
Regenerate Your Business
How to unlock the potential in your business

to thrive in the times ahead
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Blueprint for Regenerating your Business 

Regenerating your business is about reset, regroup, and relaunch to unlock the potential in 

your business in a way that is the least disruptive to your team, your customers and your 

suppliers. 

The need to regenerate a business comes about usually through a crisis.  Whilst we have 

never seen a crisis quite like the one we are in right now, we are liable to be impacted by a 

crisis at any time through the decisions we make, disruption to the market we are in or, affected 

by external events. 

At all these times we have got to start by taking stock of where we are, identifying where we 

want to go, and deciding what vehicle we need to get there.  This analysis may result in 

requiring a different team, new systems, new products or services, and a different way of 

marketing them. 

Once you have considered the above, you are in a position to reset, regroup and relaunch.  

Now is the time to add a digital aspect to your business. 

To achieve this, it is essential to have a plan. In this document, we include a Four stage plan 

with Twelve steps in total. 

Stage 1 Preparation: 

Step 1 START: Know where you are 

Step 2 PURPOSE: Commit to what you want to achieve and why 

Step 3 FINANCES: Know your numbers and targets 

Stage 2 Design: 

Step 4 REDESIGN: Redevelop your business model for today 

Step 5 PLAN: Set your three-month objectives 

Step 6 PROBLEM: Define your customer needs 

Step 7 TRUST: Design your customer pathway 

Stage 3 Develop: 

Step 8 TEAM: Realign your team and talent 

Step 9 CHANGE: Managing the impact on stakeholders 

Step 10  RESOURCES: Launch, systems, schedule  

Stage 4 Implementation 

Step 11  MEASURE: Track, adjust and refine 

Step 12  COMPLETE: Deliver successfully and repeat  
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Completing the Twelve Steps 
These twelve steps create a leadership pathway and are loosely based on a system called 

Entrepreneur Dynamics – the number one system for Agile Leadership, created by Roger 

James Hamilton of the Genius Group – the leading education group for Entrepreneurs. 

Agile leadership is similar to the agile methodology used by engineers and IT development 

teams to deliver projects rapidly, with a clear focus on solving the problems of customers in a 

short period of time.  It is about being willing to be flexible and see new potentials and 

opportunities and going for them. 

People aren't buying the same products and services they were in the same way. But once 

you focus on solving your customer problems, demand for what you deliver will multiply as 

they are being challenged with more problems than ever.  Many businesses are not surviving 

right now and do not know how to regenerate themselves, so you need a proven method not 

just to survive but to thrive. 

Those of you who are Doctor Who fans will be familiar with the act of 

regeneration.  The Doctor has regenerated 13 times so far.  Each time he (and 

now she) has a new face, new clothes, a new personality, and even a new 

vehicle (Tardis).  What has not changed is the knowledge, skills, and 

experience he/she has gained during their very long life journey. 

A similar concept exists in Japan.  Unlike Europe, you will not find decayed castles, temples 

or homes.  The Japanese believe that when something does not fulfil its purpose any more, it 

must be replaced.  Some temples have been replaced five times to remain relevant. 

 

Your business should be like the Japanese philosophy, knowing when the old model has 

fulfilled its purpose and be willing to change to take on a new model that is right for the times 

we are now in.   

However, it is not about replacing everything immediately. You have to go back to testing your 

market to see what works and not try to trampoline your way to success. 

There are two ways that you can use these twelve steps. The first is to get the general 

principles of the steps from this guide and apply them on your own. The second is part of a 

series of 10 weekly sessions offered on page 15.  
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Preparing for the Winter Ahead 

 

We are living in unprecedented times. We are currently living through the immediate impact of 

the coronavirus crisis, and we are heading into what experts are predicting to be the greatest 

financial crash in history. 

If you are like most of the business owners, you will be feeling the effects, particularly 

financially. You are also likely to be experiencing changes in behaviours and needs of your 

customers and your market.   

Even worse, you realise you need to fix the short-term business challenge of furloughed staff, 

remote working, social distancing, customer and supplier fears, complex legislative 

requirements, and much more while keeping an eye on the upcoming opportunities.  

