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What did you think building 
a business would be like?

What is it actually like?



Who I am

What we do

My two sides



Toilets / Fire Alarms



Photos / Video



No 
devices



Ask Q’s as 
we go



Share & Learn



Please take photos of your work, 
BUT you will get a resource pack 
with ALL the slides



Let’s set some 
context



DO LESS… BETTER



MUCHCLEARER.COM

Sean SankeyRebecca Stockdale







18 cycles

110+companies 
across sectors

12 focused on 
domestic growth

8 focused on int'l 
Growth

Lots of copycat!



400+ people

4.5 out of 5



“I wish I’d brought the whole team. 
We’re doing a full debrief on this as 

soon as we get back!” 
Membr

“Forced us to speak about the things we 
didn’t have clarity on… and helped us 
start fixing those issues in the room” 

Mercarto 

“We're leaving with actions that we can 
get started on immediately. Actions on 

topics that have become much clearer.”
Reach and Rescue 



Elevated questions

Intentional Experiments

Rapid Progress



HMW

…get HP to rebuy an 

innovation project?





Businesses fall in love 
with experiments



28

Got the attention of 1 retailer in NY

Split tested campaigns on TikTok

Tested a new data offer with client A

Did a 3 week fact find to Austin, TX

Made the next 4 Fridays full day leadership meets

1st US sale in 14wks

Whole new stream

50% of biz, 18m on

Office open in 6m

Landed Series A

Growth Experiment Types / Examples

What if we…



Let’s Go



Not a seminar. 
An actual workshop... Making things
6 hours
5 exercises
3 people
A suite of specific growth experiments for your company…
…prioritised, ranked and ready to go!



Leaders 
 

Businesses
(incl 1 Facilitator)  

Partners  

Roles

Rebecca / Sean co-ordinating from the centre. Able 
to be pulled into teams where needed to clarify / 
problem solve

Three people from each business.
One person who doesn’t mind scribing / steering 
conversation

Allocated to a business for the duration of the event. 
Sat on their business’ table supporting them in 
succeeding through the process
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Sprint Question

Which 3-6wk experiments would 
most help us accelerate progress with 

international customers?



Sprint Question / Lens
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The Boat Lightning 
Demos

Growth 
Experiments

Clarify & 
Commit
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So…



GOALS



Vision 
always 
outstrips 
capacity



“There will always be more challenges, 
opportunities and ideas than there are 

people, time and cash to execute.”



Getting clear on priorities



Getting clear on priorities



6-12m, our priority goals are… Our main market facing 
opportunities are…



6-12m, our priority goals are… Our main market facing 
opportunities are…

6months

1. Grow UK by 15% 

2. Get our first toe-hold 
in the US

3. Lay foundations for 
rapid expansion in H2

1. White-label 
partnerships

2. New line of sling / 
travel bags

3. Known distributors 
in New York

4. Trade Show in 
October



6-12m, our priority goals are… Our main market facing 
opportunities are…

1. Launch Iberia service 
network

2. Add 1 new major 
account in each 
geography (150K 
spend each)

3. Launch VIPA solution 
in 3 existing depots & 
get IP to sell / 
franchise

1. Iberia partner 
relationship

2. Existing country 
managers networks

3. Invest in our 
international 
tenders team

4. Licensing VIPA



Guidance on getting clear

1. There’s lots to do (!), but what matters most

2. Focus on Product, Customer or Financial goals

3. Articulate specific customers / channels / 
markets as opportunities

4. If you’re unclear / torn, don’t worry…            
we can iterate!



This time is only as useful to your willingness to 
lean into conversations that matter



6-12m, our priority goals are… Our main market facing 
opportunities are…

1. Launch Iberia service 
network

2. Add 1 new major 
account in each 
geography (150K 
spend each)

3. Launch VIPA solution 
in 3 existing depots & 
get IP to sell

1. Iberia partner 
relationship

2. Existing country 
managers networks

3. Invest in our 
international 
tenders team

4. Licensing VIPA

20m





GRID





What’s the purpose of a plan?



