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FOR WHOM IS THIS BOOK WRITTEN?

You are a successful, energetic and intelligent entrepreneur.
You have grown one or more businesses to a critical mass.

You are turning over several million dollars and hired five or more people.

You are working too hard and would like to redefine your role in the business.

Your business growth has stagnated or not growing as quickly as you would
prefer.
You have the energy and motivation to Scale New Heights
Your motivations can include:
» scale a business to grow or,
» the desire to own a bigger business or,
» aplan to exit after Scaling New Heights.
My hope is that you find this collection of vignettes and expert opinions to

be useful and that your business Scales New Heights.

s/k\

About Rod Hore
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INTRODUCTION

Craig Saphin is a successful, experienced, and
articulate business leader. I am delighted he has
devoted the time and energy required to write this
book and provide his structured business strategy
framework to a wider audience.

I deal with small to medium business owners
daily, and I love it. They will all benefit from this
book.

There are many smart, driven business owners
devoting all their energy and resources to the
continuing processes of their organisation.

However, many of these organisations have not
clearly articulated why they are in business and
what greater purpose their business will stand for.
Many have not set goals that are defined, measur-
able and can be used to engage and motivate teams
towards the common objective. Many have not
reconciled their own personal plan with that of
the business.

My company, HHMC Global, assesses organisa-
tion’s performance and manages buy and sell trans-

actions. When it is time to value an organisation



or enter a sale transaction, there is often a disconnect between market reality
and the expectations of the shareholders.

Selling a business that has a rectifiable strategy or performance challenges
is rarely recommended. A business needs to be performing strongly to enter
an equity transaction process, especially as the owners may be required to stay
within the business for a period following the sale.

When it comes to assisting business owners through the challenges they
may encounter from time to time, we defer to the specialists like Craig.
Sometimes a business owner benefits from an advisory board or a business
coach, but often a rebuild of the strategy and the plan to execute that strategy
is required.

I've had the pleasure of meeting Craig in his role as an international CEO,
and more recently as he has developed Craig Saphin Consulting to provide
strategic support to progressive business leaders.

There are few business advisors that have the relevant breadth of experi-
ence that Craig has gathered: living and working in countries with a different
language, culture and business practices; being part of the largest corporate
structures yet working with small to medium services organisations; and
constantly travelling throughout Asia. Working across countries as diverse
as Japan, India, Vietnam and Australia is challenging and enlightening, and
when you live life fully like Craig, you gain rare experience.

As an external advisor, Craig has observed organisations that lose
momentum and plateau.

Loss of momentum often occurs when the size of the organisation grows
beyond what can be controlled and managed by the founders’ personal influ-
ence and enthusiasm. For many service organisations, this stagnation can be
when an organisation grows to the point where structural changes are needed
in terms of leadership, internal recruitment, sales, and commercial capability.
Business performance can also be reduced by changes in the market, major
client movement, leadership or shareholder changes, or even new competition.

These are the business owners that will benefit most from this book. Those
who are starting out in business will also benefit from the clarity and structure
provided here.

Craig articulates his strategy for building sustainable and growing organ-

isations. The Five Pillars approach in Scaling New Heights is an inspiring

read from cover to cover. However, it is cleverly written in bite-sized topics
that can be easily digested by a busy company owner when a particular issue
requires attention. Complimented by interviews and action lists, this is a book
that sits on the owner’s desk and never gathers dust.

Business owners know that it is hard to attract, develop and hold the
essential talent, especially emerging leaders. If the business is not engaged,
successful and moving towards a common goal, then talent will move. Without
an engaged team, success is not possible. If your business stagnates, Scaling

New Heights will help you regain focus to reap the rewards you deserve.

—Rod Hore
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PREAMBLE

“Stagnation”: the lack of activity, growth or development.
“Scaling”: enabling and support growth in a business.

At some stage in their history, most successful businesses experience
stagnation.

