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HELLO EVERYONE!
We are looking forward to our upcoming strategy 
meeting. Hopefully you have already read the FAQ 
page we sent you (password: strategy). 

Strategy is difficult even under the best of 
circumstances. It will require investing your time, and 
we are here to make sure you get a return on that 
investment. 

When we (Optimize) are first hired, there is often 
discussion about what we will bring to the table. We 
bring process, discipline and a ton of experience. The 
more substantive question is, how will your team 
show up? 

As noted in the information we have provided, some 
people may be asked to prepare information for the 
meeting. 

Much of this document is intended to inspire 
thought, especially for those participants who will 
take part in analyzing your market position. 

First, we want to prepare you for what is yet to 
come. We send FAQs and supporting information 
partly because there is a lot of noise around strategy 
formation. Strategic planning is abstract and deals with 
uncertainty, which can make people uncomfortable. 
We are asking you to clear your mind of any 
predispositions of what strategic planning will be. 

We are not here to evaluate people. Our only interest 
is in facilitating an effective strategy process so your 
company can be more successful and can invest in 
people, technology, and tools that will improve your 
business and your life. 

Halo Effect: Teams feeling too good about
themselves even if the business isn’t performing. An 
example would be a business growing 4-5% in an 
industry that is growing at 6%. 

Confirmation Bias: People seeking information
to confirm tightly-held beliefs. Bias becomes limiting 
when we stop listening to other points of view. 

Champion Bias: Because of our strong past
results, we could be overly confident about executing 
a project that warrants investment beyond our 
current resources. 

Risk Aversion: An unwillingness to innovate or
test alternative strategies. It is a management team’s 
responsibility to challenge and vet ideas. Opposing 
ideas because their outcome is unknown restricts 
creativity. There is risk in not taking any risk. 

Short-Term Thinking: You can’t predict the
future, but you can evaluate facts already in evidence 
to better understand trends that may turn into threats 
or opportunities. We have seen executives who think 

in quarters or single years get caught in a trap; they 
are unable to react quickly enough to sweeping 
industry change. 

Fear of Uncertainty: Some people believe that
because they can’t see the future, there is no value in 
talking about it. By studying trends, we improve the 
probability of prospering in an uncertain future. 

Sandbagging: Some executives do not want to
reach in terms of goal setting because they believe 
their compensation could be affected. We do not 
focus directly on compensation in strategic planning; 
we focus on strategies and goals that extend beyond 
the aspirations of a budget or incentive plan. 

A Need for Absolute Precision: 
Unfortunately, strategy is not perfect. Some 
ideas don’t fit seamlessly in a box like cells in a 
spreadsheet. Sometimes you have to make educated 
guesses based on the best information available. 
Again, there is risk in not taking any risk. 

Here are common barriers we must overcome in this process:i
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WHERE DO WE GO FROM HERE?
There is simply nothing to fear. 

But success will require us to think differently than 
we thought before. Simply examining better ways 
to do what we have always done is not strategy at 
all, unless we have evaluated the alternatives. That 
may mean considering different markets, products or 
services than the ones we offer today.

Growth Portfolio
Given that companies get the greatest short-term 
ROI on short-term investments and the greatest long-
term ROI on long-term investments, we recommend 
a blended approach to building a growth portfolio. 
In addition to short-term improvements to existing 
products, we want to thoroughly examine new 
products or markets, or entirely different business 
models that could create true competitive advantage.

When the CEO (and whoever is assigned 
to build the growth strategy) cultivates 
a vision for the future, we strongly 
recommend that companies consider 
building a growth portfolio. There is a 
growth portfolio template provided on 
the FAQ page.

Our firm recently participated in a study with Vistage 
(the world’s largest peer group organization) and 
the University of Southern California. We studied 
practices of high-growth companies against 
those that were not growing or in decline, and we 
learned something remarkable. We found that most 
companies had similar approaches to incremental 

growth. Almost all are looking for better ways of 
doing things. What separated growth companies 
from the others is that they were:

• 51% more likely to be developing new products

• 39% more likely to be participating in “radical
innovation”

• 57% more likely to be investing in new
technologies

In other words, the difference between the fastest 
growing companies and the others is making big 
bets. It’s not the job of a management team to 
preserve the status quo. You can pay people $20 an 
hour to do that. Are you willing to make a bigger bet 
in terms of changing how business is done in your 
sector? 

https://www.vistage.com/research-center/customer-engagement/20170804-growth-decisions-in-a-hyper-competitive-world/


STRATEGIC CHOICES
Use this model to identify and quantify your future growth plan.



