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Introduction








It’s not news that the COVID-19 pandemic and its aftermath have changed how many businesses operate. As of this writing, remote work, resistance from employees about returning to the office, and inflation have presented new challenges for many businesses. And that’s on top of the usual business problems that existed before the pandemic, like employee retention, changing customer behaviors, and the loss of a major customer.


And yet you still have the fire—you not only want to run your business, but to grow it to meet a certain goal, and perhaps beyond. You can even see the seeds of growth starting to sprout in your business, but you aren’t sure if it’s ready … or if you are.
 






Evergreen Principles


The basics of growing a business haven’t changed, even during the upheaval of the COVID-19 pandemic. When you first start your business, you’re just focused on the day-to-day details, like bringing on a few team members who work for you because they believe in your dream. Once you start thinking of your business as a company, though, that’s one sign that it may be time for you to grow beyond a startup.


Another axiom is that growth is different for each business. Even your direct competitors aren’t growing in the same way or at the same speed as yours is. You have to plan internally to build and reinforce the culture you want to have, as well as plan externally to show and tell people how your product or service solves their problems.







What Grow Your Business Offers You


Grow Your Business is your comprehensive guide for navigating the challenges and pitfalls of growing a business in the 2020s and beyond. This book will help you understand how to get yourself into a growth mindset so you can lead your team members to adopt that mindset, too.


Once you’re in the right frame of mind, only then are you ready to begin planning to grow your business. You’ll learn about different growth strategies you can deploy in your company, and once you decide on those, this book helps you condense your strategies into a one-page document that everyone on your team can understand and follow. Chapters 1 and 2 teach you about these issues.


Knowing how to build your internal processes is essential to growth, and Chapters 3 through 6 focus on creating the systems you need to run your business while accommodating growth, as well as creating your sales, marketing, and personnel systems. Failing to build these systems properly will lead to confusion, stress, and lost sales and put your business and dreams at risk.


Running a business and leading team members are naturally stressful, even though reducing stress isn’t always a priority for business owners. Chapter 7 reminds you to take care of your body and mind so you can stay focused and excited about coming to work. This chapter also gives you some ideas for encouraging your people to become healthier and better versions of themselves.


When you have the systems and strategies in place to take care of your business and everyone in it—including you—you’ll find you love your job more, and you’ll be better equipped to handle the challenges that inevitably come your way. We’ll start on the path to a growing business with an overview of how to build the growth mindset and talk about the pitfalls you’ll encounter during your journey in Chapter 1. Let’s grow!












CHAPTER 1Choosing the Right Mindset for Your Business





Your startup is a success! Pat yourself on the back and take your team out to a celebratory lunch. You’ve all earned it. Your product is selling and your team is in place, so you don’t have to do all the work yourself. Now you’ve reached the point where you want to grow your young business. What should you do next?

The first step is to take stock of what you need before you grow, and having a to-do list isn’t enough. If you and your team don’t adopt a growth mindset, you’ll miss opportunities and find it harder (if not impossible) to reach your goals, whether they involve having 10 food trucks or 100 employees. (We’ll talk more about it below, but briefly, a growth mindset is one that believes hard work and effort lead to improvement and achievement, as opposed to a fixed mindset, which tends to give up at the first sign of failure.)




What Do You Need to Grow?

Here are 10 things you need to have in place before you plan to grow your business.


1. You Have a Successful Product or Service

If you have at least one product or service (or both) that’s bringing in steady revenue month after month, with ideas for improving and adding to that product or service, then you’re ready to grow.




2. You Have Proven Sales

Having consistent sales proves your company’s potential, not only to customers, but also to competitors in your market, current and prospective employees, and even potential investors. If you’re achieving $100,000 per month in sales, you can focus on bigger goals, such as making $1 million per month and expanding your physical space.




3. You Know Your Market

You know the market for your product or service backward and forward, and as a result you’ve produced something that people want to pay for. In the process of reaching your market, you’ve gone through trial and error attempting to make your product a perfect fit for your customers. And you have a marketing and sales plan that addresses their needs.




4. You Have a Plan

The days of running a business by the seat of your pants are over. You have a credible business plan that shows your employees and potential investors what the next phase of your company life is and how you’ll get there. You should have a three- to five-year plan, a list of key milestones, and key performance indicators to prove that your company, your team members, and you are meeting your goals.




