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Welcome to this little PDF book and thanks for downloading it. 

 
So what exactly do I mean by making the statement “How to fix all your 

business problems”? 
 
Well, business problems are simply effects. Lets take a look at some of the 
most common effects:- 

1. Cash – need more / haven’t got enough 
2. People – cant get them motivated and they rely on me too much 
3. Strategy – got a rough idea rather than a proper plan that’s actually 

accomplished 
4. No life – its taking up all your time 

 
Now its time to look at the causes of these effects in an honest way:- 

1. Cash – Lack of cash simply shows that sales and marketing aren’t 
being consistently high performing enough so we need to look at the 
marketing plan and the sales conversion cycle. Financial control also 
needs to be at the top of their game to watch each line of the P&L and 
report on any budget misses and have a robust method of collecting 
and chasing payments due. 

2. People – If your team are suffering with a lack or purpose its because 
they don’t know where you are taking them, why you’re taking them 
there or what’s in it for them. To solve this you need a clear vision and 
purpose for the Company and each person needs to have determined 
accountabilities and key performance drivers so that they can self-
police to become better and take pride in fighting the good fight. If 
people rely on you too much its because they haven’t had training on 
the systems to use to allow the business to operate. Or the systems 
don’t yet exist. 

3. Strategy – Taking the time to get out of the business to work on it is 
essential if you want to make meaningful traction to not only creating 
your goals but also getting them accomplished. Generally ill thought 
plans are conceived because of time limitations or the belief that 
people have to get back to “doing their real jobs”. Thinking about the 
business is the hardest part – that’s why it’s so important. This also 
goes hand in hand with the overall plan of how you want the business 
to be in the next 3 years.  

4. No life – this is simply a culmination of all of the above. As a business 
grows new problems are experienced and if you have been the one to 
start the business it can be a case of figuring it out as you go. This 
becomes all consuming and before you know it you’re into working 
evenings and weekends and neglecting family life and your own health. 
Your Company will rise to the level of your own education because its 
not the hours you put in but what you put into the hours that counts. 

 
So there’s a quick overview. Now lets take a deeper dive into the areas that 
need to be dealt and how to do them to make this all go away! 
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Create a vision 
 
So what should a vision do? It should excite and inspire you and your team to 
take up the challenge and go to get what you have decided you want. 
 
A vision document should consist of a number of elements:- 

• Values – who are we? (more on this later) 
• Purpose – Why do we exist? 
• Niche – What do we want to do better than anyone else ni the world? 
• Target Market – defining the demographic and buyer persona 
• Uniques – Why are we different to our competitors? 
• Proven Process – This is how we do business. 
• Guarantee – the cherry on top 

 
The 3 year view – where will be in 3 years? Location? Team size? Sales 
numbers? Industries? As people? 
 
Imagine that you get into a car next to someone on the road and you looked 
at them to say “Where are you headed?” and they said “Somewhere great, 
where are you headed?” and you replied “Don’t know”. Likelihood is that the 
person next to you would either not get in or look to bail out at the earliest 
opportunity. That’s your team without this. 
 
The power of a strong vision is that it paints a visual picture in your mind for 
you and your people that inspires and enrolls everyone and begins to create 
the 2 things far more important for people than money – Certainty and 
Purpose. 
 
One of the most challenging aspects of creating this vision is to truly 
understand why your Company exists. Someone started every Company at 
some point and its important to recognise why it was started. Now there may 
be more practical examples such as “the boss is an idiot and I can do it better” 
or “I have some redundancy money so better do something with it” the 
reasons are always there. 
 
Whatever the reason it was started, you have to uncover why it now exists 
and what its there to do for the world.  
Everyone in your Company will know what it is that you do. Some will know 
how you do it. How many, including you, know why you do it.  
You will know when you have your Why, when it creates an emotional 
response. If it doesn’t, dig deeper to find that trigger then capture it on paper. 
 
So, how clear is your vision? Is it so real that you can almost feel it? If not it 
needs work. 
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Define your Values 
 
Simply put, if you haven’t got the confidence that the business will run better 
when you aren’t there then you have a collection of people that don’t share 
your values. 
 
Now this wont be down to them if you have never taken the time to define 
your values. So lets take a quick look at that. 
 