If you are an energetic, successful entrepreneur who has a stagnated busi-
ness, “Scaling New Heights” is written for you.

Scaling a successful business to new heights requires a new strategy and a
revitalized approach.

As part of my business career, I have spent more than 30 years working
throughout Australia, India, China and Asia from Sydney and Tokyo.

One thing that is constant in Tokyo is change. The biggest physical mani-
festation of this change is the regular demolition and rebuild of the vast Kanto
plains skyscape. Modern architecture in Tokyo is stunning. The use of space,
the creation of new communities, the mix of commercial and livable spaces
and the conversion of inefficiency into efficiency are all impressive and a
beacon and mecca for design and architecture globally.

However, the big thing I noticed in this never-ending transformation of a
modern megacity is that new building sites seem to take forever before there
is something visible out of the ground. To create a 50+ floor tower in a city
that is experiencing frequent earthquakes requires careful engineering of
the building foundations and then advanced design in the structure above.

The buildings are designed to move in an earthquake, and they do that in a

way that can generate a seasick feeling for the occupants. However, they stay
standing, and life goes on just minutes after the earthquake passes, even while
the building continues to sway gently.

In a related situation, I have noticed that successful small businesses quite
often go through a period of stagnation because they don’t have the solid foun-
dations required to withstand “earthquakes” and the many changes and chal-
lenges that come with Scaling New Heights.

The small to medium-sized businesses I have had the privilege to work and
partner with have all been led and grown by intelligent, energetic entrepre-
neurs who have a burning desire to grow a business and create an environ-
ment where people love to work and earn a living to support themselves and
their significant others.

Regularly this business growth goes through a period of stagnation. At these
times, Scaling New Heights seems impossible, and the old tricks and innate
entrepreneurial skills are not resulting in the same meteoric rise.

If your business stagnates, Scaling New Heights requires a rethink. It
requires the utilisation of a five pillars approach which can be used to Scale
New Heights in a sustainable manner. Careful attention to the five pillars of:

» Business Foundations,

P Sales Strategy,

» People and Culture Strategy,
P Strategic Marketing and

P Operational Excellence

can help to put in place a new perspective and relaunch your business so
that it can Scale New Heights.

I hope this collection of vignettes and expert opinions helps to reinforce
your great ideas and trigger a fresh perspective.

I hope your business Scales New Heights.
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1.1

The golden question:
“What will my business success look like?”

Many clients I meet have established, successful businesses. However, in
some cases, the businesses have started to stagnate in growth. For a successful
entrepreneur who is used to things going more to plan, the stagnation can
create frustration. Successful entrepreneurs are used to regular “wins”. The
wins motivate and excite them.

These entrepreneurs have the ability and authority to float and test new
ideas. In this scenario, it can be unusual for these founders not to experience
success and the immediate or short term returns on effort.

Most successful businesses can, and should, be run and grown by the
founder and entrepreneur for the first few years. At some stage, there will
come a time for business consolidation and restructuring. How the restruc-
ture and the consolidation is executed will determine how and if the business
Scales New Heights.

In initial meetings with the founder, I ask “what does your business’ success

look like to you™?




SCALING NEW HEIGHTS

It’s an important question because it frames the shape of the restructure
and the focus for the consolidation.

Some recent answers to the question “what does success look like for your
business™?

“All my staff will be happy and feel they are successful at work.”

“Our company contributes back to society and is making a difference.”

“I just want to make money.”

“That’s a great question. I have not really thought much about it.”

“I want to grow a business with turnover greater than $60 million within
three years”.

“I want a business valuation of $15 million within five years and then to find
a buyer.”

At any critical stage in your business journey take the time to ask yourself
the golden question: “What will my business success look like?” Growing a
business is not an easy endeavour and therefore, take the time to work out
why, and what you envisage.

