth-workshop-going-from-anxiety-to-clarity

Open a doc to take notes

How you might benefit, depending 
on your role:

NOTES:

   Owner / CEO
   Exec / COO / VP / Head of Ops
   Head of Growth



COMMITTING TO A 
GROWTH MINDSET
Karl Sakas
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One way to go 
from Anxiety 
to Clarity



'Manifestation' is BS... 
but Mindset Matters



“Opportunity is missed by most 
people because it is dressed in 
overalls and looks like work.”

Thomas Edison

“I have not failed. I've just found 
10,000 ways that won't work.”

Also from Edison



What gets in 
the way, on 
planning 
ahead?

Team doesn’t get it done

You want to think ahead… 
but don’t have time

Client drama

SHARE IN CHAT:
What makes it hard to 

plan ahead?

Espresso descaling



Some things to try instead
You need 3 things in 

a Venn Diagram:

Desire

CompetenceCapacity

Clarify “Swim Lanes,” around 
who’s in charge of what

Nail down the six agency roles: 
AM, PM, SME, Client Strategist, 

BizDev, and Support

But there’s something you need to do first…



The right mindset
(“manifestation” alone won’t do it)

Clear vision of 
where you’re going

(so you can build a plan, AND enlist 
your team’s help)

+



Guided Meditation: 
Imagine Your Ideal 2024

ACTIVITY



Record What You 
Noticed About 
Your Ideal 2024

NOTES:
Today is Monday, December 31, 2024. 
It’s a great day, because: ________



“All sins are forgiven once you 
start making a lot of money.”

RuPaul

“A mistake is simply another way 
of doing things”

Katherine Graham



FORECASTING DRIVES 
FOCUS, AND RESULTS
Tom O’Neill

PART 1



From heroic to strategic



Where’s the fire?



Forecasting isolates 
opportunity



“It is better to be approximately 
right than precisely wrong.”

Warren Buffett



Forecasting is a 
team sport, not a 
crystal ball



3. Monthly Strategic Planning

Performance to Goals Forecast to Plan Measurable Change

Utilization, Revenue, Margin Offerings, Capabilities, 
Financials

2. Weekly Operational Best Practices

Delivery Finance PeopleSales

Sales Forecast 
Adjustment

Planned Utilization 
Review

Revenue
Forecast

Talent, Capacity, & 
Capability Review

1. Weekly Habits & Behaviors

Wednesday Thursday FridayTuesdayMonday

Time Sheets Complete Pipeline Review Project Plans Updated
Resource Plans Updated

Portfolio-level Coaching
Team-level Planning

Forecast Review & 
Submission

Operations Leadership
Department Leaders

Practice Leaders

Strategic Leadership
VP & C-Level Leaders

Front line Responsibility
Project Managers
Delivery Managers

Sales Engineers & Architects

Build foresight from the front line



Data removes 
ambiguity 

What should we be forecasting?
1. Planned Utilization
2. Planned Revenue
3. Capacity (revenue & utilization)
4. Pipeline Revenue & Demand on Capacity
5. Advanced: Planned Margin

And… we should do this in the context of targets



See the Growth 'Levers' 
that Matter Most

ACTIVITY



'How much of your success do you 
attribute to your hard work and 
intelligence, and how much to luck?"
Guy Raz - How I built this



Where’s the gap? What’s your goal, what’s booked..

1. Account for booked revenue
2. Estimate conversion points
3. Consider conversion points
4. Breakdown the goal by Q & M
5. Create bookings targets (new)
6. Create extension targets (existing)
7. Consider working “levers”
8. Consider new strategies



Where are we starting from? What’s your goal, what’s booked..

1. Account for booked revenue
2. Estimate conversion points
3. Consider conversion points
4. Breakdown the goal by Q & M
5. Create bookings targets (new)
6. Create extension targets (existing)
7. Consider working “levers”
8. Consider new strategies



What’s our batting average? What’s your goal, what’s booked..

1. Account for booked revenue
2. Estimate conversion points
3. Consider conversion points
4. Breakdown the goal by Q & M
5. Create bookings targets (new)
6. Create extension targets (existing)
7. Consider working “levers”
8. Consider new strategies

Leads

Qualified Opportunities 

Proposals Delivered

New Customers

(25% Conversion)

(80% Conversion)

(50% Conversion)



How much luck do we need? What’s your goal, what’s booked..

1. Account for booked revenue
2. Estimate conversion points
3. Consider conversion points
4. Breakdown the goal by Q & M
5. Create bookings targets (new)
6. Create extension targets (existing)
7. Consider working “levers”
8. Consider new strategies



Bottoms up Funnel What’s your goal, what’s booked..

1. Account for booked revenue
2. Estimate conversion points
3. Consider conversion points
4. Breakdown the goal by Q & M
5. Create bookings targets (new)
6. Create extension targets (existing)
7. Consider working “levers”
8. Consider new strategies



How do we produce 
opportunities for good luck?

What’s your goal, what’s booked..

1. Account for booked revenue
2. Estimate conversion points
3. Consider conversion points
4. Breakdown the goal by Q & M
5. Create bookings targets (new)
6. Create extension targets (existing)
7. Consider working “levers”
8. Consider new strategies

Leads

Qualified Opportunities 

Proposals Delivered

New Customers

Extension & Renewal New Logos



Set expectations, measure 
what we expect



‘but we’re more 
relationship based…’



What are the levers?
What are the levers you’re currently using?
Breakout Groups:

What are some strategies we’ve seen work

● Operational efforts for new business
● Ad Hoc efforts for new business
● Mystic Energy  

● New revenue from new customers
● New revenue from existing customers



Let’s take 
a break



Q&A + 
HOMEWORK



HOMEWORK
Your Homework for Next Week:

Accelerate Your Progress
⇒ TACTICAL GOALS, for 
QUICK WINS

Strategic Growth Initiatives:

FOR NEXT WEEK:

Planning and forecasting to win in 2024:

● Align on strategies
● Identify tactics we can start this week
● Work with your team to prioritize and activate 

● Working backwards from your goals
● Building a Revenue Plan



Strategic 
Initiatives



Where to 
Start



Extended Q&A 
next week!



Challenge:

Post your homework 
commitments to Slack.


