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Intro
Leaders of businesses that are ambitious about achieving above-average growth 

need to understand how to develop their growth strategy.

A well thought-out growth strategy supported by judicious investment in Sales 
and Marketing will contribute significantly to the profitability, growth and 

longevity of any business. 
 

However, with Buyers within B2B businesses becoming ever more sophisticated 
and knowledgeable, changes in technology and marketing channels, it is easy to 

make expensive mistakes.



BUSINESS OWNERS & MANAGING DIRECTORS

SALES AND BUSINESS DEVELOPMENT
PROFESSIONALS

SENIOR MARKETERS

that are responsible for overall business strategy, 
performance and making budget and investment decisions.  

that are responsible for achieving revenue targets, and want 
to increase lead quality, quantity and sales conversions.

who need to combat changes in B2B buyer behaviour, 
create differentiation and align Sales and Marketing.

Who should 
read this?
This whitepaper is written specifically for SMEs, who often 
provide high quality services but whose Sales and Marketing 
underperform vs. Corporates, who through clever marketing win a 
disproportionately high number of Customers.

Those who particularly need to be aware of how to develop their 
growth strategy are:

The ways in which B2B buyers have 
changed and how they think and act in 

the modern world.

An understanding of why your previous 
growth efforts might not have worked.

How to develop a strategy that will 
enable your sales and marketing activity 

to be successful.

What you’ll learn...



Are you committed
to growth?
This is an important question to answer honestly.

A simple parallel is that many of us have aspects of our personal life 
that we would like to improve, such as getting fit, spending more 
time with family or stopping smoking.  In many cases we know what 
we need to do to make our objective happen, but other things get in 
the way and it slips down the list of priorities.

The same is true in the growth of your business.  For long term 
success you and your business need to be committed to it.  It needs 
to be a priority, meaning other things may have to be organised 
around it, and time and resource will need to be invested.

“It is determination and commitment to 
an unrelenting pursuit of your goal - a 
commitment to excellence - that will 
enable you to attain the success you seek.”
Mario Andretti



Do it in the 
right order
If you are going to set out to reach a goal, the first thing to do is clearly 
establish what that goal is.

The strategy for getting there, planning, and executing tactics are later 
in the sequence. 

A simple clarification of your goals or objectives might be defining what 
level of growth or revenue target you are aiming for.  And set a date that 
you want to achieve this by.

This allows you to work backwards from what you want to achieve and 
understand the metrics that will be required to achieve your objectives.

These metrics will include the value of a new Customer, sales-to-lead 
conversion ratios and length of time from creating awareness, to 
generating leads, through to the Prospect becoming a paying Customer.

At this stage these metrics are assumptions or estimates. But they are 
an important starting point to enable you to understand the number of 
leads and proposals that your Sales function will need.

By evaluating performance against these metrics you can identify what 
needs to be refined. This might be the strategy or tactics, or it might be 
that your initial assumptions were incorrect and need revisiting.

Equally, if the number of leads required and ratio that need to convert 
to Customers make your revenue objective look challenging, 
it’s probably reflective of the scale of the task.  That isn’t to say your 
objective isn’t achievable.  It is, however, important to understand the 
budget and resources that will be required from the outset.

It is a common mistake to homogenise objectives, strategy and tactics. 
Too many businesses set out with a growth strategy and quickly move 
to implement a range of tactics. But what is missing is the strategy 
itself; and without the strategy the tactics are less likely to be effective.

Successful B2B Sales and Marketing is as a result of creating a 
perception of differentiation that makes your target Customers 
perceive you as more attractive to do business with than your 
Competitors.

Without differentiation you have no story to tell; or at least not one 
that will allow you to outperform your peers. So it’s vital to develop the 
strategy and message before investing in delivery.

1. Clarify your objectives and end goals
2. Develop your strategy
3. Plan tactics and execution

THE RIGHT ORDER FOR ACHIEVING GROWTH IS :

“the difference between strategy and tactics 
is that strategy is done above the shoulders, 
tactics are done below the shoulders”



Create a documented 
growth strategy  
This may feel like an arduous task.  However, there are no shortcuts to 
growth and there are good reasons to document your strategy. 

IT  IS  REFLECTIVE OF YOUR 
COMMITMENT.

IT  PROVOKES THOUGHT AND ANALYSIS ,  AND 
MORE IS  L IKELY TO BE COMPREHENSIVE .

IT ’S  MUCH EASIER TO SPOT THE GAPS AND 
WEAKNESSES ,  AND THE OPPORTUNIT IES .

IT  PROVIDES A BASELINE FOR 
FUTURE MEASUREMENT

You are about to embark upon a process, generating growth - that will 
take significant time, effort, resource and budget. And it’s likely that you’ll 
need to step out of your comfort zone (or get others in your business to) 
and change your approach.  If you have the commitment but not the skills, 
expertise or time, the answer is simple; get outside help. 

