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AN OVERVIEW
GOAL

STRATEGY
How do we plan to achieve that? Why that direction? 
What will give us the most leverage?

What are we aiming at in the mid/long term? 
Why?

The Small Business Strategy Toolkit 
covers the following aspects: 

• Trends  
scanning the horizon 

• Goals 
setting & clarification 

• Strategy 
efficiency vs efficacy 

• Tactics 
brainstorming & roadmapping

TACTICS TACTICS TACTICS
What short-term projects can we  
execute to realize this strategy?

• Action step 1 
• Action step 2 
• Action step 3

The Absolute Small Business Strategy Toolkit
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WHY IS THIS IMPORTANT?
The Absolute Small Business Strategy Toolkit

Small businesses often rely on instincts. We 
must move fast, resources are thin, and don’t 
have the luxury of perfectly planning everything. 
Yet we also know if we fail to plan, we plan to fail. 

So the Strategy Toolkit is an organized, rapid-fire 
way of adding a bit of structure to an otherwise 
chaotic way of working. 

But first, what is strategy? It is making difficult 
decisions to achieve what we want. These 
decisions almost always require a tradeoff or 
sacrifice and that’s never easy. 

Ideally, we set aside time every quarter to work 
on and review our strategy. More realistically, it’s 
likely you only have time to do this once a year.  

So take this first time going through your Toolkit 
as practice. It might feel unnatural at first but like 
with all practice, eventually it’ll feel like instinct. 

Imagine that… strategy as instinct.

Strategy connects your long term 
vision to your daily tasks, creating 

clarity and focus.
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QUICK 
TIPS 1 2

Two brains are better than one
Complete this Toolkit at the 
same time with a partner, 
stakeholder, or key employee.  
 
This will give you another point 
of view for fresh ideas and a 
sounding board for important 
discussions. 

Print another copy now!

Move fast
Spend no more than 10 minutes 
per worksheet. 

The key is not getting it perfect, 
but thinking through the whole 
process. Trust your instincts. 

You can always do it again later. 
Set your timer and start!
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0. ZOOM OUT*
What is happening in the market?  
List out 3 trends, per category.

Take a wider view on the potential forces that may affect your business. It may either 
disrupt or drive your business. Consider this as you work through the Toolkit. 

2. Technology: which innovations interest you?

3. Economic: how is the flow of money changing?

4. Competitive: how is your industry evolving?

1. Societal: how are your customers changing?

*This is the quick version of trend observation. For a more in-depth analysis, check out the “Rapid Insight Guide for Small Businesses” (separate PDF).

The Absolute Small Business Strategy Toolkit
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1. BRAINSTORM YOUR SMALL BUSINESS GOALS
How do you want your business to be different in 3 years?  
List out 10 goals (big or small).

Most people UNDER-estimate 
what is possible in the future.  

Technology will improve. Skills 
can be learned. Resources can 
be found. 

Pause the current reality just for 
a moment. There will be chances 
for reality-checks later in the 
toolkit.  

First, dream BIG.

The Absolute Small Business Strategy Toolkit

Stimulus: Consider different areas of your business… sales, product development, reaching new customers, 
hiring, team development, market positioning, production costs, distribution, etc.
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2. EVALUATING THE GOALS
Go back and circle your TOP 3 goals from the previous page. 
Prioritize these three by answering the three questions below:

1. Which of these are most important? 
“This ONE goal impacts the company the most.”

2. Which are you most passionate about? 
“I love this. I have to do it.”

3. Which is most urgent or risky? 
“If we don’t do this now, there won’t be a later.”

The Absolute Small Business Strategy Toolkit
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3. ZOOMING IN: FOCUS ON ONE GOAL
Which ONE goal do you want to focus on for the rest of this Toolkit? 
Pick the goal that fulfills at least two out of the three criteria on the previous page.

1. Goal 
What is it that you want? Describe it more:

3. Rationale  
How would it tangibly benefit your business?

2. Motivation 
Why is it emotionally important to you?

4. Vision 
How will your situation change as a result? What’s the impact to your stakeholders?

5. Metric 
What will tell you that it’s been achieved?

The Absolute Small Business Strategy Toolkit
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4. BRAINSTORMING STRATEGY
How might you achieve this goal? Think of 7+ creative ways. Brainstorm big, broad, general ideas.