REVENUE BRIDGE

Use this graphic to illustrate what revenue you will 

retain, add, and lose.

2022 Retained 
Revenue 

New 
Clients

New 
Geography
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Service

Acquisition Lost 
Clients

2025



EVALUATING BUSINESSES 
AND OPPORTUNITIES 
BCG Matrix
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THE MATRIX Inspired by BCG Matrix

A commonly-used tool for evaluating businesses is 
the BCG Matrixii , which is available for download on 
the FAQ page.

The BCG Matrix plots rate of growth in an industry 
or sector, and the company’s “market strength” 
in that business. When a market is growing and a 
company has competitive advantage in that market, 

the company should be seeking to build it and drive 
enterprise value. 

In the matrix, plot your key segments. They could be 
entire businesses or product categories. Where do 
you want to invest?

Value Chain Analysis
A commonly-used tool for evaluating businesses 
is One of the most powerful tools you can use to 
innovate is a value chain analysis. 

Download our white paper here:  
https://www.optimizeinc.net/wp-content/
uploads/2018/11/ValueChainAnalysis_0917-v1.pdf

https://www.optimizeinc.net/wp-content/uploads/2018/11/ValueChainAnalysis_0917-v1.pdf
https://www.optimizeinc.net/wp-content/uploads/2018/11/ValueChainAnalysis_0917-v1.pdf


SWOT Analysis
Many associate strategic planning with completing a 
SWOT analysis, such as our SWOT Analysis Template. 
While we often do not label it this way, our entire 
strategy process is an evaluation of strengths, 
weaknesses, opportunities and threats. It’s not useful 
to show up to a meeting and make random lists. This 
is the reason we are asking your team to prepare in 
advance; we want to weigh strengths, weaknesses 
and threats and rank opportunities.

If you are asked to prepare a SWOT, keep in mind:

• Strengths and weaknesses are internal

• Opportunities and threats are external

For example, higher interest rates may be a risk, but 
high borrowing costs are a weakness. Variables could 
be both an opportunity and a threat.

To raise an opportunity such as “international” is 
vague, whereas something specific such as “finding a 
distribution partner in Germany” is more useful. 

In strategy, evaluation of internal strengths and 
weaknesses is most interesting when they speak to 
the capabilities of the business, such as production 
capacity. When listing weaknesses, one approach is 
to provide mitigating strategies on how to overcome 
them. 

Evaluating Adjacencies 
If you are evaluating markets in the strategy process, 
we recommend you use this lens. 

Whenever entering an adjacent market, there are 
several important variables to consider:

• What data supports our position? How much is
this market growing?

• Can we protect or expand our core?

• Is this a repeatable formula? Can we apply our
strategy to other markets?

• If your product is physical, where do you fit in the
supply chain? Could you be disintermediated?

• Do we know enough about this market to achieve
market leadership?

• Are there ways we can enter this market and
trade up to higher-value goods and services
later?

• Are there opportunities to leverage technology to
lower cost or improve customer experience?

• Will our existing people, processes and
technology support this business?

Evaluating Competition
Please see our Competitive Analysis template to 
evaluate your competition. You can compare:

• Market positioning vs. competition

• Product features vs. competition

https://www.optimizeinc.net/competitive-analysis-template-0419-v1/
https://www.dropbox.com/s/7hetl20rp2ydtdc/SWOT%20Template%20V4%20SH.pptx?dl=0
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Value Proposition
There are multiple approaches to building a value 
proposition, but one simple method our clients have 
used is to answer this question:

“ To _______________________________________________ , 

our company is the __________________________________

that provides _______________________________________

because we ________________________________________

because we ________________________________________ .” 

(OUR SPECIFIC CUSTOMER SEGMENTS)

(WHAT WE ARE)

(OUR CORE SERVICE OFFERING)

(OUR POINT OF DIFFERENTIATION)

(OUR WHY)

See more content on how to differentiate a brand.

https://www.optimizeinc.net/12-ways-make-brand-unique/


CONTRAST NARRATIVE CUSTOMER 
JOURNEY

CLARITYPROMISE

The 5 Elements of Distinct Brands
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 How do we create experiences so awesome that customers will tell their friends?