Over the next 3 – 5 years, the key focus must be longevity if you are also able to grow and 

increase your profitability, that is a bonus.  The goal needs to be to protect your cash flow, 

keep the business profitable, and where possible, provide employment so the community can 

thrive as well. 

The times we are now in have catapulted us to a far more digital world.  Therefore, the majority 

of businesses need some aspect of digital in their business model.  A digital business is not 

an online business; it still contains a high level of personal service and customer trust.  

It is now apparent that if you do not have a digital aspect to your business generating remote 

sales and cashflow, you will be facing an uncertain future. 
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By adding a digital component to your business, you have the opportunity to attract a wider 

audience, even a global audience.  You can take advantage of new and different behaviours 

of your customers, e.g. less travel, more home-focused, more family time.   

You also have the opportunity to save time and costs by delivering services digitally and can 

have a competitive edge over others in your sector who are expecting the old ways to return.  

Above all, you have a greater opportunity to participate in a rapidly growing digital world. 

If you look at the global companies below, you will recognise them all as market disrupters 

and early adopters of a digital layer to their business.  None of these markets were previously 

high tech, but by the founders leveraging technology, they were able to change the way we 

buy cars, computers, accommodation, meals etc. 

 

 

 

 

 

With crisis comes possibilities; it is always in the times of greatest crisis that lie the opportunities 

of a lifetime.  But you need to be prepared to go against the crowd and step out of your comfort 

zone to reap the benefits. 
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The Four Stages & Twelve Steps Explained 

 

Stage 1: Preparation 

This stage is about reset.  It goes back to the fundamentals as to why you are in business, 

your purpose both in life and in your business mission, and ensures you reconnect with the 

market that you operate within. 

Step 1 - START: Know where you are 

The first step to get started is with yourself. To change your business, you need to be the 

leader and the catalyst, otherwise, no one will follow you. That means getting clear on where 

you are now so that you begin with a realistic starting point and a personalised path that will 

work for you.  To really get a thorough picture of who you are and where you are right now 

personally and for your business, you need to be clear on your: 

• Personal vision • Personal & company IKIGAI 

• Natural talents • Impact level TM 

• Learned skills & experience • Market position 

• Passions & interests • Customer avatar(s) 

• Purpose • Existing team 

• What you care most about • Personal & company values 

• The lifestyle you want • Current operating model 

• Wealth spectrum TM level 
 

Start by taking looking at your IKIGAI (see below) this is an ancient Japanese tool that gets 

you focused.  It also helps if you understand your natural personality, your passions, your 

purpose, and what level of entrepreneur you are and what level your business is at (start-up, 

solopreneur, owner/operator, SME, Corporate).   
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Most people have completed some form of psychometric testing; this is the time to get out the 

reports and reread them.  Or you can use the links below to complete a few assessments that 

are available on a platform Geniusu.com. These are free to take after registration. Here are 

the links to complete the various assessments: 

Genius Test: http://bit.ly/GeniusTesT 

Wealth Spectrum: https://bit.ly/wealthspectruM 

Passion Test: https://bit.ly/PassiontesT 

Purpose Test: https://bit.ly/PurposetesT 

Step 2 - PURPOSE: Commit to what you want to achieve and why 

The results of taking Step One are likely to find that what you were doing before your decision 

to regenerate is not as aligned to who you are as you would like. That gives you a chance to 

create a new beginning that is more inspiring and empowering to you than previously. 

This step allows you to realign your business to your purpose and to something that you find 

fulfilling as well as provides you with the income/cash flow you need to remain profitable.  

The best place to start is with a clean sheet.  If you were starting your business today, what 

would it look like, what services will you offer, who are your customers, what are your product 

lines, what resources do you need?  Above all, what does the world need that you can serve 

and get paid for doing? 

To assist with this process, identify where you want to be in ten years and one year from now? 

Then think about where you need to be in three months' time.  Now set your strategic direction 

and the tactical steps you need to take to get there. 

Step 3 - FINANCES: Know your numbers and targets 

The biggest challenge when regenerating your business is to know the impact on your 

finances.  Whether you want to focus on cutting costs, changing products or attracting a new 

audience, you need to know what your targets are, and how you are going to get there. 