The purpose of a plan is never to 
deliver the plan… 



The purpose of a plan is to deliver 
alignment and momentum



Two guiding
principles for 

SPRINTS



Getting started 
is better than 

being right 



Together, 
Alone!



The Grid
Let’s start with some space for
meaningful and structured 
conversation about 

• where you are and 

• where you want to be 

…with international growth



The Grid

Sales

Mkt Knowledge

Finance & Legal

Vision

Offer
Mkt Presence

UK Enablers Overseas Results

Operations

We start by creating space for a 
meaningful and structured conversation 
about where you are and where you 
want to be with international growth…





Where we want to be 
in 6mths time

Where we 
score now



The priorities / commitments 
that spring from the insight

The gaps we will have / 
help will we need 



So…



First… 

Everyone here

1. Individually read 
through the 7 criteria

2. Write down the score 
where you think you are 
now & where you need 
to be in 6 months

TOGETHER ALONE

7m



Second… 

Facilitators

1. 15m conversation to 
agree on the Now 
and 6mth graph

2. 10m on the 
Commitments and 
Needs

25m









The Boat



What is a Growth Experiment?



“A 3-6 week effort to test a 
theory about something that 

could spur growth”



“A 3-6 week effort to test a 
theory about something that 

could spur growth”
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Sprint Question

Which 3-6wk experiments would 
most help us accelerate progress with 

international customers?



What’s moving 
us forward?

What’s holding 
us back?



What’s moving 
us forward?

What’s holding 
us back?



What’s moving 
us forward?

What’s holding 
us back?



Step 1: Create Input

Our US Sales 
Director has 

brought in 3 new 
clients in last 

six months

We’ve proven 
good product <> 

market fit

Conferences 
starting up again 

= building 
visibility

We still mostly 
get clients 

through 
recommendations

We don’t have a 
strong enough 
ground team in 

the US

Our market 
knowledge outside 

of UK / US is 
weak

TOGETHER ALONE

10m



One idea per 
post-it!



A short sentence is 
MUCH better than 

just one word



Together, 
Alone!



What’s moving us forward?

Our US Sales 
Director has 

brought in 3 new 
clients in last six 

months

We’ve proven good 
product <> market 

fit

Conferences 
starting up again = 
building visibility

TOGETHER ALONE

4-6m



Together, 
Alone!



What’s holding us back? TOGETHER ALONE

4-6m

We still mostly get 
clients through 

recommendations

We don’t have a 
strong enough 

ground team in the 
US

Our market 
knowledge outside 
of UK / US is weak



Step Two: 
Move your “Challenges” onto the Voting area



Facilitator “De-duplicates” 5m

Delete

Delete

Delete

Delete

DeleteDelete

Delete

NB. Don’t be tempted 
to cluster!!!

Literally just remove 
the duplicates



Everyone ‘Dot Votes’ the what they think 
should get attention first

Grab 5 red dot stickers per 
person and DECIDE where 
you’re going to vote on the 
most pressing challenges / 

blockers to growth

Multiple votes are allowed

5m



Step 3: Prioritise 3m

Facilitator moves 
post-its across to 
form top 3 tiers. 

Have a short 
discussion about 

what’s bubbling up. 



HMWs



Elevated questions

Intentional Experiments

Rapid Progress



Right now we’ve articulated some problems

We still mostly get 
clients through 

recommendations





Turn a problem into a ”HMW…?”

HMW

Find alternative ways to generate 

leads outside of recommendations 

from previous clients?
We still mostly get 

clients through 
recommendations





Turn a problem into 
multiple potential ”HMW’s…?”

HMW

Find alternative ways to generate 

leads outside of recommendations 

from previous clients?

We only get clients 
through 

recommendations
HMW

Build our brand so we start getting 

inbound enquiries from the US?

HMW

Create 3 leads a month from online 

channels in Europe?