Creating and reviewing a document allows you to maintain 
objectivity, reducing irrational or emotion-led decision making.

We’re back to success for B2B businesses being driven 
by creating differentiation and carefully targeting the 
businesses or sectors where you have the greatest chance 
of success.  Working through your strategy methodically 
will help find your sweet spot.

Your Growth Strategy should be reviewed at 
Board meetings with all Stakeholders.  

We realise that many SMEs don’t have 
formal Board meetings, but a documented 
growth strategy, metrics and timeframes 
should at the very least be the catalyst for 
sitting down with Co-Directors to review 
progress.1

2

3
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“75% of B2B SMEs don’t achieve 
their annual growth target. A similar 
percentage don’t have a clear strategy 
on how they intend to achieve growth.



Understand your
competitive space
The majority of businesses overestimate the depth of their understanding 
of their market. 
  
Ironically, for most business owners, the longer you run a business the 
narrower your view becomes.

One cause is the Pareto principal, where 80% of revenue comes from 20% of 
Customers. This can lead to your understanding of the market being heavily 
influenced by a handful of Customers and the Competitors you know and 
have historically competed against.

But what about new entrants to the market?  

Often one of the greatest threats to established businesses are new entrants 
into the market who don’t play by the same rules as you. Their propositions 
often centre on a new way of doing business; automation of repetitive manual 
tasks, providing their solution `as a service` or having a financial model that 
removes upfront cost by offering a `funded` solution.

Sometimes, these nimble-footed Competitors are genuinely offering an 
alternative, but sometimes they’ve just re-packaged their offering to create 
differentiation and to give themselves a story to deliver to the market.

If a Competitor is achieving high growth, what are they doing differently to 
you?  And can you replicate their best ideas or even leap-frog them?



Define where you 
can win big
To achieve exceptional growth you need an exceptional proposition.
What defines `exceptional growth` will be determined by you; if in recent 
years your growth has been <5% annually, achieving 10% growth would 
be significant progress.

Understanding your Competitors is a start.  But `the competition` isn’t 
limited to Competitors.  You need to be able to overcome inertia – the 
Prospect simply doing nothing. And for some businesses there is internal 
competition; do they outsource to you or develop the capability in-house.
You can’t be all things to all people.  Nor should you try to be.  

Remember, what we’re looking for is the perception of differentiation, 
real or otherwise - to enable your Marketing, lead generation and sales 
to be more effective than your Competitors.

Start by focussing on one key Market Segment and develop a story and the 
marketing asset that will make this attractive segment want to do business 
with you - not just the other way around. 

That’s what will drive high growth, because it’s genuinely win-win.



Unique value 
proposition
Whilst B2B buyers have undoubtedly changed in some ways, what 
hasn’t changed is that they want to work with suppliers that add value.

Developing a Unique Value Proposition will allow you to emphasise 
the value and hence difference in working with you. This is a subtle but 
important difference from trying to create unique selling points.

There are few businesses that have genuine, tangible product or 
SLA differentiation – and if they do, often it’s quickly replicated by 
competitors. Businesses that achieve growth do so by demonstrating 
value to Buyers better than their competitors. 



Tactics, techniques, 
technology
There has been significant change in Buyer behaviour over the last few years.  
For example, B2B buyers are now on average 50-60% of the way through the 
buying process before wanting to engage with a potential Supplier’s sales 
team.

This shift affects the roles of both Sales and Marketing.   With Marketing now 
playing a much greater role in the overall sales process, B2B businesses should 
reallocate budget from Sales into Marketing. 

To compound these changes to buying processes, there has been significant 
diversification in the marketing channels through which to reach Buyers.  
So the sales and marketing tactics that have worked for you in years gone by 
may have become less effective.  

These factors are amongst the biggest challenges for SMEs.  Not just because 
they may necessitate a sea change in your entire Sales and Marketing 
functions, but moreover because of the greater complexity and number of 
elements that need to be developed and managed.

Should you create a content library to position yourself as thought-leaders?  
If so, how do you get your Prospects to engage with this content? 
Can traditional lead generation tactics such as direct mail and telemarketing 
still be effective? Is there any value from Social Media? Do you develop an 
Inbound or an Outbound marketing strategy? Or both? And how do you 
integrate and measure multiple channels?

These are just some examples of the questions that you need to 
consider.   And because the answers will differ for each individual 
business, there is no one size fits all formula that can be copied.

One critical piece of advice is that whatever tactics you use,  
your marketing assets – your face, or shopfront if you like – should 
be developed before you move to implementing lead generation;  
it’s much easier to generate leads for a business that looks the  
part than one that doesn’t.  



Audit your existing 
capability
When gearing up for growth it is important to be realistic about your 
current capabilities.

This should include everything from your CRM, Sales and Marketing staff, 
what marketing technologies or software you have and what tactics you’ve 
used previously.