5. You Have Documented Processes

When you have a proven product or service, you also need systems and documentation, so that new employees know how to create and improve the quality of what you produce. And though startups are well-known for their freewheeling culture, you still need to put together systems and processes.




6. Your Team Is Now Your Company

When your company was small, it may have been easy to find people to join in your dream, including friends and family. Once you have a solid foundation, you have to think harder about hiring the right people.




7. Your Company Can Sustain Itself

Finding financing may not have been easy during the startup phase, but now you have consistent revenue. You needed to work with other companies to get your product or service off the ground, but now you can create everything in-house. In the early days, you needed to test your product or service with prospective customers, but now customers come to you and happily buy what you have to offer. In sum, your company makes enough money to support itself.




8. You Have Less Risk

Running a startup business involved big challenges: little if any revenue, an unproven product or service, and uncertainty about where you fit in the market. But now you have a proven model, consistent sales, and a definite plan. You feel less anxious and stressed because you face fewer and smaller risks.




9. People with Money Come to You

In the beginning, you may have approached family and friends to help get your idea off the ground, and you were operating by the skin of your teeth. Now more people are noticing you, some of them with money, and want to talk about investing in your company.




10. You Have the Ability to Scale

If you’ve met all the criteria in this section so far, the last thing you need to do is scale the model you’ve established to grow your company further. As you scale, you’ll also scale your profits.






Build a Growth Mindset

But simply checking off boxes isn’t going to get your business growing. Without changing your mindset until you’re always thinking about how to grow the company, you’ll find that it only brings stress on top of the usual daily challenges of running a business.


A Growth Mindset vs. a Fixed Mindset

What is a growth mindset? Stanford University psychology professor Carol Dweck, author of Mindset: The New Psychology of Success (Ballantine Books, 2007), who coined the term, defines a growth mindset as “the belief that an individual’s most basic abilities and skills can be developed through dedication and hard work—brains and talent are just the starting point.” In contrast to a growth mindset, Dweck said, a fixed mindset is “the belief that an individual’s basic abilities and skills, their intelligence and their talents, are just fixed traits.”

Dweck concluded that people who believe they can develop their talents through a combination of hard work, good strategies, and input from others have a growth mindset. She noted that people with a growth mindset are likely to achieve more than people with a fixed mindset because they put more energy into learning and aren’t as concerned about appearing smart to others.




How to Create a Growth Mindset

How do you know what mindset you have? If you believe that intelligence is innate to a person’s nature and can’t be changed, you have a fixed mindset. But recognizing this is the first step toward building a growth mindset. A growth mindset requires that you accept and celebrate failure as part of learning and growth—not as a sign that someone isn’t intelligent. Once you understand that intelligence and skill develop with time and experience, you can give your team permission to experiment (and maybe stop being so hard on yourself).

To consciously adopt a growth mindset, you must do some personal soul-searching and make the following changes:


Acknowledge Your Weaknesses

When you stay in your comfort zone and make excuses for unacceptable results, you won’t grow personally or professionally. If you give yourself a reason to get beyond your fixed mindset, such as learning a difficult new skill, it’s easier to set an overall goal and specific milestones, such as passing a product certification exam.




See Challenges as Opportunities

If you see challenges as an opportunity to grow and learn, you won’t be afraid to push yourself outside your comfort zone. Even if you fail, the experience can show you to look for a different path to take. Exploring different ways to do things for yourself and for your business can lead to new opportunities—and prove to be more lucrative.




Learn to Accept Failure

You can’t explore your options without learning to accept failure. Sometimes things just don’t turn out the way we hope they will, and it’s only after some time has passed that hindsight will show us how the failure has affected us, for good or ill. For example, you may have wanted to partner with a big company and kicked yourself after it fell through. But six months later, you learned that the company just went bankrupt, which would have threatened your company’s survival. So in the long run, that failure turned out for the best!




Don’t Seek Approval

People with a fixed mindset worry about what other people think about their intelligence and talent. This is especially true for those in a position of authority, who want to appear infallible to people who rank lower in the hierarchy. But people with a growth mindset don’t worry about whether they’re the smartest person in the room. Indeed, one maxim of leadership is to hire people who are smarter than you and let them work. Then you can focus on your own learning and growth.




