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When you start out in business, you’re fuelled by hopes and dreams. 
Unfortunately for most, reality sets in pretty quickly after you com-
mence business and generally it takes longer to get it off the ground 
than expected. The dollars don’t flow into the business as fast as you 
would like or expect. When the bills start piling up, you may feel com-
pelled to agree to any opportunity that comes your way. This wiring 
can continue to impact your business decisions, because as you get 
bigger and start to employ people, the need to gain as much business 
as possible only grows more urgent.

We are wired to think that if we say ‘No’ to business opportunities, 
they will run out. Unfortunately, by saying ‘Yes’ all of the time, we may 
not be making as much money as we possibly could (think back to 
the excavator business example in Chapter 5) or having an enjoyable 
business life. But there is a tremendous power in saying no. Whilst 
growth is exciting, it can also be dangerous for business, so risk 
mitigation strategies must be taken into consideration when making 
expansion decisions.

Businesses do not grow in a straight line. Every time you have the 
opportunity to grow, there are usually a whole lot of costs that go with 
the growth, which can make the business less profitable in the early 
stages of the expansion of the business.

So what are the different phases of business?

The different phases of business will depend on what type of business 
you’re operating, for example, services, retail, wholesale, manufactur-
ing, infrastructure, etc. This is because the immediate demands on the 
business internal infrastructure will differ for different businesses. The 
different types of business will also require different funding require-
ments. Some businesses will require employees immediately, whilst 
some businesses will only require the business owner to start and build 
before they must employ others.

The more requirements for working capital, the harder it can be to 
start; however, by starting this way you get a heads up and get over a 
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significant hurdle immediately, which is, usually, employing your first 
staff member.

In simple terms, there are three distinct phases of every business: 
start-up, maturity and exit. There are many phases inside each of 
these three categories. Regardless of the phase, the discipline of 
business should not stop. From the day you start until the day you exit, 
you should be continuously building your business infrastructure and 
exercising discipline every day.

What infrastructure and discipline should you build into your business 
to ensure that the business is a great success? Let’s take a look. I had 
a customer meeting with a business that was starting out. They operate 
a consulting business. There are four directors and shareholders, who 
are also the founders of the business. These guys are extremely smart 
operators in their field of expertise, kind of like rocket scientists. I have 
also been really impressed with their business concept, which is going 
to fix some significant world problems. However, it still amazes me 
that there are so many gaps. (This is not a criticism of these business 
owners; it’s just that they only know what they know and cannot be 
an expert on all things.) For example, they were very clear about their 
business concept. But when I asked them how big they wanted to get, 
a $10m, $50m, or $100m value company, they were very unsure as to 
what that looked like. So I started to break this down for them. Because 
people are their main asset, I asked how many people they would like 
to work with in five years’ time. They responded by saying that they 
thought it would be great to have thirty revenue-generating business 
development people with a team of talented people supporting them, 
so sixty employees in total. I asked how much revenue each business 
development person would support per annum. The CEO responded 
that they could support around $2m each. So it’s possible that the 
total revenue of the company could be $60m. We then worked out 
that, based on the infrastructure build, the net profit on $60m would be 
around $20m. If we applied a capitalisation rate of three to five times, 
the business is potentially valued between $60m and $100m.
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The CEO was so pleased that I was able to break it down, connect the 
dots and provide an outcome to the question. Now when he talks about 
what he wants to achieve, he has a clear picture to convey—one that 
gives him a direction and strategies to achieve that dream.

A fabulous tool that I use to help connect the dots is a One-Page Stra-
tegic Plan (1PSP). I have used various versions of these tools over 
the years, but the one that I am using that really works well is the one 
developed by Verne Harnish (aka The Growth Guy). I use this tool in 
my Business by Design workshops.

In these workshops, I start with getting the business owners to reaffirm 
why they went into business in the first place, determining what is 
possible and what success for their business looks like. The idea is for 
them to get as clear a picture as possible and then work on the plan to 
get from where they are today to achieve that ultimate goal, dream to 
realisation, sound familiar? A great way to get business owners into this 
space is to ask them to close their eyes and start to visualise where they 
would like to see their business in three-to-five years’ time. To assist 
them, I ask them questions like, ‘What do the business premises look 
like?’, ‘Where is it?’, ‘Who is in the business?’, ‘How many people?’, 
‘What do they look like?’, ‘What is the vibe of the place?’, ‘How do you 
feel when you walk in the doors?’, etc. The clearer the goal you have, 
the more possible it is to achieve it.

Let’s put this into a more tangible and logical order using the 1PSP. You 
can see an example of this plan on Verne Harnish’s website, gazelles.
com (or Google “One Page Strategic Plan”. The Gazelles website, at 
the time of printing of this book, offers a free word document version 
of the 1PSP.)

The 1PSP is designed to encapsulate your big picture goals on the 
left-hand side of the page, and as you move to the right it provides 
detail on the milestones, projects and tasks that will help you achieve 
those goals.
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