What’s a value? 
Well, a value is a belief you have on the way people / organisations should 
behave that makes you feel right. 
Values are a deep-rooted thing. Without going on too much about the history 
of Homo sapiens, were are wired to live in tribes that support each other. We 
want and need to be surrounded by people that we like and trust. When you 
identify a value that’s important to you that’s the first step in creating this 
“tribe”. 
After you have determined your values, and I would consider 5 enough, then 
you should also define the behavior that needs to surround that value. 
 
Let me explain… 
How do you know when someone has exhibited that they are showing your 
core values? 
 
Well it’s the way that they behave and its important to remember that its 
perception that creates that. Lets say that a core value you define is 
‘Honesty’. Now if you asked your people all of them would say that they are 
honest wouldn’t they? 
 
Course they would. Now think about certain times when perhaps they weren’t 
that honest and I am sure you could think of one or two. So this is what is 
meant by perception. Its not your truth that’s important when it some to this 
but it’s the truth of those around you. So now its time to define the behavior 
that goes along with your chosen value. 
 
So back to ‘Honesty’ again. Lets say that you defined that honesty is when 
“we are open and transparent with ourselves, each other and our customers”. 
 
Now this is a way to live each day and how someone lives this way will affect 
the way you feel they have exhibited they core value. The you will know that 
they are a fit and you will want to develop that person by creating a career 
path that will give them all that they want form life because they are one of 
your tribe. 
 
If you have ever not got on with someone and you consider why, its because 
they will have exhibited a behavior that you found unacceptable. That stain 
may never wear off and that person has shown there’s a values mismatch. 
When implemented into any business core values become the DNA, the very 
fabric of the Company. It’s an operating system for everyone to aspire to and 
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it’s a way to hire, fire, reward and review all that come into contact with your 
Company. 
 
When you have the right people working in the right way you will get the right 
results and you can focus on the more important aspects of building the 
business. 
 
 
 
Give the team purpose 
 
So up to this point you should have a defined set of values and a good idea 
on your vision. Don’t worry it is not 00%, 80% is good enough to get everyone 
moving. 
Now we have to give the team the ability to score themselves, improve and 
start taking on the challenge of bettering their lives. 
 
Many of you will know of the usual organization chart. Have you got one for 
your Company? If not give it a go based on where you will be in 3 years as 
well as where you are now. It’s important to see how many people and in what 
roles they will need to be in order to bring the vision to life. 
 
Next we have to do one very important thing and one that will be missing from 
your business at the moment. You have to define what the role is accountable 
to deliver to the overall vision of the business. When you have one liner 
accountabilities set for each role in the business then you have a clear path of 
how you will achieve all you need to. 
 
Job descriptions are fluffy and non descript and are generally full of 
information that does nothing but muddy the water. When a team member 
knows exactly what they are accountable to deliver then they can become 
laser focused at doing that to the best of their ability. 
 
When you have defined the accountability then you need to assign between 1 
and 4 key performance indicators that clearly show how that person is doing 
in that role to accomplish what they need to accomplish. This can then be 
shown in the form of a dashboard where the numbers are completed each 
week by the person against an assigned target and give a performance graph. 
 
Now at this point I will state that this isn’t carrot and stick management. Its not 
about telling people how rubbish they are. It’s about recognising the gaps in 
the graphs between what’s been done and the target mark and saying “How 
can I help?”. If this person passes the values test they are worth the 
investment in time and training to help them close the gap. 
 
The reason that this is important is that people need to see and feel that they 
are making progress each week and what better way than to show a graph 
based on their KPI’s. They can then see for themselves how they are doing 
and how they are having a meaningful impact in the entire business. 
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Everyone needs a purpose and a score to define success. After all success 
for a lot of people is all about how they develop and get better. 
 
It’s the same in sports. Scores are what make sports worth watching. Without 
scores no one would want to watch or play any of it! This truly has 
transformational effects for the team and can have immediate bottom line 
results so as tough as it can be to think about it, it needs to be done and 
implemented. 
 
 
 
The Human Being vs the Human Doing 
 
Everything we have covered so far is to promote the human being side of 
people. This is missing from so many businesses but its essential to remove 
any barriers to true potential. It must also be known by everyone on the entire 
Company.  
If I was to come into your business and ask anyone at random regardless of 
position, “Why does your Company exists, what are you core values and are 
they working for you?” would they be able to answer with pride in their voice? 
 
If not, time to work harder on the human being side of things. Trust me when I 
tell you that this will be worth the time and investment, as it will result in 
tremendous upside on the bottom line. 
 
So now over to the Human Doing side. 
 
