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Introduction 

Most businesses don’t have a clear idea of where they need to get to or, if they did, how to get 

there. As a result they drift and subsequently each year becomes like the last. And should 

something go wrong they struggle to even keep going. 

Those that do have a ‘plan’ usually make it an annual plan with sales and profit targets to meet at 

the end of the year. The problem with this is that it constrains the companies to a 12-month 

window and limits their ability to ‘think big’ and instead create a target that will take the business to 

a whole new level. 

Instead of asking yourself what your revenue needs to be in 12-months time, start by asking where 

you really want to get your business to next. Once you have that then figure out how you will 

achieve this and long it will take. The challenge then is in actually getting there. 

And that’s where this guide can help. I‘ll show you 7-steps that start with establishing where you 

want to get your business – this next level – and goes on to outline how to get there.   

Understand these 7 steps and follow my guidance at the end of this report and build a business 

where you can achieve all you want from it. The journey isn’t easy but it is rewarding. 

Too many businesses don’t realise their full potential because the Owners, CEOs, Directors or 

Managers (depending on the size of the company) don’t follow these steps. They don’t create this 

challenging journey but instead work hard in their business, day in and day out just to keep it 

going. 

What we’re talking about here is having a destination and a coherent plan for getting there. It’s 

about knowing where you want to be, where you are now and the route you need to take. You 

need to know that you can reach your destination and know how to check that you’re on course. 
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I make it sound like a journey because that’s exactly what this is – it’s a journey to get your 

business to wherever it is you want it to be.  

To use the actual journey analogy…before you set off you know where you want to get to, you 

know where you are and for very long journeys you know where you need to stop over along the 

way. Depending on your mode of transport you choose a route using your car satellite navigation 

or old-fashioned paper maps, you may need to plan train lines, stations and times or airports and 

flights and so on.  

Say your journey is by car, you know to check that your car is able to make the journey – that the 

tyres are good, you have enough petrol and money for more, water and oil levels are right and so 

on. 

The point is you know where your destination is, exactly where you are now, a route to follow with 

places to stop at if necessary. You know you have the resources and capability to get there and 

you can check progress and that you’re on course to reach your destination in time. 

This is what you would do when taking a long journey to an unknown destination - it makes 

sense. If you don’t know exactly where you want to get to then you know that you’re unlikely to get 

there. If you don’t know exactly where you’re starting from then you know that you can’t set the 

right route. And you know that if the car isn’t road worthy (or you don’t have enough money) then 

you’re not going to make it. 

And that’s exactly how you should think of your business - it’s no different. But for some reason 

most business owners and CEOs don’t make this connection. They have an idea of where they 

want their business to be at the end of the year; last year’s sales plus 20%, increased profit to 

£Xm, increased market share of 5% and so on, but no real idea of where their business is now, 

and hence the route they should take. From corporate giants to one-person micro businesses, it’s 

the same. They drift rudderless and hope that they will make it. 
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But, follow these 7 steps, focus on them and make them happen and first you will set a destination 

that will take your business to the next level and second, the chances of your business reaching 

this destination will increase dramatically to the point of almost certainty.  

I say ‘almost’ because we live in an analogue world where 100% certainty is not possible. Having 

said that, being say 95% certain and prepared for the journey means you’re better prepared to 

handle and overcome any unexpected circumstances that hide in the last 5%.  

This guide gives you an overview of each step. If having read through this guide you see the logic 

of the steps and if you see how, if executed correctly, they will get your business to the level you’re 

striving for, then don’t hesitate. While your mindset is focused on this, take the first step. 

And, if you need help with this first step or with any of the subsequent steps then get it. Don’t, 

falter. 

This is an overview of the 7-steps so that you can see the difference they can make to your 

business. But an overview is just that, however, as you’ll see at the end of the guide, if you want to 

implement these steps to take your business to the next level then I can show you how. 

 

Implement these steps, make this happen and make your business one of the few that succeed 

and not one of the many that struggle and fail. 
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Step 1. Know Where You Want To Be 

As some clever chap once said, “Always start with the end in mind.” Have a clear vision of where 

you want your business to be. To use the popular paraphrase of Alice’s exchange with the 

Cheshire Cat, “If you don’t know where you are going, any road will get you there.” 