Rules for writing a good one

1. Be specific…

2. You’re narrowing down the problem 
you’re trying to solve

3. You’re not creating another macro 
Sprint Question



So…



First… 

1. Take the top challenges 
and allocate 2 to each 
person

2. Each person write out 3 
different potential HMWs 
for each challenge

Anchor / Problem HMW



HMW

Empower and enable our 

US Sales lead to build 

their team quickly?

Last step

HMW

Create 3 leads a month 

from online channels in 

Europe?

1. Pick the most tangible / specific / 
HMW that you’ve written and red 
dot it (this is your ‘best’ candidate)

2. Pick a second place HMW to take 
forward as a backup

3. Create your “stack”



Share & Learn



Share and Learn

1. Follow instructions in the 
envelopes on tables. 

2. Intro your businesses

3. Share your top voted challenges / 
HMWs and begin pooling ideas 



Lunch





International 
Growth Sprint
The Global Scale-up Programme

know 
you’re 
limitless



Welcome Back





Lightning 
Demos



Sprint Question / Lens

0

The Boat Growth 
Experiments

Clarify & 
Commit

Goals & 
Grid

1 2 4 5

0

Sprint Question / Lens

Lightning 
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What’s this for?

1. Taking our HMWs and doing some 
research to inform thinking

2. Capture our findings and ideas 
simply and quickly



20m

Step 1: Research Step 2: Demo

15m







HMW

Find alternative ways to generate 
leads outside of recommendations 
from previous clients?



We’re gonna scrape some collective 
wisdom from the internet

Google search - “Examples of companies 
who have XYZ”

CHATGPT – “Give me ideas for answering 
the following question: How might we...”



- Blogs - Products you use - Published research

- Chat GPT - Case studies - Examples outside of sector

Search anywhere and everywhere…



HMW

Find alternative ways to generate 

leads outside of recommendations 

from previous clients?



Gymshark
Building profile through influencers

Main takeaway: 
Influencers already have reach / audience. 
Can we take advantage? 

Three things 
- Focus on a couple of influencers first. 
- Offer THEM something of value. 
- Create joint content quickly.

HMW

Find alternative ways to generate 

leads outside of recommendations 

from previous clients?



So…



Use the internet to do 
some research on “who’s 
done this before?”

Capture your best findings 
on your templates

20m

WIFI:
Password: 

GMCC Members
Chamber_Members



Gymshark
Building profile through influencers

Main takeaway: 
Influencers already have reach. Can we take 
advantage? 

Three things 
- Focus on a couple of influencers first. 
- Offer THEM something of value. 
- Create joint content

HMW

Find alternative ways to generate 

leads outside of recommendations 

from previous clients?







Lightning 
Demos



The Big Idea

Don’t worry if you didn’t do it 
“perfectly” 

The big idea is just to 

1. lift / shift thinking and… 

2. for everyone to hear 
multiple ideas / examples

Speaking of which… 



Pt2: Demo your findings

1. 2 mins to finish template

2. 2-3 minutes per person… 
playback your findings

3. Everyone take notes from 
every demo

15m







Growth Sprint
October 2024

Delivering on behalf of GM Business Growth Hub 





Q: If your parole case is being 
assessed by a panel of judges… 
what’s the most important factor 
in whether you’ll be set free?



Break slide

Form: Building your team



In a second we’ll explain what a 
growth experiment is and start 
building them… 

But first…



1. LET’S TIDY UP



6-12m, our priority goals are…
Our main market facing 
opportunities are…

1. Add 2 new major 
accounts (80K spend)

2. Launch VIPA solution in 
3 existing depots & get 
IP to sell

3. Train all managers to 
upsell to existing clients 
and target 20k growth 
on each account

1. October EXPO

2. Folkestone ‘land grab’

3. Licensing VIPA

4. Great relationships with 
MDs / Logistics Mgrs to 
build on

5. Fresh / younger 
digitally-aware talent 
coming through

2. SENSE CHECK

Does my HMW connect to 
our goals / market 

opportunities?