When you look at your financial targets and what you want to achieve each month, it influences 

http://bit.ly/GeniusTesT
https://bit.ly/PurposetesT
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your marketing and your sales targets.  If you wish to make £10,000 per month and you charge 

£2,500 for your services, then you only need four customers to reach your goal.  For this, you 

may decide to use Linkedin, referrals, or targeted meetings. 

If, however, your target is £100,000 per month and your product is £97, you will need a very 

different vehicle and avenue for marketing.  For this, you may use Google Ads, Facebook Ads, 

Affiliate schemes, and others. 

If as you regenerate your business and the direction has changed, it is essential to reset your 

numbers. This is a process of planning for the worst and aiming for the best. What is the 

highest value you can deliver at the lowest cost and how can you maximise cash flow to hit 

your goals? 

Stage 2 Design: 

The design is where you start to get into detail.  Remember you are designing something 

that is what your customers need, NOT what you want to provide to them or think they need! 

Step 4 PROBLEM: Define your customer needs  

Before commencing on the design for your new business, it is vital to get clear on exactly who 

your customer avatar is.  You may have multiple products and services designed to serve 

different avatars, so make sure you differentiate.  This step is critical to the longevity of your 

business. 

 Your (potential) customers have a problem they need solving now, and they're willing to pay 

for it. They may be the same customer you have been serving, but it may be a new customer 

avatar that needs your help right now. 

Step 5 - Redesign: Redevelop your business model for today 

Once you have your strategy and a clear understand as to who you are serving, it is about 

redesigning your products, services, and operating model for the market TODAY.  In fact, you 

may now be serving a different market and to move from a local to a more global client base. 

Your redesign process needs to include looking at the following: 

Policies (Why): What legislation, industry standards, or other strategies do you need to 

consider that may affect your business. 

Tools & Technologies (What): What platforms, tools, and systems exist that you can leverage 

off rather than create your own. The key is to integrate as much as possible—for example, 

Xero for accounting, TeamUp for online classes, Thinkific for online training, etc. 

Processes (How & When): What processes need to be redesigned or introduced to operate 

your new business model.  

People (Who): What roles, skills, and organisation do you need?  Is a partnership model 
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appropriate, do you need your team to be inhouse or can you tap into the gig economy? 

Logistics (Where): What infrastructure do you need, can you repurpose what you have or do 

you need new capital investment, where will this be performed, does it now entail remote 

working for your team? 

The key is to be high-tech but offer a 

personalised service (high touch).  Look 

for simplicity, harmony, and 

opportunities. Ask your customers, 

friends, networking groups what works 

for them and what is needed now 

Research to see what is working for 

other businesses, not necessarily in your 

sector, and then adapt and adopt. 

Leverage existing platforms, don't try to 

build your own. 

Connect or partner with others who are already digital.  Get assistance from others who can 

help you recreate your business 

Step 6 - PLAN: Set your three-month objectives 

Why create a three-month plan? This is the length of a season, the length to form a habit, 

enough time to plan and execute whilst short enough to get results fast. Take a week to 

prepare and then have twelve weeks to accomplish, adjusting your strategy as you go. 

Set up to three goals each for your financial objectives, your development objectives, and your 

learning objectives. In this way, you are always earning or learning. Always define the 'Why' 

and the 'What' before being concerned about the 'Who', 'When' or 'How'. 

Most regeneration models will suggest you create a project plan at this stage.  We are a little 

different; we suggest you create a Promotion Plan, so you are starting to promote your 

regenerated business long before your redesign project is complete.  This provides 

momentum and allows you to start achieving your cash flow faster. 

Gone are the days of creating three or five-year plans.  At best you can forecast for a year and 

then revisit every three months, then review monthly, assign weekly and check in daily.  

Implement the process used by companies, including global Corporates such as Microsoft, 

who take an Agile Leadership approach, which has proven to be very useful in getting results. 

 

Step 7 TRUST: Design your customer pathway 
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The new customer pathway you are designing calls for a model that can deliver value remotely 

so you can focus on a more global model.  Whilst you may still rely on local customers, this 

may not be enough to deliver the cash flow you need for longevity. 