You could begin by assessing where you are now but by starting with where you want to be you 

start at a far more exciting place that gets the creative juices going and inspires. You and your 

team will then keep that destination in mind when you do assess where you are now. This will 

make that self-critical and sometimes painful assessment less arduous because you have your 

exciting destination as your focus. 

And so, for me, it makes sense to begin this journey by looking at where it is you want to be. 

Purpose, Vision and Mission 

What is the purpose of your company? Why does it exist? What is it aiming to achieve? If it didn’t 

exist would anyone notice, would it impact lives? You may implicitly know the answers to these 

questions but answering them explicitly is such a worthwhile exercise and can be harder than you 

think. Ask yourself these questions and if you run a larger business, ask your people. It’ll be 

interesting to see the variations in the answers. 

By thinking about these questions and writing down your answers you should start to think more 

about the value you deliver and less about the service you deliver. You’ll find a deeper meaning 

as to why your business exists, the benefits you bring and the difference you make to people’s 

lives. 
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A strong purpose statement should be a stabilising force that unites and inspires everyone 

involved in the business, including you. Your purpose is the constant in your business, it’s soul 

and guiding light. 

If you don’t have a compelling, inspiring long-term Vision and Mission Statements then create 

them. Your vision statement is your aspiration and should guide and inspire you and your people if 

you have them. And if you do run your own one-person business, still do this as it will be your 

inspiring guide and keep you going during tough periods.  

The vision statement reflects an aspiration; it paints a picture of where you see the company in 

say ten years time. Your vision is really for the benefit of the people in your company. It supports 

and crystallises a mission with a view of what will be if the mission is successful. It should inspire 

and motivate its employees to work together and drive the company towards this future reality. 

Make your vision achievable but ambitious. If it is not ambitious then you will be holding the 

company back from what is possible. If Henry Ford’s vision was simply to build a motorcar then he 

probably would not have achieved what he did or be remembered like he is. Instead his vision 

was to build a car that, “No man making a salary will be unable to own and enjoy with his family 

the blessing of hours of pleasure in God’s open spaces.” (Jeffrey Garten, The Mind of The CEO, 

(London: Penguin Books, 2002) p.135.) 

You’ve created an inspiring vision, which is powerful, which excites you and your people and 

which stretches the imagination. You now have a distant light to focus on and drive your company 

towards. 
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The mission statement should define what your company will do to achieve your vision. It may be 

a description of what you will do in the next few years to get closer to your vision. For example 

NASA had a ten-year mission to be the first to put a man on the moon and this fell into their overall 

vision to “Explore space.” 

Strategic Destination 

Reaching your Vision is usually a long journey that can be 10 or even 20 years in the future. You 

need to break this long journey into manageable milestones. These are major stepping-stones 

that take your business to the next level and towards your vision. Like when you leap from one 

stepping-stone to another to reach the other side of a stream. 

Each stepping-stone represents the destination for a single strategy and is called a Strategic 

Destination. This strategic destination is like a more detailed, specific mission that your strategy is 

going to aim for. It is written in the form of a Strategy Statement that details exactly what it is 

you’re going to do and what the result will be (revenue, profit, market share, etc) so that you can 

measure successfully reaching it, how you intend to reach your destination, with what products 

and services, who your target customers will be and when you expect to reach this destination. 

It creates a more concrete destination than a vision does and fills a too-large-a-gap between your 

vision and mission and the goals you set. It is a simple statement that communicates what your 

overall strategy is. 

In the same way that your purpose and vision will inspire your people and partners and create 

emotional connections, your strategy statement should help them understand exactly where 

they’re going, how they fit into the overall direction of the company and the difference they make 

to the success of the business. 

 

 

 

8 

A Strategy 

Statement details 

how you intend to 

reach your 

destination, when, 

with what products 

and services and 

who your target 

customers will be.” 

“ 

© Christopher Briggs 2015 



A good strategy statement provides much needed clarity but most organisations lack them and 

come unstuck when trying to connect their high-level purpose, vision, mission and values 

(assuming they even have them) and what they will do to realise them. The gap between the two 

levels is too wide – it’s actually more like a chasm. The strategy statement, and the strategic 

priorities that come from it, bridge that chasm. 