If not, can I reword / tighten 
/ pick another one?



Take your HMW and a 
blank A4

Make rough notes / 
sketches from… 

1. The lightning demos

2. Your initial ideas on 
what a solution / 
growth experiment 
could include

HMW
Find alternative ways to 

generate leads that are not 

just based on referrals

TOGETHER ALONE

5m

3. LET’S SKETCH





Growth 
Experiments



Sprint Question / Lens

0

The Boat Lightning 
Demos

Clarify & 
Commit

Goals & 
Grid

1 2 3 5

0

Sprint Question / Lens

Growth 
Experiments
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Elevated questions

Intentional Experiments

Rapid Progress



What is a Growth Experiment?



A 4-6 week blast of 
exploration to test a theory 

and drive real learning 
from your market

What is an experiment?



What do they look like?





145

Get the attention of 1 retailer in NY

Split test campaigns on TikTok

Test a new data offer with client A

Complete a 3 week fact find to Austin, TX

Next 4 Fridays are full day leadership meets

Remember these…???



HMW… 

~~~~~~~~~~~~~~~~~

~~~~~~~~~~~~~…?



We’re coding / analysing 250+  
Growth Experiments shaped by 
companies in Manchester, Lincoln 
and London over the last three 
years



9. Partner & Supplier interviews

10. Expert interviews

11. A day in the life

12. Discovery survey

13. Discussion forums

14. Feature Stub

15. Email campaign

16. Pop Up Store 

What do they look like?

17. Storyboard / Brochure

18. Explainer video

19. Clickable prototype

20. Single feature MVP

21. Process change

22. Simple landing page

23. Concierge Trial

24. Wizard of Oz

1. Split Testing

2. MOM-Test Customer Interviews

3. Prototype / Mafia Offer

4. Fake Door Trial

5. Secondary Source Research

6. Traffic / Social Media Campaign

7. Competitor Usability

8. UX personalisation

24 Experiment Types



1. Split Testing
2. MOM-Test Customer Interviews

3. Prototype / Mafia Offer
4. Fake Door Trial

5. Secondary Source Research

6. Traffic Campaign

7. Competitor Usability

8. UX personalisation

The top experiment types that 
scaling companies gravitate to



Compelling content to capture

Upsell webinars are working, but not well 
attended enough. 

If we segment our mailing list to three 
personas and target content at them with a 
super easy ask / micro-commitment then we 
should see an uplift in reg’s

1. Break our list (c.3000) into A. FANS recurring 
buyers,  B. WARM LEADS (<6m), and C. COLD 
CONTACTS (<12m) 

2. Create specific 45 sec explainer video & CTA  
for each group

3. Mail out and monitor click throughs / signups

20-50% uplift in registrations 
(average 18 per campaign)

6 weeks

Assumption / Hypothesis

Experiment name

Action Steps

Learning / Success Measure

Length

SaaS Startup
Email campaign

Explainer Video

HMW… drive 50% 

more registrations 

from our mailing list?



Get a pilot over the line

The mid-market is ready for a true hybrid 
working, IT & Facilities subscription-based 
model

If we develop a first level offer and ‘MOM-test’ 
potential pricing structures with six warm 
buyers, then we could learn optimal launch 
pricing and convince one of them to do a pilot

1. Consolidate the offer (4 weeks)
2. Run customer interviews – pricing focus
3. Refine and package
4. Look to engage for a pilot

We have a first version offer, tested from 8 
complete interviews and have one pilot agreed to go

8 weeks

Assumption / Hypothesis

Experiment name

Action Steps

Learning / Success Measure

Length

TECH BLUE CHIP
Mom Test Customer Interview

Mafia Offer

Split Test

HMW… launch a ‘kit and 

space’ subscription per 

user offer?