Accept and Use Criticism

People with a fixed mindset are easily offended by criticism, but when you have a growth mindset, you don’t see criticism as negative. Instead, you see it as an opportunity to learn and improve your product. Businesspeople with a growth mindset encourage feedback, ratings, and reviews from customers and employees alike.

But how does that happen with performance reviews, which are dreaded by so many employees and managers because the judgments seem so final? Managers with growth mindsets don’t have formal performance reviews at a given time. Instead, managers provide specific feedback in the moment, even if it’s bad news. Ongoing and timely feedback encourages employees to double down on good behavior and blunts the shock of any bad news, and that makes your employees more likely to want to do better. If you still want to have a review, you can put it at the end of the year and talk about positive things like setting goals and growth targets for the upcoming year.




Focus on the Process

When you have a growth mindset, you’re more interested in the process of achieving a result than in the result itself. When you enjoy the learning process, you’ll focus on improving it, and the result will take care of itself. You may also find that you get an even better result than the one you originally hoped for.




Create a Reflection Routine

If you don’t take the time to reflect about what went well and what didn’t, you won’t understand the underlying cause of any problems you’re having. This is especially important when it comes to reviewing your own actions. Carve out some time at the end of each day to ask yourself what went well, what didn’t, and what actions you need to take the next day.








What Growth Looks Like for Different Businesses

The definition of growth is unique for each business. Some companies decide to stay at a certain size (sometimes even remaining a one-person shop) because that’s how they can best serve their customers. Others have dreams of global domination.

You should decide on your growth strategy early in your company’s development. If you haven’t yet, now is a good time to do it. Start by answering some key questions.


What’s Your Goal?

How do you define success for your company, your employees, and yourself? You might say that you want your company to be earning $10 million in revenue five years after your founding date. That goal will help you determine if you want to simply grow your business or scale it.

Growth involves increasing revenue in all parts of your business. Scaling is a fast growth approach that requires you to create specific business models and design your business so that you increase revenue more quickly, grow consistently, avoid bottlenecks, and keep costs down.

In the choice between growth and scaling, you have to decide what works best based on your industry and your own dynamics. But it’s important to understand why you have chosen one approach over the other, how you have built your infrastructure and culture to meet your goal, and how you will leverage your growth with your other competitive factors so that your competitors will find it hard to emulate your success.

With either approach, you must manage the pace so that you don’t grow too fast or too slow. If you can’t maintain a healthy rate of growth, the result will likely be the same with either approach: Your customers don’t get what they want from you, competitors will move in to snatch them up, and you and your employees will start wondering how much longer your business will survive.




Do You Have a Scaling Mindset?

If you decide that you want to scale your business, you need to start by scaling the culture first. That is, you need to change the thinking inside your company and build your business so that its growth fits your scaling model and metrics. For example, your roadmap for scaling the company might require you to invest in technologies that will allow you to scale properly. You may also need to hire the right people to make everything work. Think of what you need to scale ahead of time so you can factor those costs into your plans. If you focus only on scaling by getting more customers, you can easily fall into the trap of being unable to give them what they want.




Should You Scale?

If you’re looking to scale your company and your brand, especially if you want to expand into new markets, you may want to use the LASSO Model, which you can find on the Pete Canalichio website (petecanalichio.com/lasso/). This free tool asks you what industry you’re in and then asks you five questions:


	How far can you push your brand away from your core identity?

	How addictive is your brand?

	What is the state of your brand’s narrative?

	Can your brand achieve critical mass in its new category?

	Can your brand transcend commodity status in its new category?



Each of these main questions asks several follow-up questions for you to think about before you decide on your answer and has five possible answers for you to choose from. After you answer all five questions, the LASSO Model places your brand’s expansion capacity into one of the following categories:


	[image: image] Underoptimized


	[image: image] Slightly underoptimized
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	[image: image] Slightly over-optimized


	[image: image] Over-optimized




The website claims that statistical analyses show the algorithm has an 80 percent accuracy rate at determining if a brand is underoptimized or optimized. You can go back as often as you want to update your assessment and see if your rating improves.






Pitfalls

When your business was in startup mode, pitfalls were everywhere, and you became a master at using vines to swing over them. Now that you’re past that initial phase, you can relax, right?

Wrong. Now that you’re growing, you’re on level two of this game, and there are even bigger pits to clear. They include the following:


Not Knowing Your Market

You got to know your market as you built your business in the startup phase, but if you still don’t have a firm grasp on it, this will hurt your business. When you don’t know your market intimately, you’ll be frustrated and your company will burn through money because customers won’t see the value in what you’re offering.

