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FACE THE FACTS TOGETHER 

 
 

Welcome to The Toolkit, a set of 1-page tools that work with The Index of Terms & 
Prac�ces.  These tools are for a manager’s four basic du�es:  mee�ng management, 

strategic planning, process improvement, and project oversight. 
 

 
 
Making decisions as a group is hard, and using the wrong tools makes it harder.  No one knows 
where to start, and they go around and around on facts, assump�ons, and solu�ons.  All those 
mee�ngs are wasted, and decisions are late or flawed.  No one supports them. 
 
But these standard 1-page tools with 1-page instruc�ons are easy to learn and use.  They let you 
analyze, decide, and communicate as a team.  They generate decisions that execu�ves support 
with confidence.  
 

People always talk about ge�ng on the same page.  Now you’ll have that page! 
 
 
 

  

Strategic Planning Toolset 

 Goal Tree 

 Trends Outline 

 Compe�tor Grid 

 5-Year Look 

 360 Risk Assessment 

Process Improvement Toolset 

 Management Self-Audit 

 Workflow Scratch Sheet 

 Integra�on Checklist 

 Zero-Based Budget 
Worksheet  

Project Oversight Toolset 

 Projects Summary 

 Ques�on Map 

 1-Page Project Planner 

 ROI Worksheet 

We want to help you make the most of your team’s time and talents.  There is 
a short “how to” video at the top of the Toolkit page, and each tool has its 
own Instruction sheet with a sample.  There are FAQs on the Support page. 
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Take Responsibility, Earn Respect 
 
In a minute we’ll show how easy it is to get started, but first you should know why it’s worth a 
li�le �me to learn these tools.   
 
First of all, they work.  Managers like you around the world keep using them, and there are 
tes�monials on each Instruc�on sheet.  These 1-page tools work because they provide the 
simple, clear logic that leads a team through assembling the facts, assump�ons, and ideas to 
make solid decisions.  
 
Using these tools with The Index ensure you don’t miss something or, worse, have someone else 
find out you’ve missed something. (Or even worse, give something to your boss and have the 
board find something missing.) 
 
These tools help you prepare efficiently.  Many managers think the way to solve problems and 
make decisions is to call a mee�ng and just start talking.  A li�le bit of the right prepara�on helps 
you start quickly and end decisively—and on �me. 
 
The tools are easy to communicate.  Many management tools are too complex to learn or share 
easily.  The Toolkit works because people can understand them at a glance.  You don’t need an 
addi�onal report—the tool is the report. 
 

Someone has to be in charge—why not you?   
Using the standard toolkit lets you lead with confidence. 

 
 

Save the Organization Time and Money 
 
Your organiza�on saves �me and gets be�er results when its managers use good tools and use 
the same tools.  It’s the only way to consistently get good results and to avoid reinven�on.  
There’s no management problem that wasn’t solved 1,000 �mes…yesterday.   
 
Using the standard Toolkit has three major benefits to the execu�ves: 
 

First, it makes their supervision easier.  They can immediately see the key facts and 
issues.  It makes it easy for them to share ideas and allocate resources.   
 
Second, it lets them delegate with confidence.  It lets them establish accountability in a 
posi�ve way.  Delega�on frees execu�ves for bigger things—they hate spending �me 
fire-figh�ng problems and conflicts. 
 
Third, it builds a knowledge base that gives the organiza�on resilience when people 
start, leave, re�re, or get promoted.   
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Start With The ¼-Page Meeting Planner 
 
The first tool to learn is the easiest to learn:  the ¼-Page 
Mee�ng Planner.  We have mee�ngs every day, so perhaps 
the Planner is the most important. 
 
The Toolkit and Index are designed for management, not 
technical issues, but the Planner teaches good mee�ng 
discipline for any challenge. 
 
Learning something new is always a li�le uncomfortable.  So 
take 20 minutes to print out play around with the Planner.  Its 
Instruc�ons describe why and how to use it (the same file 
includes the tool itself), but the basic steps are:   
 

Step 1: Write a succinct Purpose statement for the mee�ng.  It should clearly answer 
the ques�on, “What exactly is the problem?”  If you’re in a sales mee�ng, you’re talking 
about the prospect’s problem. 
 
Step 2:  Go to The Index to find the most relevant management terms.  The colored grid 
is a reminder if you’re on the fly.  You’ll find the link to The Index in our main menu. 
 