One thing that 
could make a dent / 

drive progress

Not a full solution to 
your entire problem / 

achieve your goal



HMW… 

~~~~~~~~~~~~~~~~~

~~~~~~~~~~~~~…?



All experiments start with a 
theory or hypothesis you 

want to test



We believe X… 

If we do Y then we 
should see Z



We believe US is our highest 
potential next market. 

If we can secure 1 retail 
partner in NY then we can 
expand from that footprint



Our assumption is that IT managers 
want visibility into their fleet 

If we split test two dashboard variants 
with 10 users then we’ll prioritise our 
roadmap, build our value prop AND 

sell a pilot!



So…



Compelling content to capture

Upsell webinars are working, but not well 
attended enough. 

If we segment our mailing list to three 
personas and target content at them with a 
super easy ask / micro-commitment then we 
should see an uplift in reg’s

1. Break our list (c.3000) into A. FANS recurring 
buyers,  B. WARM LEADS (<6m), and C. COLD 
CONTACTS (<12m) 

2. Create specific 45 sec explainer video & CTA  
for each group

3. Mail out and monitor click throughs / signups

20-50% uplift in registrations 
(average 18 per campaign)

6 weeks

Assumption / Hypothesis

Experiment name

Action Steps

Learning / Success Measure

Length

HMW… drive 50% 

more registrations 

from our mailing list?

WHERE WE’RE GOING…



Guidance on writing a good one

1. Get a sharp hypothesis (if we, then we) and 
the plan will look after itself 

2. Focus on testing something in the market… 
engage (potential) customers!

3. If struggling with 6wk limit, ask ”what could 
a smaller / first slice of this look like?”



So you’re going to…

1. Take your HMW

2. Write a hypothesis

3. Suggest what actions would get you 
started with an experiment

4.Define specifically the result / 
learning you’re looking to achieve

5. Set the timeframe & Name it!

HMW… drive 50% more 

registrations from our 

mailing list?

Compelling content to capture

Webinars are working, but not well attended 
enough. 

If we segment our mailing list to three 
personas and target content at them with a 
super easy ask / micro-commitment then we 
should see an uplift in reg’s

1. Break our list (c.300) into A. FANS recurring 
buyers,  B. WARM LEADS (<6m), and C. COLD 
CONTACTS (<12m) 

2. Create specific 45 sec explainer video & CTA  
for each group

3. Mail out and monitor click throughs / signups

20-50% uplift in registrations 
(average 20 per campaign)

6 weeks

Assumption / Hypothesis

Experiment name

Action Steps

Learning / Success Measure

Length







a) Silently read through 
each others GE’s

b) Add questions / ideas 
as post-its
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anything that needs 
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Together, 
Alone!
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Clarify & 
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Sprint Question

Which 3-6wk experiments would 
most help us accelerate progress with 

international customers?
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Taking it all 
back



Sessions like this 
can be great…



BUT

…Implementation 
is hard!!!



Three critical questions we can’t leave without answering

Who’s gonna co-ordinate experiments being done?

What EXACTLY does getting going look like?

When will we review and iterate from what we learn?



Someone who…

1. Cares

2. Is organized

3. The team will support in 
    making things happen

1.



2. Getting started TOMORROW

What’s the phone call that 
needs to be made?

… the meeting that needs 
to be booked?

… the software that needs 
to be purchased?





3. Review every 8 weeks

• What’s happened?

• What have we learned?
45m

Scale / Double down

Restart / Tweak

Shelve / Bin

Which experiments do we…



Celebrating completion… 
even on failure





Let’s bring this into land
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Elevated questions

Intentional Experiments

Rapid Progress



Vision 
always 
outstrips 
capacity



You will get a resource pack with 
ALL the slides



10 teams
297 post-its
182 slides
21 experiments

79 red dots
5 Growth Hub 
partners
66 cupcakes





Closing 
Thoughts
Ishan Duttar
Global Scale-Up Support



rebecca@muchclearer.com

sean@muchclearer.com



Thank you