Take care not to disregard everything you have out of hand. But equally, 
you need to ensure your existing team are on-board mentally and 
culturally to adopt, embrace and drive change – not be barriers to it. 

Along with reviewing your people, processes and technology, a critical part 
of the self-assessment needs to be an objective evaluation of whether you 
have the range of skills and depth of knowledge to develop the strategy, 
define the tactics and analyse the performance in-house.

Even if you have a great team, following the wrong strategy won’t yield the 
results and growth you want.



Estimate costs 
and ROI
Once you’ve defined your target segment, devised your story that will differentiate 
you from your competitors and decided upon the tactics and marketing assets you will 
need to deliver growth, it’s time to validate the business case for investment.

We use the term investment as that’s exactly what it is.  It’s no different to your budget 
for property, salaries, technology or machinery.   Having a sales and marketing budget is 
a cost of doing business, particularly if you want to drive growth.

You also need to recognise that you are unlikely to see ROI for a period of time. 

An example of this is that Sirius Decision estimate that in 2016 70% of leads for B2B 
businesses were from inbound not outbound marketing.  So whilst ostensibly inbound 
marketing looks highly attractive, the upfront investment before an inbound strategy 
will yield results may be significant. 

There will be a prospecting cycle before your lead generation activity starts to bear 
fruit, followed by a sales-cycle from when you first engage with the prospect to 
understand their needs, put together a proposal, negotiate, win and get sign-off.

The lead generation phase itself will probably be 
preceded by a need to invest in marketing assets to 
make the lead generation and sales process more 
effective. This further extends out the timeframe 
before you are in positive territory.

On a positive side for B2B businesses, because 
customer retention is usually highly, the customer 
lifetime value is often significant.  When calculating 
potential ROI you should factor in what each customer 
is worth over the entire time they trade with you.

“in 2016 70% of leads that 
closed for B2B businesses 
were from inbound marketing”



Get stakeholder 
buy-in

Implement, measure, 
refine, manage

If you’ve reached the stage where you’ve developed a strategy, 
defined tactics, understood costs and potential ROI, then you 
will most likely have involved your co-Owners and/or other 
Stakeholders at various points along the way.

As with every successful marriage, what’s important is that the big 
decisions are taken together.  

Don’t be afraid of challenges to your strategy. Probably the biggest 
cause of failure in SMEs is that they quit their growth strategy 
before it’s had a chance to mature.  

So not only do you need to set a budget that you’re comfortable 
with, but also your choice of tactics need to reflect your patience 
for results. 

It’s about getting the balance right between what you’d like to do 
without budget and time constraints vs. what’s practical.

Even with a winning strategy the job is not complete.

There will be elements of your tactics that work well and other that are 
less effective. Regular measurement and reviewing performance through 
a realistic lens will help your strategy to evolve.

“Success does not consist in 
never making mistakes but 

in never making the same 
one a second time.” 

George Bernard Shaw



Improve your chances 
of success
The transition into a business primed for growth, attractive to potential 
Customers because it can demonstrate the value it adds, with the people, 
technology and processes to fulfil its potential is not an easy one.

B2B sales and marketing is changing at a breakneck pace.  The range of 
knowledge and skills required to develop, implement and sustain a successful 
growth strategy have expanded exponentially.

At different stages of the journey, different expertise and levels of resource 
are required.  In addition, the process needs to be subject to continual 
evaluation and refinement.

What is needed are specialists, not generalists. This is often best fulfilled with 
a combination of internal and external expertise.

The experience of subject matter experts will often reduce unknown 
unknowns, help you define a clear path and key milestones to growth, 
minimise risk and shorten the time to achieve your end goal.



Summary and 
conclusions

Get the order right

Be ambitious and realistic in 
equal measures

Document your strategy

You will need to drive change 
through your business

Seek out the best expertise

1
3

2

4

5

- Clarify your objectives & end goals
- Develop your strategy
- Plan tactics & execution
- Implement the plan
- Test, measure and refine

Cranking up your growth rate takes time, 
investment and high levels of expertise,  
but some businesses are achieving growth.

It will make you more objective 
and give you a baseline for 
future measurement.

Don’t be dissuaded from achieving your growth 
ambitions by others who want to maintain the
status quo because they’re in their comfort zone.

To succeed you will need great people and partners 
who have expertise in areas you don’t.



How Growthlabs can help
Growthlabs understands modern Buyers. How they think, how they act and how to engage with and sell to them.

We can help you set the right strategy, develop the marketing assets that will enable marketing and sales to succeed, and run campaigns that 
deliver ROI.

Our skill includes strategy, technology, content, design, campaign delivery, analysis and ongoing performance management. Importantly, 
we seek to complement the skills you have, not replace them, whilst upskilling you in the process.

GET IN TOUCH

To find out how Growthlabs can help support you to drive the performance of your marketing, 
lead generation or conversion of sales opportunities, please get in touch with us on:

T: 0345 475 0700
E: hello@growthlabs.co.uk