Step 3:  Come up with the three most important ques�ons to ask.  Remember that  you 
shouldn’t set up your own, pre-determined solu�on, but to genuinely learn about and 
discuss a tough issue. 
 
Step 4:  Take good notes.  That means you’re not just wri�ng down everything, but 
listening hard and dis�lling what the others have to say.  You should ask o�en, “Let me 
see if I understand your point:  Do you mean that….” 
 
Step 5:  With a few minutes to go, check readiness by asking, “Did we fulfill the purpose 
of this mee�ng?”  If so, great, summarize it and act.  If not, ask, “What new ques�ons 
came up that deserve our �me?” 

 
You’re now ready to try the Planner.  Who wouldn’t want a 
reputa�on for giving mee�ngs sharp focus and leading great 
discussions?    
 

There’s no risk in bringing clarity of purpose and three great 
ques�ons into your next management mee�ng. 

 

  

The Planner doesn’t have room 
for all the notes.  It’s called the 
¼-Page Meeting Planner 
because you can fold it into 
quarters and stick it in a pocket 
or purse.  It’s great for a sales 
call because, first, people are 
blown away you thought of 3 
great questions just for them 
and, second, it reminds you to 
ask questions and listen. 
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6 Tips for All the Tools 
 
A�er using the ¼-Page Mee�ng Planner with The Index, you’re now ready to try other tools—
which means working with a small team.  You’ll find specific instruc�ons and a sample with every 
tool, but here are six general �ps: 
 

1. Play around.  If you haven’t used at tool with a team yet, print it out and play around 
with it on your own.  Don’t start solving the problem but get a feel for the logic. 
 

2. Start anywhere.  You don’t have to start at the top and work row by row to the bo�om.  
Bouncing around lets people see how the issues—and people—connect.  
 

3. Always have The Index open.  The Index keeps you from ge�ng stuck on terminology or 
someone’s favorite issue.  It lets you show you’ve considered the issue from all angles. 
 

4. Don’t worry about being 100% complete.  You’ll know you’re complete when you and 
your team feel you’re complete.  It’s up to you whether you need everyone on board.   
 

5. Don’t expect to be 100% perfect.   That also keep you from doing anything.  Even the 
best decisions create new problems—just be alert.   
 

6. Finally, take the blame off the table.  Don’t worry if you don’t know everything.  Nobody 
does.  Tools help everyone see how to get be�er as a team.  

 
 

You can modify the tool if you have to. The purpose of the tool is to have real 
collabora�on, not to check the boxes on a form. 
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Now Engage a Group 
 
Now that you’ve go�en used to the ¼-Page Mee�ng Planner, you’re ready to engage a group on 
a management challenge using the right tool.  But don’t start with the most complex decision 
and don’t start with a big group.  (You might use the ¼-Page Mee�ng Planner for a pre-mee�ng.)    
 
Using any of the tools has four basic steps: Prepara�on, Invita�on, Facilita�on, and Follow-up: 
 
Prepara�on 

� Think about it.  Write out your own problem statement 

� Print it out and play around with it. Don’t form a strong opinion about the solu�on! 

� Pick 2 or 3 relevant terms from The Index  

� Pick an Approved Resource from one of those terms 

� Search our Blog for relevant posts 
 

Every minute of prepara�on will save five minutes of mee�ng �me;  ten minutes of 
prepara�on can easily keep you from having yet another mee�ng. 

 
Invita�on 

� Use the Invita�on Email template (see the last page) 

� Send the Tool’s Instruc�ons, which has a sample 

� Send it 3 to 5 days ahead.  Include link to terms, the Resource or blog post 

� Demonstrate leadership:  State why the decision is a big deal! 
 

It’s perfectly OK to say, “I want to try this new tool, but you can tell me if you like it…”  
 
Facilita�on 

� S�ck to the �me!   

� See the 6 Big Tips from above 

� Open by asking if everyone agrees on why you’re using this tool 

� Ask for comments on the prep material  

� Start with the Instruc�on’s steps.  It’s OK to bounce around but keep on topic. 

� Your key facilita�on job is to ask ques�ons!  Make sure people understand each other. 

� End by calling the ques�on:  “Are we ready to make a decision?”  
 

You don’t need the tool to be 100% complete to make valuable progress. 
 
Follow up 

� Edit the tool, but be sure to reflect the team’s input, not just your ideas. 