3 421

7 865

The Absolute Small Business Strategy Toolkit

Strategies are directional and it’s okay to remain somewhat abstract at this stage.
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5. PRIORITIZING A STRATEGY
Arrange the numbers from the previous page below. The best strategy is a balancing act between impact 
and investment.  Which will give you the most leverage for success? Arrange then, choose ONE.

Is it possible to have more than 
one strategy? 

Yes, definitely. It depends on the 
amount of resources you have 
available to deploy. 

Most small businesses only have 
enough bandwidth to focus on 
one. So this exercise is about 
thinking up options and selecting 
the first one you want to attempt.  

If results aren’t there after 6+ 
months, then investigate why and 
work out your next best option.
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The Absolute Small Business Strategy Toolkit
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6. BRAINSTORM TACTICAL PROJECTS
How do we start to make this a reality? Here we are moving away from general strategy 
and towards specific tactics. This is a chance to get more practical.

2. List out 10 potential projects.  
Now we want to get more specific. Think in tangible chunks of work.  
In other words, what might be achievable in 1-month timeframes?

1. Summarize the strategy again.  
With each re-write, the statement becomes 
clearer and more memorable.

Almost finished! 
 
Just three more steps in the 
Strategy Toolkit after this.

The Absolute Small Business Strategy Toolkit
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7. BUILDING A ROADMAP

What must be completed and 
by when? 
 
Think backwards to map out key 
projects along the timeline. Be 
super realistic. 
 
(If you have multiple teams, print 
one roadmap per team so they 
can plan out their projects.)

Goal 

Strategy 

Tactics

For our roadmap,  
we must plan backwards.

Action 

KPIs 

Achievements

While we can  
only work going forward,

1. Rewrite your goal below  
In 3 years, we will:

2.  
Two year  
milestone

3.  
One year 
milestone

4.  
Six month 
milestone:

5.  
Three month 
milestone

7. 
Next week, we will  
have finished…

6.  
One month 
milestone

The Absolute Small Business Strategy Toolkit
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8. GET DOWN TO ACTION
Where do we start? Now that we see these projects lined up, it’s FINALLY 
time to get to work. 

Focus on your first milestone from the previous page.  
What will your next 3 action steps be?

1. 

2. 

3. 

Keep it simple 

Start super small (each action 
step you set should take less 
than 30 minutes). 

This will help you stay laser 
focused and also get some 
quick wins to build up your 
momentum. 
 
The key is consistent bite-sized 
action. Go!

The Absolute Small Business Strategy Toolkit
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9. ACCOUNTABILITY MATTERS
Congratulations, you’ve completed your strategy!
Now, get to work.

But wait, one more thing… 95% of people achieve 
their goals when they know someone else is there 
and actually cares. Who might that person be for 
you? 

Email them and ask if they could be that 
accountability partner for your business. It’s a small 
favor and it could have big impact for you. 

Can’t think of anyone? We gotchu. Email me with 
this completed PDF and I will check in on your 
progress from time to time: 
brian@letsmakegreat.com.

Copy & paste this email now

I’ve set an important goal for my business 
and I’d like to ask your help to keep us on 
track. Would you mind setting a calendar 
reminder one year from now to check on 
our progress? 

My team and I are committed to (insert 
your goal) and would like just that extra 
push… knowing you care about our 
business really means a lot. 

Thank you!

The Absolute Small Business Strategy Toolkit
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Bonus Worksheet: Strategic Summary

STRATEGY

GOAL
Write 3-5 words to remind 
yourself of what you want 

(include the date).