For example, if you’re selling cookies outside a grocery store, you need to ask why buyers in your area would want your cookies when there are plenty of different cookies inside the store. You could offer lower prices, but that won’t work for long because inflation marches on, and you’ll soon find that the cost to make each cookie is more than the sales price. You need to figure out where you can sell your cookies without any competition and with high traffic.

But that may not be possible, so what do you do? Differentiation, research, and problem solving. For example, you can sell cookies that are made homemade by you and not shipped from a central baking factory. You may fulfill a need for people to get fresh-baked cookies delivered directly to their door because you researched your market and found that people want homemade cookies but can’t go to the store for them. When customers realize that you help them solve their problems, they’ll be loyal customers.




Using the Wrong Business Model

If you know what the market is looking for and you’ve created a unique and compelling product or service for that market, you can still stumble if you adopt the wrong business model as you grow. For example, you could decide to switch to a subscription model for purchases or increase your prices substantially. But if you try to force a new business model onto a customer base that dislikes it, you’ll find fewer customers and more frustration.

Continuing with the cookie example discussed earlier, let’s say you’ve partnered with a popular coffee shop to sell warm, homemade cookies that people can’t get anywhere else. But when you ask people to pay for an annual cookie subscription, it turns out they won’t buy into your model. They just want to eat one or two cookies. That’s when changing your business model to eliminate the barrier of a long-term commitment may get you the higher sales you’re looking for.




Not Differentiating Your Product

You’ve found a market that needs your product, and you’ve set up a business model that will attract customers like a magnet. But if you don’t keep adapting your product to markedly differentiate yourself from the competition, you’re going to have trouble growing, and you’ll deal with a lot of customer churn as they decide to switch to a seemingly superior competitor. That can lead to cutting prices and a race to the bottom before the cash runs out.

Suppose you offer to supply on-demand, fresh-baked cookies to businesses for events and meetings for one flat rate, and you just got a big client with the biggest order you’ve ever had. However, when the cookies arrive at your customer’s headquarters, no one is impressed. Some say that the cookies look the same as the ones they find in a store. So you don’t receive any future orders because your customers can find better cookies from a competitor. You may have identified the right market and created a scalable business model, but your product is shoddy. So you substitute on-demand, homemade cookies with clever ways to stand out, such as making sugar cookies that look like the company’s personnel and company milestones like replicating the look of a prestigious trophy the company won. Now you have a better product to pair with the right model and market.




Where’s Your Capital?

In the startup phase, it’s often a struggle to find the financial resources you need to keep the business going for another month. Even though you may have steady income now, you’ll be tempted to go into debt in the hope that your increased future revenue will pay for it.

In that case, you’re not looking into a pit—you’re looking into a chasm. The earliest stages of company growth are the most vulnerable to shortfalls in capital. So closely monitor your cash flow and expenses, and don’t be afraid to make cuts when you need to.




Growing Too Fast … or Too Slow

Keeping a close watch on your finances has another benefit: making sure you don’t grow too slowly or too quickly. If you don’t grow fast enough, you’ll spend a lot of money and won’t have the customer base or revenue to cover it, let alone to make a profit.

The opposite problem was illustrated well by an old TV ad for UPS. The owner and all the employees in a small company were watching a computer screen to see the new orders coming in. Everyone cheered when they received their first order and when they reached their first 10. Then their smiles turned to shock as the number started to grow exponentially.

The moral of this story is that growing too fast can result in overtaxed resources, inconsistent customer experiences, and lost revenue. So it’s important to work closely with all your departments—especially sales and human resources—to make sure your company maintains a steady pace of growth.

Another potential pitfall is adding another location or moving to a different or bigger location to bring in more business. Consider the level of traffic in your new location, how many employees you’ll need, and if you can afford the added expense in facilities and salaries.


[image: image] TIP Consider the cost of hiring new staff not just in terms of salaries, but also in terms of how long it takes to train them. Your overall productivity and revenue could take a hit if you don’t manage the onboarding process carefully.






Ignoring Your Employees

Now that you’re shifting into growth mode, you may feel tempted to sit in your office all day: planning, speaking to potential customers and investors—and talking to very few (if any) people in your company. If you follow that path, you’re falling straight into a pit of your own creation. You won’t know if there is internal strife within or between departments that could cause problems for your company. For example, if you have two department heads who clash over the future of the company and they see that you’re not getting involved, one or both of them might leave.