� File the tool where anyone can find it.  Odds are you’ll face a similar decision next year. 
 

A�er you’ve implemented your decision, go back to the tool and see how well you did. 
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Complex Decision Sets (Toolsets) 
 
You’ll soon see how the tools can fit together to cover any big management decision.  Things will 
go faster and faster as the tools show people how to work together. 
 

Strategic Planning Toolset 

 Goal Tree 

 Trends Outline 

 Compe�tor Grid 

 5-Year Look 

 360 Risk Assessment 

Process Improvement Toolset 

 Management Self-Audit 

 Workflow Scratch Sheet 

 Integra�on Checklist 

 Zero-Based Budget 
Worksheet  

 

Project Oversight Toolset 

 Projects Summary 

 Ques�on Map 

 1-Page Project Planner 

 ROI Worksheet 
 

 
You might use just the first tool in a toolset; you might use all of them.  Of course, the strategic 
planning tools will connect to process improvement decisions—and process improvement 
decisions might turn into projects.  Really big issues like an acquisi�on might need all the tools. 
 
 

 
 
 
 

What To Do If You Get Stuck (Support) 
 
Don’t get stuck trying to make everything �e together perfectly.  Your team will absorb the 
issues, they’ll learn what’s important and what can wait, and they’ll know when it is worthwhile 
to chase down the details.  But if you do get stuck, see our Support page, including the FAQs.   
 

www.theindex.net/suppport 

 
  

Goal Tree Projects Summary Management Self-Audit 
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Accomplish Great Things Together 
 
Our big secret:  The tools really exist to frame a construc�ve conversa�on with your team.  With 
a li�le effort, you can help break the habit of just jumping into mee�ngs and star�ng to talk.   
 
Use the Toolkit with the Index to make the best use of everyone’s �me and talents.  That lets 
them share knowledge, strengths, and success—which builds trust in each other.  It’s how great 
managers serve others.  
 

What if everyone in your organiza�on uses the same management tools?  What if they 
used the same terms and followed the same best prac�ces? 
 

 Think how much faster your teams would make effec�ve decisions. 

 Think about how much confidence you and the execu�ves will have in your decisions. 

 And think how much people would look forward to going to your mee�ngs. 
 
 

The Toolkit taps the strongest mo�va�on in management:   
helping people work together to accomplish something great! 
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Sample Email Invitation to Toolkit Session 
 
This sample message is for a general management issue: reviewing a budget before submi�ng 
for approval.  That specific text is highlighted in grey; you’ll want to edit for your own issue. 
 

Facilitator prepara�on 

 Pick the 2-3 most relevant terms in The Index 

 Pick the best Approved Resource for the team 

 Study the material and the agenda in advance 

Session opening (in person or remote) 

 Have The Index on the screen 

 Have the tool ready to put up 

 Ask someone else to take notes 

 
 

 
 
Subject:  Using the Zero-Based Budget Checklist to write the best budget ever! 
 
Dear team, We all want our budget to be 100% complete, so we’re going to use a new 
tool to help us.  The sample and instructions for the 1-page Zero-Based Budget 
Worksheet is attached.  I’ve experimented with it and am confident it’s right for us! 
 
Teams get stuck when they don’t use the same terms, practices, and tools.  We want our 
meetings to be genuinely collaborative:  efficient, effective, and brilliant! 
 
Expectation:  Learning is good 

 Learning a new tool always feels awkward at first.   
 It takes courage to dig into an issue.  We’re taking blame off the table. 
 Think how great it will feel to solve this problem together! 

 
Preparation:  15 minutes to save 1 hour 

 Click around The Index of Terms & Practices.  Watch its short “How to Use” video 
 See term 6.3.1 Budgeting 
 Read the attached Instructions (with a sample) for the Zero-Based Budget Worksheet 
 Go to The Toolkit and watch that short explainer video, too. 
 Read the attached Approved Resource 
 

Agenda:  Cross-functional collaboration  
1. Define the problem in 50 words or less 
2. Agree on terms and practices (see The Index).  Which terms are most relevant? 
3. Dive in.  It’s OK to start in the middle. It’s OK not to make it perfect. 
4. Keep at it.  Did the tool help?  How should we continue?  What other tools might apply? 
 

This tool will make sure we haven’t missed something big and, more important, will help 
us get even stronger as a team. 