In my day to day meetings, I regularly meet some extraordinary, talented,
energetic entrepreneurs who have built multimillion-dollar businesses with a
strong market brand. These businesses have great facilities and enviable long-
term client relationships, generating repeat business year after year. They may
lack detailed or basic “strawman” business plans or careful and ongoing finan-
cial analysis. However, they survive each year through the grit and determina-
tion of the founder.

Business publications and news feeds are full of helpful advice on the types
of questions a successful business owner should be asking themselves. Almost
certainly, the articles and the advice include a manageable list of buzz words
and “to-do lists”.

As an example of this, Zipkin’s list of 50 “Easy” personal and business goals
is helpful because it combines the personal requirements with the business
goals. In a more business-focused approach, Hasabnis’ list of 12 Business
Goals is very focused on just business.

With both of these useful approaches and the well thought out lists, the

application is very operational and tactical.

“WHAT WILL MY BUSINESS SUCCESS LOOK LIKE?™ 11

An advancement in this continuum is the well-known Simon Sinek video
which challenges all of us to start with defining our company’s “Why”. An
eminently useful exercise which leads to the purpose of the business and the
mission statement. It also leads to a strong customer message and, if deliv-
ered well, great customer experience and sustainable business.

The Sinek message forces us all to move up a few levels and think in a
more strategic mode.

Nothing is wrong with either of these approaches. However, at the time of
stagnation, you may hear yourself saying: “I can’t work any harder.”

As part of this, self-doubt may increase, and you may find yourself asking:

“What comes next?” In this context, I see many founders who go through
periods of self-doubt and gradually become jaded from long periods of perse-
vering without the expected return on effort and capital invested.

It is quite common for all successful business founders to go through
a period of growth and success for several years only to reach a point of
stagnation in business growth and development. The day to day pressures
of running a business and wearing several hats prevents any chance for the
creative entrepreneur to think about the medium to longer term. At this
stage of a business life cycle, what happens next in planning and execution
becomes critical.

Scaling New Heights, growing the business, keeping employees engaged,
planning for an exit, reaching revenue goals, improving profit levels and
expanding nationally or overseas are all examples of bigger goals that are
far from tactical. They need to be rooted in a passionately held personal goal
and form the basis of a well thought out strategy.

Before you embark upon another year of “doing your best” through a busi-
ness plan and determining your company’s “why” ask yourself the golden
question, spend some time working out “What will my business success look
like?”

Once this is clear to you, then you will find it easier to craft out your
company’s “why”, the Mission, the Vision, the Values and all other compo-
nents necessary for a comprehensive strategic plan and road map to achieve

your goals.
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If you can do this clearly and succinctly, then you will be able to visualise
the journey ahead. You can then engage your team and bring them on the

journey with you.

Action List:
» “What will my business success look like?" What do you understand
about your own business success?

» What are your key drivers?

v

How long do you give yourself for this project?

» What is your process for regular and rigorous review?

1.2

Platitudes or Imperatives
— Mission, Vision and Strategy

Executive Summary

» Many companies have a mission and vision statement. However,
the degree to which this is communicated and the resultant
engagement in the organization can be very different from these,
typically, bold statements.

» The CEO or managing director is responsible for regularly
communicating the company mission and vision.

» The company mission, vision and strategy are business imperatives

when they are current, well understood and foster engagement.

A few weeks ago, I spent a day interviewing the members of the leadership
team of a fast-growing services business in SE Asia. Talking with young, intelli-
gent, energised and switched on leaders is always great. Within a few minutes,
it is easy to ascertain which leaders understand the company Mission, Vision
and Strategy. More importantly, one can gauge the level of engagement and
alignment for each leader.

In this particular instance, the responses varied from lack of engagement to
operating with “own agenda” to fully engaged. I concluded there was a lack of
alignment, which was one of the reasons for low company performance.

If you want key stakeholders engaged and “walking the talk” on strategy
and strategic priorities, then the best place to start is with the foundation

pieces of Mission and Vision.