Let me explain what I mean by this. This is the box of business and this can 
be split into 4 sections:- 

1. Sales and Marketing 
2. Finance and Admin 
3. Team / HR 
4. Ops / Production 

 
Any business in any industry works in this way regardless of size. Splitting 
your business into these categories will make it easier to define the people 
and their accountabilities. 
 
Look at your business as a machine that gives consistent results based on 
what you tell it to do. You should also consider that 80% of your business 
should be systems driven so breaking apart the Company into these sections 
gives clarity. 
 
This is all about ensuring that people can do what you need them to do with 
clearly defined outcomes and process that they can use and improve to make 
their lives easier and more efficient. 
 
If these systems aren’t defined then people will do things they shouldn’t be 
doing, be massively unproductive and spin in circles rather than move 
forward. Lets start by looking at the first of the 4 
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Sales and Marketing 
 
The beating heart of any organization is sales. What powers sales are 
effective, target driven consistently applied marketing strategies. 
 
This is where so many Companies go tragically wrong and simply exist on 
legacy customers whilst their competition gets all the new ones because they 
are more effective marketers. 
 
Marketing is a system. First you need to clearly identify your target market 
and persona (as described in the vision). Then you need to determine what 
would be the best way to reach this target both online and offline. Then you 
need to take the marketing collateral you created during the vision stage 
(purpose, niche, uniques, guarantee, proven process) and articulate that in 
the chosen media. The go out and let your targets know you exist, how you 
solve their problems and what they need to do in order to do business with 
you. 
 
This is the purpose of marketing – create leads from people that want to talk 
with you. Content creation is all fine as long as its targeted and specific and is 
seen but the end game is to be able to get a prospect to pick up the phone 
and take your call or press buy now. For that to happen you have to have 
established trust and that’s what effective marketing is all about. 
 
After you have created the start of the relationship with your marketing its then 
time to hand over to the sale team who should be able to convert that 
relationship into a long-lasting one by delivering all you say you will do. 
 
Sales is simply extracting information from the prospect, defining how you 
resolve to help that person and effectively conveying the solution in simple to 
follow terms and using their language. Too many sales teams get it all wrong 
and begin waffling on about me, me, me. It’s always about them, them, them. 
 
You need to recognize the sales cycle and use effective CRM and task 
management software to do the most important thing to close the 
sale…..follow up! 
 
If you aren’t getting the sales you want it will be down to an ineffective 
inconsistently followed marketing plan or ill trained sales people who don’t 
listen to what their customers need and speak their language to solve their 
problems and who aren’t building a relationship for the long term but looking 
for a quick win. 
 
 
Finance and Admin 
 
Making sales is great. Where’s the cash going and is it coming in as it should 
be? 
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These are answers that you need from a great finance department. Most 
entrepreneurs aren’t numbers people but do recognise that we need to bring 
in more than we pay out. 
 
There are a couple of key documents that will proactively help you see where 
your cash is going and how it affects the bank balance. One is a projected 
budget P&L for the year and the other us a rolling week by week cash in and 
cash out spreadsheet that summarises the cash position for up to 52 weeks. 
 
Lack of financial clarity sends businesses bust. Effectively hitting overhead 
and purchasing budgets is just as important as hitting sales targets. Great 
finance people can ensure that you aren’t overspending and spot trends that 
you can take advantage of and most importantly, ensure that you get what’s 
owed in the terms you have defined. 
 
 
Team and HR 
 
After establishing your core values and the trajectory of all your teams career 
paths, HR then need to create training plans to support that persons personal 
and professional development and monitor their progress alongside their line 
manager via the KPI’s. 
 
Recruitment is always a hot topic. When you can recruit showing someone 
when the Company is headed and asking them where they feel they can add 
value and what career path they want its a great way of getting the right 
people.  
 
Using profiling tools such as DISC will also help to ensure you have the right 
people in the right seats. 
 
 
Ops and Production 
 
This is all systems. Its important to define the outcome that production should 
deliver to the overall strategic vision and create the 2 or 3 systems that will 
most effectively do that. 
 
Then try to break those systems to make them more robust and constantly 
improve them. This will help you reach your end goal. Just 1% improvement 
each week will have a devastating effect over the course of one year. 
 
 

So that’s it! 
 

Thanks for reading this and I hope it helps. It really is the most sensible way 
to run a business. If you want to learn more, explore the website 

www.cbcpro.biz. 
 

Enjoy the application…..that’s the hard part! 


