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Change Gear
The business roadmap to strategic 
transformation in 6 steps.

Rethink. Realign. Reboot.
SHIFTING
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About Shifting Gears
Shifting Gears is a self-directed business learning series. 
The Shifting Gears series, which includes Change Gear, Get into Gear, Youth in Gear, and Gear Down, offers 
business owners and aspiring entrepreneurs a valuable opportunity to assess where they currently stand in 
both their business and personal lives while setting a new direction for the future. 

1. Stay competitive: Adapt to market trends and 
outpace competitors.

2. Foster innovation: Encourage new ideas and 
creative solutions.

3. Improve efficiency: Optimise processes and 
reduce costs.

4. Expand market reach: Enter new markets and 
attract new customers.

5. Enhance customer satisfaction: Meet evolving 
customer expectations.

6. Mitigate risks: Turn challenges into growth 
opportunities.

7. Drive growth: Propel your business forward 
with strategic foresight and proactive planning.

Change Gear guides businesses through a  
six-step process to effectively transition or 
tweak their strategies. Each step involves 
reviewing the information and completing 
a template to create a comprehensive 
transformation roadmap. This approach 
ensures you explore, develop, and validate your 
shift, increasing your chances of success.

Reasons  
to start

How it works

Who will benefit?
 � Businesses needing to adapt to new 

market trends.

 � Businesses aiming to innovate and stay 
competitive.

 � Businesses looking to expand into new 
markets or customer segments.

In today’s fast-paced market, businesses need to 
innovate and scale to remain relevant, profitable 
and sustainable.
Whether you’re making a bold pivot by launching new products 
or exploring new markets, or simply fine-tuning your current 
strategies to meet changing demands, the steps in the Change 
Gear Toolkit can guide you. 

Change Gear is about proactive adaptation and strategic 
planning, guiding businesses to confidently navigate 
uncertainties, seize opportunities, and lead industry changes. By 
using Change Gear, businesses can turn tomorrow’s challenges 
into today’s successes, whether through a significant pivot or 
targeted tweaks.

Change Gear
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Strategic transformation
When to pivot or tweak
Before you jump into the steps of the Change Gears Toolkit, it's crucial to get a clear sense of when to go 
all-in with a pivot and when to make more focused, targeted tweaks. Understanding the difference between 
these two approaches will set the stage for everything you do moving forward. It’s like choosing the right tool 
for the job—sometimes you need a complete overhaul, and other times, a few adjustments will do the trick.

Pivot 
Complete transformation
Think of a pivot as a major change in 
direction—a bold move that can transform your 
business. It might involve overhauling your 
business model, launching a new product line, 
or entering a different market. A pivot becomes 
necessary when your current strategy no 
longer works, or when a new opportunity could 
elevate your business to the next level.

Imagine you’re piloting a plane and suddenly 
realize that the current flight path is leading 
into turbulent weather, or you discover a faster, 
more efficient route to your destination. A 
pivot is like changing your flight plan entirely—
redirecting the plane to avoid danger or take 
advantage of a better course.

Tweak 
Targeted adjustments
On the other hand, a tweak is more about fine-
tuning. Instead of making sweeping changes, 
you’re looking at specific areas of your 
business that could use a little improvement. 
These adjustments might be small, but they 
can have a big impact on your efficiency, 
relevance, and overall success. Tweaks are 
ideal when your core business is sound, but 
certain processes, products, or strategies need 
some refinement.

Think of it like adjusting the plane’s flaps or 
fine-tuning the throttle to improve efficiency 
and keep the flight smooth. You’re not 
changing the plane’s direction—you’re just 
making sure it’s operating at its best, ensuring 
a steady and successful journey.

Understanding whether your business needs a pivot or a tweak is essential for effectively navigating the 
Change Gears Toolkit. This distinction allows you to make informed, strategic decisions that align with your 
business goals. By choosing the right approach at the right time, you can ensure your business is well-
positioned for success in a constantly evolving landscape. Keep this in mind as you work through the steps, 
guiding your actions toward the best possible outcomes.
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Change Gear
Let us help you expand, change or tweak your business model  
by preparing a comprehensive transformation roadmap.

6 steps to your strategic transformation roadmap.

 � STEP 1  Assess your current position Page 4

 � STEP 2   Check your financial fitness Page 7

 � STEP 3  Ideate and innovate  Page 10 

 � STEP 4  Validate your new direction Page 16

 � STEP 5   Develop your transformation plan  Page 18

 � STEP 6  Implement your plan plan Page 21 
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01Step 1
Assess your current position
Let’s start with a snapshot of where you are.
Before making any changes, it's crucial to understand your business environment, customer base, 
competition, product line and processes. This knowledge combined with deep truthful introspection, will 
empower you to make smart, strategic decisions. 

Here’s how to get started.

SWOTA analysis
The SWOTA helps you understand the internal and external factors influencing your business, including 
operations and stakeholder perspectives. This analysis helps identify actionable insights for your 
transformation strategy. Use these insights to identify where your business can shine, fix any weak spots, 
grab new opportunities, and tackle potential threats. This knowledge, and deep truthful introspection, will 
help you make smart, strategic decisions.

Strengths 
Identify what your business does well, such as superior products, strong brand recognition, 
or exceptional customer service. These are your competitive advantages.

Weaknesses 
Recognise areas for improvement, like operational inefficiencies, limited resources, or 
gaps in your product line.

Opportunities 
Look for external factors you can capitalise on, such as market trends, changes in 
consumer behaviour, or technological advancements.

Threats 
Identify external risks like new competitors, economic downturns, or regulatory 
changes.