Summarize your direction below

TACTIC 1: Write the name of project below

•   

•   

•  

TACTIC 2: Write the name of project below

•   

•   

•  

•   

•   

•  

TACTIC 3: Write the name of project below

List key 
actions:
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LINKS: MORE RESOURCES
• Harvard Business Review 

“Simplify your Strategy” 
https://www.youtube.com/watch?v=PZg6Q8HJ6Iw  

• ArtCenter College of Design 
“Roger Martin's How Strategy Really Works” 
https://www.youtube.com/watch?v=3vAIur-N8gM 

• McKinsey & Company  
“8 Shifts to Unlock Strategy” 
https://bit.ly/2Vbu50R 

• Forbes  
“What The Heck Is A Strategy Anyway?” By Ann Latham 
https://bit.ly/2IajU9g 

• Harvard Business School Executive Education 
“Adapting Your Business Strategy“ 
https://www.youtube.com/watch?v=7JfEZudg_9Q

• Stanford Graduate School of Business 
“Big Breakthrough Ideas and Courageous Entrepreneurs”  
https://www.youtube.com/watch?v=JYYsXzt1VDc 

• Wharton School of the University of Pennsylvania  
“Scaling Ventures: Linking Strategy and Execution” 
https://www.youtube.com/watch?v=FhNyHVJGYz0  

• Harvard Business Publishing Corporate Learning 
“Strategic Planning and Strategic Thinking” 
https://www.youtube.com/watch?v=V2Hndmk18z0 

• Western Region Public Health Training Center  
“An Introduction to Strategic Planning 1” 
https://www.youtube.com/watch?v=IArJqjJPTLI 

• Greatest AudioBooks 
“The Art of War by Sun Tzu” 
https://www.youtube.com/watch?v=X7rhovBK_eA

https://www.youtube.com/watch?v=PZg6Q8HJ6Iw
https://www.youtube.com/watch?v=3vAIur-N8gM
https://bit.ly/2Vbu50R
https://bit.ly/2IajU9g
https://www.youtube.com/watch?v=7JfEZudg_9Q
https://www.youtube.com/watch?v=JYYsXzt1VDc
https://www.youtube.com/watch?v=FhNyHVJGYz0
https://www.youtube.com/watch?v=V2Hndmk18z0
https://www.youtube.com/watch?v=IArJqjJPTLI
https://www.youtube.com/watch?v=X7rhovBK_eA
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NEXT STEP: CONCEPT + TESTING

“The best way to 
predict your future 

is to create it.” 
Abraham Lincoln

3. Action
How might we best respond? What are our 
alternatives? Where do we begin?

4. Audit
What is the effect of our action? How might we adjust? 
What else is happening?

This Strategy Toolkit aimed to 
help align your long term goals 
with your immediate action steps. If 
one of those steps is innovation 
focused, then consider getting the 
next workbook: “First Steps.”

The Absolute Small Business Strategy Toolkit

5. Concept
What’s our big idea? How do we know if our ideas are 
any good?  What should our first steps be?

6. User Testing
Who should we talk to? What should we ask? What do 
we want to know?

If you’ve never launched an idea 
before and want more guidance, 
check out our next toolkit “First 
Steps for Startup Virgins”
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PREPARED BY LET’S MAKE GREAT!
The Absolute Small Business Strategy Toolkit

Brian leads corporate innovation teams in China. Since 
founding Let’s Make Great! in 2013, he has worked with 
dozens of early-stage teams to systematically develop new 
products, services and brands.  

In addition to regular speeches at conferences like TEDx 
and PechaKucha, Brian has written over 500 articles on 
creativity, innovation and entrepreneurship. Furthermore, in 
2017 he led the creation of PROTO, a successfully crowd-
funded storytelling game to inspire innovators.  

Whether through one-day workshops or a 6-month 
incubation program, the goal is the same: to help 
inexperienced corporate teams work through the creative 
chaos and come out the other side with a fresh solution. 
From user research to rapid-prototyping and business-
modeling, Brian leads a multi-disciplinary team at Let’s 
Make Great!, which guides clients through a step-by-step 
strategic exploration process.  

Born in New York and proudly raised in New Jersey, Brian 
came to Shanghai in 2007 to drive the dynamic changes 
that were starting to take hold.  He is also the author of 
“Awrignawl Creativity,” a book of inspirations for young 
creatives.

Lead Author: Brian Tam 

• CEO, 
Let's Make Great! 

• Author,  
“Awrignawl Creativity” 

• Creator, 
PROTO | Innovation Cards 

• 3x TEDx speaker 

• Board of Directors, 
Hands-On Shanghai 

http://www.proto-start.com
http://www.letsmakegreat.com/awrignawl-creativity


More tools. More worksheets. More guides. 
More creativity.  
 
https://www.letsmakegreat.com/  
 
@letsmakegreat

READY FOR MORE?
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