Strategic Priorities 

You don’t have infinite resource and time and so to reach your destination effectively and 

efficiently you need to focus your efforts. You need to identify key priorities that will drive your 

business to this next key milestone. 

These Strategic Priorities flow through your entire business and define the focus thrust for your 

strategy - the areas that you intend to focus on in order to deliver the value and create the desired 

outcomes. They help you stay focused on doing what’s necessary to meet your targets. 

Your strategic priorities are the key strategic paths that your company is going to take in order to 

reach your strategic destination. Priorities can include a new product development or entering a 

new market or simply improving the service you offer. 

3 or 4 of these priorities are enough and more than 5 can become unwieldy and defeat the point of 

staying focused. 

Once you’ve defined where you want to be in the future you need to understand where you are 

today. What is your current position? 
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Step 2. Know Where You Are Now 

What is your current position? What is the current state of your company? What are you good at? 

What do you need to be better at? Which market sectors do you serve and what is your market 

share? Who are your ideal customers and are you capturing all the value you can from them? 

What risks could threaten your business and knock it off course? 

Only when you know exactly where you are can you figure out the best route to take to where you 

want to be. Skip this and you may be committing to a route that you have neither the resource nor 

capability of reaching. A company that has more resources and capabilities than a competitor will 

be able to take a more direct route because the competitor’s route, or strategy, has to include 

establishing these resources and capabilities. 

So many businesses are thrown off course because of an unexpected event and then have to 

divert much needed resource and effort to simply get back on course. And this is where too many 

businesses fail – they are unable to get back on course, to regain the position or customers they 

lost and they go under. 

Assessing exactly where your business is now requires an internal and external review. 

Internally – know what strengths you can exploit and weaknesses you need to address before 

they become a real problem. What internal risks does your business have? Are you reliant on too 

few customers? Is much of your knowledge and expertise or client relationships held by one 

person? Do you rely on only one supplier for some of your material or key components? 
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Externally – know the market(s) you play in. Who are your ideal customers are and what it is they 

really want? What are the key drivers of your market sector(s)? What are the competitive factors 

that can impact your business? What other factors like technology and government legislation 

could affect your business? 

Assessing exactly where you are now isn’t easy - it requires thorough analysis – but it is 

absolutely vital. If you don’t do this you will not be prepared for the hazards that do lie ahead. And 

if you’re not prepared then they will knock you off course. 

Knocked off course enough and it may take you months or years or never to recover. 

Only when you thoroughly know your current position and exactly define your destination can you 

not only create a route that will get you there but know that you are able to make it. 
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Step 3. Set The Course 

Now that you know where you are and the destination you’re aiming for, you can set the route and 

create a top-level map that brings this all together. 

This Strategy Map brings together and aligns the key areas of your business, your priorities and 

how your business flows. 

Pretty much everything has a flow to it – has motion - and your business is no different. 

Traditionally companies divide into areas such as marketing, sales, operations, HR and so on. 

The problem with this is whilst departments care about their own area, coherence, balance and 

alignment can be lost.  

Instead of thinking of your business as separate areas or ‘vertical silos’, think of it as an entity that 

flows into and out of a series of stages, like a river that flows through and links a series of lakes. 

Each stage comprises systems and processes, which make that stage, and its connections to 

neighbouring stages, run effectively and efficiently. 

These systems and processes cut across departmental boundaries and so can be viewed as 

flowing horizontally across these vertical silos. So, a process to convert prospects to paying 

customers for a technology product manufacturer will cut across Sales, Marketing, Engineering 

(for technical support) and possibly other silos. By being focused on the process, these silos are 

more likely to work together to make that process work as it should.  

Systemise your business in this way and it should flow smoothly for you when you’re not in it. 

Even small or micro businesses will benefit from thinking of their business as a flow through a 

series of cause-and-effect stages and from creating these supporting systems and processes. 
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Define the key stages of your business flow from generating revenue to the resources and 

capabilities your business needs to generate that revenue. What does each stage need from the 

previous stage? For example, the end stage of a private company is the revenue generating 

stage. This stage needs paying customers (previous stage), which you need to attract and convert 

(stage before that), which will only happen if can deliver (stage before that) something they need, 

which you have to create (ditto), which requires certain resources and capabilities (1st stage). 