Regenerating your business is not about ignoring or abandoning your existing customer base, 

it is about expanding it to provide more options and to serve a broader, perhaps different set 

of communities.  You may also identify that by partnering or joint venturing with other 

businesses, you can create a far better offering to clients. 

The two mistakes most people make when designing a digital pathway is, they try and charge 

too much too fast instead of growing at the speed of trust, and they start at the wrong level of 

complexity. 

If you are a solopreneur, you can start with a simple partnership or package your expertise. If 

you are a micro company or start-up, you can launch a simple pilot product or service, which 

you grow as you learn. If you are a larger enterprise, you can create a digital pathway with the 

support of outside expertise.  

Whatever pathway you develop, you need to have a marketing plan and actions that align with 

your customer avatar, your financial goals, and your operating abilities. 

In today's market, TRUST extremely important if you 

want longevity.  Building a community based on trust 

must be a priority.  According to Stephen M.R. Covey, 

there are various waves of trust that create a long-term 

business.  These are:   

First Wave –  Self Trust 

Second Wave –  Relationship Trust (Behaviour) 

Third Wave –  Organisational Trust (Alignment) 

Fourth Wave –  Market Trust (Reputation) 

Fifth Wave –  Societal Trust (Contribution) 

Stage 3 People: 

You can have the best technologies and processes, but if you do not focus on the people, 

you will have failed. 

Step 8 TEAM: Realign your team and talent 

Many entrepreneurs make the mistake of setting up their team before creating their 

regeneration plan, which means you end up with the wrong team or the wrong strategy. 

Whilst it is essential to look after your existing staff, it is more critical that their roles are aligned 

with their natural talents.  If you are not sure what these are you can get your staff to take the 

Genius Test in Step one, or better still develop a high performing team using Talent 

DynamicsTM (see page X) and the eight profiles that will provide you with the ability to align 

your staff to their talents even more accurately 
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If you completed the Impact assessment in Step one, you know there are seven levels of 

enterprise that cover all companies from one customer to a million customers. If the size of 

your company has changed in the last six months, you will need a team to suit the new level 

of your company: 

There will be a good chance the expertise you need for your regenerated business is not in 

your team right now. Therefore, get the right contractors, partners, or mentors who have the 

specific skills and expertise you need to succeed. 

The Impact Meter is the creation of Roger James Hamilton  

Step 9 CHANGE: Managing the impact on stakeholders 

Stakeholders are anyone who will be affected by the changes you make to your business as 

you regenerate to meet your market's demands at this time.  They can include Customers, 

Suppliers, Staff, Contractors, Service providers, Legislative bodies, to name a few.  

Transition to a new business model should not happen by chance; you need a specific change 

plan that is people-focused.  The goal is to transition with the least amount of disruption to all 

your stakeholders.   

However, there may need to be changes that require careful planning and should follow a 

four-stage process of:  

Stage 1 – Prepare for Change 

Stage 2 – Planning Change 

Stage 3 – Managing Change 

Stage 4 – Reinforcing Change 

The size of change influences the impact of the transition on your business, and whether you 

are going to do it gradually or a 'big bang' approach. 
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Step 10 - MARKETING: Resources needed to operate and market your business 

To ensure you can be found and transacted with digitally, a business needs the basics of the 

right landing pages (website), payment platform, social media, community platform, and CRM 

system. These can be for a minimal cost depending on the size and complexity of your 

business. 

Digital marketing may be a skill you do not want to build and is something you should consider 

outsourcing.  It is essential to have a marketing strategy, which is flexible and can be adapted 

as things change very quickly in the digital marketing world. 

If you are a solopreneur or a micro-business, it is best to start marketing one product, to one 

customer avatar through one social media channel.  The key is to continually measure results 

and adjust until you find a formula that is working.  After that, you still need to check in regularly 

to maintain optimum performance. 

To be effective, the tools you use must have integration to have a seamless pathway to build 

your followers, community, prospects, and customers, known as the value cycle.  Once you 

get this right, it is a self-feeding system of new prospects and customers.   