Adapted from Iconic 
by Scott McKain



Market Research
Private companies often have access to little market 
information. We get it. 

We have found that when we dig, there is more 
information available than clients realize. If you are 
the person or team that has been asked to research 
external forces (the CEO or facilitator would have 
asked), see our STEEP Analysis prep in the FAQs. 

We are here to help you with market research. 

Internal Sources

• Employee surveys

• Customer surveys and insight studies

• Surveys of “non-customers”

• Customer advisory boards

• Financial statements

• Marketing ROI analysis

• Market segmentation

• Key performance indicators (KPIs)

External Sources 

• Supplier feedback

• Government statistics

• Blogs and trade press

• Trade associations

• Competitive websites

• Competitive web traffic analytics

• Benchmarking

Industry Reports

Optimize will provide IBISWorld reports on US 
industries from this library:  
https://clients1.ibisworld.com/reports/us/
industry/home.aspx

Trend Series

Economic Trends 2022

Technology Trends 2022

Social Trends 2022

Ecological Trends 2022

WEB TOOLS:

Research

www.data.com

www.researchnow.com

www.moz.com

Product Testing

www.gutcheckit.com

www.usertesting.com

Government Statistics

www.bls.gov

www.bea.gov 

https://www.optimizeinc.net/how-to-complete-steep-analysis/
https://clients1.ibisworld.com/reports/us/industry/home.aspx
https://clients1.ibisworld.com/reports/us/industry/home.aspx
http://www.data.com
http://www.researchnow.com
http://www.moz.com
http://www.gutcheckit.com
http://www.usertesting.com
http://www.bls.gov
http://www.bea.gov 
https://www.vistage.com/research-center/business-financials/economic-trends/20211206-economic-trends-facing-business-in-2022-and-beyond/
https://www.vistage.com/research-center/business-financials/economic-trends/20211115-technology-trends-facing-business-in-2022-and-beyond/
https://www.vistage.com/research-center/business-financials/economic-trends/20211101-social-trends-facing-business-in-2022-and-beyond/
https://www.vistage.com/research-center/business-financials/economic-trends/20211129-ecological-trends-facing-business-in-2022-and-beyond/


CUSTOMER JOURNEY FRAMEWORK

RESEARCH VALUE CHAIN STEPS
WHAT CUSTOMERS 

VALUE MOST
TOUCH POINTS

INTERNAL 
EXPECTATIONS/

COMMUNICATION
Channel 1

Channel 2

Channel 3

Source: The Startup Equation: A Visual Guidebook to Building Your Startup by Steve Fisher, Ja-Nae Duane



Research

What is the growth rate for each segment of our 
business? What is our market share, or penetration in 
each major channel?

Value Chain

What major activities are customers involved in, 
from before the purchase decision to post-purchase 
activities)?

What Customers Value Most

Which of these activities are most important to 
customers?

Touch Points
What are the methods by which we interact with 
customers during every major step in the chain? 
Where are their problems or opportunities?

Customer Journey Roles and Responsibilities

Marketing

How do we listen to the voice of the customer in a 
systematic fashion? What insight and evidence do 
we have that confirms our assumptions? How do we 
convert such data into our brand promise?

Sales

How do we ensure that salespeople have the 
appropriate skills to understand and deliver 
customer value in each phase of the sales cycle, from 
recommending solutions to post-sale follow-up?

Operations

How do we facilitate the delivery of customer 
expectations? How do we know what they are?

Customer Journey Framework

 i Strategy Beyond the Hockey Stick

 ii Boston Consulting Group Matrix 

Pricing Strategy

Product Introductions

Market Disruption 

M&A Strategy

OTHER STRATEGY CONTENT

https://www.inc.com/marc-emmer/how-this-single-pricing-strategy-can-instantly-improve-your-bottom-line.html
https://www.inc.com/marc-emmer/95-percent-of-new-products-fail-here-are-6-steps-to-make-sure-yours-dont.html
https://www.optimizeinc.net/silicon-valley-playbook/
https://www.forbes.com/sites/forbeslacouncil/2019/02/22/the-strategy-that-will-shape-ma-in-2019/#294174af75e1
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