At each stage of your business flow you would define key elements that align with your strategic  

priorities. For example, improved quality of service could, at the ‘Resource and Capability’ stage, 

include an improved ‘people training and development’ element. 

Align these cause-and-effect stages and their key elements with your strategic priorities and you’ll 

have key things that need to be done at each stage that, if done correctly, will take your business 

to the destination you have set.  

This is your top-level strategy map. 
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Step 4. Create Your Strategy Plan 

As you zoom into the ‘map’ you will see more and more detail, like the terrain you need to cross, 

mountains, rivers, border controls, towns, transport networks, places to stop over on the way to 

your destination. This detail is in reality your strategy plan – the detail that lies under the big 

picture strategy. 

This strategy plan essentially breaks down the key things, or elements, shown on the map at each 

stage of your business flow. It first breaks them down into goals (what you need to achieve) then 

into objectives (how you’re going to achieve it) and finally into tactics (doing it). All of which are 

specific with defined results, responsibilities and timelines. 

For example, you may have a strategic destination that is 3 years out and 3 strategic priorities, 

which focus on say product or service quality and differentiation, expansion and cost reduction. 

Within each element you will define a set of annual goals – targets to meet. Take the ‘people 

training and development’ element I mention in the previous step, you may set a goal to review 

and update a sales training program the the end of the quarter. Your objectives describe how you 

intend to achieve the goal - this will include things like research that should be carried out to 

create the right training, expert coaching required to get the delivery and effectiveness 

assessment right, IT software needed for delivery and so on. Finally these objectives would break 

down into the means for achieving them – the tactics – the physical things that need to be done. 

Now you have a solid strategy plan that lies under a top-level strategy map that aligns with how 

your business flows that will get your business from where it is now to where you want it to be and 

ultimately to your long range vision. Everything is connected. 
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Step 5. Know That You Can Make It 

This step is similar to the “Where am I now?” assessment except it’s looking forward at what 

you’re going to need to successfully reach your destination. There is little point in setting a course 

and setting off on it if you don’t have a realistic chance of making it. 

Now that you’ve defined your next destination, the priorities you need to focus on to get there and 

have created the detail showing exactly what you will achieve and how, you need to take a 

moment and check that you have all you need to do it. 

Do you need more people? Instead of hiring, do you need to outsource elements of work to 

outside experts? Do you need new software tools? Do you need new partners? Do you need 

investment? 

Depending on the answers to these and other relevant questions, you may need to alter your plan, 

modify some priorities or targets or change the route you initially intended to take. 

It’s important that you carry out this check so that you don’t start off on a journey you’re not going 

to make and then find out that you needed a certain capability when it’s too late. 
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Step 6. Stay On Course 

Having set a course to a destination that’s challenging but reachable you’re ready to set off. The 

next big mistake that companies make is in not checking that all the vital planning is actually being 

implemented. Around 70% of companies fail to successfully implement the strategy they have 

created. 

No matter whether you’re a micro business, an SME or a large company, you need to have the 

mechanisms and tools in place to check that you’re on course and to correct your course if 

necessary. 

Decide what information will tell you if you’re on course or not. When you set your goals, they 

should have specific targets to hit in a specific time period. These goals are therefore obvious 

metrics to monitor. There may be others, but it makes sense to start with these.  

You can monitor progress of objectives and goals using different tools from simple Excel-based 

progress tables and score-cards to commercially available ‘business intelligence’ software. 

Set up the right systems and make it easy to see the information you need as soon as you can so 

that you can start monitoring progress from the start. If necessary break objectives into smaller 

elements so that you see a finer granularity of the progress you’re making. 

Set up what works for you and your business, just don’t leave it too long and then find a couple of 

months down the line that you’re already off course and have next to no chance of hitting your 

year-end goals. 
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Step 7. Adapt and Learn 

If you do find your business isn’t progressing according to your strategy plan then change it. But 

do it in proportion to the degree that your business is off course.  