To be successful in your marketing efforts, it is about building trust and an excellent reputation.  

Most sectors now have independent review sites, e.g. Trusted Pilot, Google My Business, Trip 

Advisor that can make or break your business.  A high-tech but personalised service builds 

reputation, which is why it is such an essential part of today's business model with daily 

monitoring in most cases. 
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Stage 4 Implementation 

Implementing your plan is where the 'rubber hits the road' and your hard work pays off. 

Step 11  MEASURE: Track, adjust and refine 

Just as the agile methodology has a rhythm of sprints and reviews, agile leadership has a 

rhythm of promotions and processes. You should be adjusting the 'Why', 'What', 'Who', 'When' 

and 'How' is critical to the way you earn and learn over the 12 weeks of the plan. 

It is essential to have sound measuring systems to obtain predictability and consistency.  

These guide you in your decision-making and help you to plan and grow is a sustained way.   

By having a culture of measurement, you can control your risks, manage your finances, your 

teams, and resource requirements as well as look for areas of opportunity.  It is a constant 

process or plan, renew, and review.  If you are looking for longevity, having a good set of 

measures will help you to achieve your objectives. 

When redesigning a business, there needs to be a benefit for any action to be taken.  If there 

a benefit cannot be identified then an idea needs to be discarded, especially now, when it is 

not the time to speculate or take on more risk without the benefits being clearly visible and 

measurable. 

Growth is about scaling from 1 customer to 10, 100, 1,000, and upwards rapidly. Each step 

needs a shift in approach to keep things simple as complexity grows.  The best way to be clear 

what these shifts need to be is to have useful predictable data for decision making. 
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Step 12  COMPLETE successfully and repeat 

With the right support and mentorship, you will find that within four weeks, you can have 

developed an entirely new revenue stream by following these steps and working with others. 

Three months will allow you to implement, measure, refine, and repeat. 

This process is a continuous cycle of learning and improvement.  At the end of the three 

months, it is not that you will have ended a project that is generating revenues, and you need 

to find a new project to start. Instead, the endpoint should be that the model you have 

developed gets multiplied and the stream can turn into a river, with an ongoing flow. 

 

 

Like the Doctor, it is not about forgetting the past; it's about creating a new 

and unique face and persona that builds on the knowledge, experience, and 

wisdom already gained and ensuring you are still relevant today. 
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What can you do now? 

We offer three models to assist leaders in redesigning and regenerating their businesses. 

This blueprint step-by-step guide supplies sufficient information for a leader to follow.  

Provided you have enough knowledge and the time to research and develop the necessary 

templates and strategies to implement the changes required. 

In conjunction with the very experienced and highly respected, Peter Roper - the Family 

Businessman, we are running a series of courses that follow the twelve steps.  These courses 

are designed primarily with practical 'hands-on' action steps to regenerate and implement your 

new business model. 

The course is held over ten weeks with maximum participation of 12 attendees.  There is one 

live session of 72 minutes each week and actions to be taken by the individual to be completed 

between sessions.   

Peter and Gillian will provide mentoring guidance, but the power of the sessions is the 

collaboration and support given between attendees.  All sessions are held via Zoom, with 

breakout rooms used where appropriate.  The cost of attendance is £297.00. 

Gillian or one of her associates can work within your business to help you to regenerate your 

business and deliver the changes required.  We provide more than a consultancy service; we 

are actively 'hands-on' and works alongside you to achieve the necessary changes. 

We will tailor a project specifically to your needs, starting with a small, low-cost set of 

objectives that ensures you will get the value anticipated through experiencing working 

together.  If appropriate, a more comprehensive assignment can be discussed. Meaning you 

are in full control of both the costs and the required outcomes at all times.  We deliver: 

➢ Business model strategy and redesign 

➢ Leading change through people focus 

➢ Stakeholder change readiness assessment 

➢ Operating model redevelopment 

➢ Team dynamics and restructuring, including recruitment 

➢ Digital marketing strategies 

➢ Succession planning and generational transition 

Contact Gillian on 07555 542916 or at gillian@radial1.co.uk for more information and a 

personal discovery call to see which service is right for you. 

mailto:gillian@radial1.co.uk