You can avoid this pitfall simply by getting up, walking around, and talking with your department heads and other employees. Let everyone know you have an open-door policy. Staying visible will tell everyone in your company that you’re still actively involved in the business and that you want to help everyone succeed.




Getting Too Comfortable

It’s tempting to think you’ve made it and the growth phase won’t be as hard or as crazy as your startup days. But there are plenty of other pitfalls awaiting you:


	[image: image] Taking your customers for granted. You may think your customers will stick with you no matter what, but your competitors are always nipping at your heels—established companies and hungry startups alike. One way to retain customers is with a good loyalty program. You can use rewards apps like Perkville (perkville.com/) or Fivestars (fivestars.com/) to make the process easier.


	[image: image] Depending on one or two big things. You may have one or two big customers or depend on one or two employees to get critical tasks done. Or the environment you’re working in now could change—a recession could hit, for example, causing consumers and businesses to cut back on spending. You need to hedge your bets, not just by getting more customers in different markets, but also by training multiple employees to handle critical work in case someone quits or is out of the office for a long time.


	[image: image] Failing to diversify your business. Diversifying into complementary product lines and/or services and moving into new markets can introduce new income streams and help you weather any economic storms.


	[image: image] Failing to find partners. Consider partnering with complementary businesses that have similar target customers. For example, if you have a rock climbing studio, you could think about partnering with a fitness studio and create a unique package for customers who want a well-rounded exercise program.









What You Learned

Now that you’ve reached the end of Chapter 1, let’s summarize what you’ve learned.

You should go over the checklist with 10 criteria to meet before you think about growing. After all, you can’t start building a house without a foundation. You have a proven product or service that sells. You know your market and how to reach people in it. Your company can sustain itself without outside resources and has documented processes for getting things done. And you have a plan to grow.

You won’t be able to grow with a fixed mindset, which believes abilities and intelligence are immutable traits. You need a growth mindset that focuses on building natural talent through dedication and hard work. That means you have to concentrate on creating value that will naturally lead to more income and put in the work to turn that into reality. And you need to be accountable to others and to yourself.

How you want to grow your business is up to you. You can grow by increasing revenue in all parts of your business, but that can lead to more logjams and higher costs. A scaling mindset is a systematic approach to fast growth that gives your company the income to buy the resources to accommodate growth. You can use the LASSO Model to determine if you are ready to scale and, if not, what you need to do to get to that point.

The growth phase brings bigger pitfalls that are potentially more treacherous for your company than the startup phase. You need to stay uncomfortable to gain a better understanding of your market, finances, systems, employees, and external threats.

You may have realized by this point that you’ve checked off everything in your growth list except one: you don’t have a growth plan and you’re not sure how to create one. Chapter 2 shows you how to design a strategic growth plan so you don’t grow too slow—or too fast.









CHAPTER 2Creating a Strategic Growth Plan





To grow your company, you need a plan that establishes how you will grow and why your ideal customers should buy from you. Then you need to invest in the people and tools that can turn your plans into reality. If possible, distill your growth plan into a one-page document that will help you focus on the essentials and be easy for your team to digest.

Growth plans are different for each business, and you can implement different strategies depending on what type of business you have. But regardless, you need to keep your team thinking in terms of growth. Once you establish a growth mindset in your employees, you and your team can continuously look for new opportunities for growth.




What a Growth Plan Is … and Isn’t

A growth plan may be hard to wrap your head around when you’re getting started in your business. Before you offer your product and/or service to the world, you need to focus on establishing a value proposition for potential customers and find out where your ideal customers are. Once you do, you can measure your progress as you sell your product and/or service. Those measurements will help you identify new revenue streams and let you compare yourself to the competition. That comparison will tell where your strengths are so you can focus on them. And when you have a clear idea of what you do and who your customers are, you can use that information to attract talented employees.


Establish a Value Proposition

Before you can grow, you need to think about what sets you apart from the competition. For example, some companies compete on authority. Whole Foods Market touts itself as the place to buy healthy and organic foods. Walmart asserts that it’s the low-price leader and no one can beat its prices. Whatever competitive advantage you find, stick with it. If you don’t, you run the risk of devaluing your business because customers won’t know what you stand for.
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