If you’re only slightly off from hitting a target then relax but keep and eye on it and make sure it is 

completed and ‘slightly’ doesn’t grow. A small adjustment can be made and checked in the 

previous step. 

If you find you’re way off hitting a target then maybe it just wasn’t realistic in the first place. In this 

case go back to your strategy plan (and map if necessary) and adapt it. If you don’t then there is 

an immediate disconnect between your strategy and reality and it loses its effectiveness and its 

usefulness and reason for being. Your business is then highly unlikely to reach its destination in 

the time you set if at all. What a waste of time and effort that would be. 

Regularly review progress. For a small business I recommend hour-long weekly checks, half-day 

monthly reviews and 1-day quarterly reviews where you really step away from your business and 

assess progress and the way forward. Based on your findings, adapt your plan and change 

direction if necessary. 

Increase the length of these review times according to the size of your business, how much 

information you need to monitor and how many people reporting to you. 

It’s also a good idea to set up review sessions with your key strategic partners so that you know 

they’re going to continue to deliver what you need and that you are delivering what they need. 

Set these sessions in your calendar for the year ahead and do your best not to move or override 

them. 
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Making It Work 

Your purpose, vision, mission, strategic destination, strategic priorities, strategy map and plan 

connect the dots throughout your business so that your business is balanced and aligned and so 

that all you do contributes to its success. 

Steps 1 to 5 focus on establishing the right strategy and getting you focused on what you need to 

do. Steps 6 and 7 focus on the strategy’s successful implementation, which relies on a framework 

made up of systems, processes, tools…and you. 

These 3 components comprising strategy, systems (and processes) and you are what I call the 3 

fundamental building block (Strategy, Systems and Leadership) that form the solid foundation that 

is vital for business success. 

Without you being the leader your business needs, the right destination and course won’t be set 

and any strategy will be weak and unlikely to be implemented. Without effective systems and 

processes (including tools) in place your business will not flow smoothly and you will not be able 

to step away from it to set and steer the right course and be that leader. 

If all of this feels like too much work, well it is a lot of work and does require focus and discipline 

(Leadership qualities). But don’t despair, take small steps, make incremental improvements. 

Define your business flow and identify the key systems and processes in each cause-and-effect 

stage and get them working well. 

You’ll soon find that you can step away from your business without spinning plates crashing down 

because these systems and processes are spinning them for you. 
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Then you’re free to be the leader who sets the right course and makes it happen. Over the months 

and years your foundation will get stronger, you’ll have the space to be creative and to 

differentiate your business and you’ll think bigger and take your business further than you 

dreamed possible. 

And you’ll finally go from having a job working long hours to running a business with certainty and 

control and enjoying the extra time you can take off and the rewards that come from having a 

strong, extraordinary business. 

Extra Help 

I hope you see why it is absolutely vital that you get these 7 steps working and establish these 3 

fundamental building blocks. 

Knowing this and being able to make it happen can feel worlds apart. If you do feel you need help 

then my book Your Business Foundation will be of great help. In it I take you through these steps 

in far more depth and show you how to establish the Systems and Leadership building blocks and 

hence the vital foundation that all successful businesses are built on. The book is available in 

paperback and Kindle formats on Amazon at this link. 

Your Business Foundation 

I’ve also created 3 free training videos that give you an overview of this foundation and why it is 

fundamental for success. You can access these videos from this link. 

Build Your Business Foundation Free Videos 
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About Christopher Briggs 

I aim to reduce the number of businesses that fail. I help business owners achieve extraordinary success in 
today’s tough business environment. 

 

Too many business struggle needlessly because their business is not supported by the 3 fundamental building 
blocks that make the solid foundation that successful businesses are built on. If yours is one of them then start 
today to establish this foundation, turn your business around, achieve your goals and drive towards your vision 
with certainty and control. 

 

If you are struggling to grow your business you need to do something about that before the inevitable hazard 
knocks you off course. Your starting point is to understand exactly why most businesses struggle and fail. 

 

Download this free report to understand the one difference between a business that struggles and fails and one 
that thrives and grows. 

 

 

Connect with Chris 

 

 

 

Website: www.yourbusinessfoundation.co.uk 
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