Actions
Plan strategic steps to enhance your strengths, address weaknesses, leverage 
opportunities, and mitigate threats.
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Customer base analysis
This analysis helps you understand your customers’ needs, behaviours, and pain points, enabling you to truly 
connect with them more effectively.

Collect data
Leverage the information your customers have shared—such as complaints, queries, CRM 
(customer relationship management) tools, sales data, reviews, and website analytics—to 
gather valuable demographic and behavioral insights. To gain even deeper understanding, 
conduct surveys, hold interviews, and keep an eye on social media activity.

Segment customers
Group customers based on how they interact with your products (behavioural 
segmentation), their specific needs, and lifestyle or psychological factors 

Develop personas
Create detailed customer personas with names, stories, 
and characteristics for each segment.

Validate and refine
Check your personas against customer feedback to 
ensure they are accurate.

Tailor offerings and messages
Customise your products, services, and marketing messages 
to meet the specific needs of each customer segment.

Implement and monitor
Roll out your strategies and monitor customer 
feedback, adjusting as necessary.

A SWOTA analysis isn't 
just a superficial, check-
the-box exercise—it's a 
powerful tool that only 
works if you're willing to 
dig deep, ask yourself 
and your team the tough 
questions, and then take 
action to change the 
narrative. "DIG DEEPER."
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Market position assessment
Understanding the competitive landscape helps you identify threats and opportunities, informing strategic 
decisions that enhance your competitive advantage.

Strategic planning
Use competitive insights to differentiate your offerings, improve market positioning, 
and capitalise on competitors' weaknesses.

Product development
Identify market gaps competitors aren't addressing, allowing for innovation and 
improvement in your product line.

Marketing strategies
Tailor your marketing to highlight your unique value propositions and strengths, 
attracting and retaining customers.

Risk management
Plan for potential competitive moves, like new market entrants or shifts in 
competitors' strategies, to mitigate risks.

Market trends identification
Watch competitors to spot broader market trends and shifts in consumer preferences, 
ensuring your business stays aligned with market demand.

ACTION

Assess your current position
Download and complete the template to determine whether to make a strategic shift 
or fine-tune your current approach.

DOWNLOAD NOW

Pivot Tweak

Now that you've assessed your current position, reflect on what you’ve discovered. Should you consider a full 
pivot, or would targeted tweaks be more appropriate? Use the spaces below to outline your thoughts.

https://simplybiz.zendesk.com/hc/en-us/articles/27303662836497
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Collect financial statements
Gather the key documents:

• Income statement: Shows your revenue, expenses, and profit or loss.

• Balance sheet: Provides a snapshot of your assets, liabilities, and equity.

• Cash flow statement: Details cash inflows and outflows.

Step 2
Check your financial fitness
Time to crunch the numbers!
Before diving into a major transformation, it’s crucial to know if your business is financially ready and stable. 
Remember, growth and change come with their own costs. This step helps you assess your current financial 
health, ensuring you're in a strong position to manage the transition.

Let's break it down.

Create a summary of financial performance
Creating a summary of financial performance is not just about crunching numbers, it tells the story of 
your business's financial journey. This summary should serve as a critical tool for decision-making, helping 
stakeholders understand where the business stands and where it is heading.
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Provide contextual analysis
Explain what’s behind the numbers:

• Operational achievements: New products, market expansion, or efficiency 
improvements.

• Market conditions: Economic impacts, competition, and regulatory changes.

• Future outlook: Challenges and opportunities ahead.

Summarise key points
Capture the essence:

• Overall financial health of the business.

• Key achievements and challenges.

• Strategic actions planned or taken in response to the financial analysis.

Visual representation
Use charts and graphs to simplify complex data and clearly convey the story behind your 
business's finances. Compelling visualisations are particularly helpful when you need to 
communicate your needs and intentions to those who lack a financial background or are 
unfamiliar with your company's history.

Review and update regularly
Keep your financial summary current, updating it quarterly or annually to track progress 
and stay informed.

Analyse key financial metrics
Look at important numbers like:

• Revenue: Total income generated from business operations.
• Net profit margin: Profit as a percentage of revenue.
• Gross profit margin: Revenue minus the cost of goods sold.
• Operating cash flow: Cash generated from regular business activities..
• Liquidity Ratios: For example, the Current Ratio shows your ability to pay short-term 

liabilities with short-term assets. 
• Debt-to-income-to-equity ratio: Demonstrates the proportion of your business's 

financing sourced from debt, income, and equity, providing a clear picture of your 
financial structure.

 

Highlight trends and changes
Note significant trends like:

• Year-on-Year (YoY) growth: How metrics like revenue and net profit have grown or 
declined compared to the previous period.

• Quarter-on-quarter (QoQ) changes: Similar to YoY but for consecutive quarters. 
4-month stints to identify more immediate trends.
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Evaluate your debt levels 
and repayment capabilities
Understanding your financial position is crucial for 
making smart decisions as you steer your business 
in a new direction. By analysing your financial 
health and debt management, you ensure your 
business is ready to face new challenges and seize 
opportunities.

List all debts
Detail all your debts, including loans and credit 
cards. Note the total amount owed, interest rates, 
monthly payments, and due dates.

Calculate total monthly payments
Sum up all your monthly debt payments to 
understand your total debt obligation.

Assess cash flow
Subtract your total expenses (including debt 
payments) from your income to see if you have a 
positive cash flow.

Debt-to-Income ratio (DTI)
Calculate your debt-to-income ratio by dividing 
your total monthly debt payments by your gross 
monthly income. This ratio provides a percentage 
that lenders often use to assess your borrowing 

risk. A DTI ratio below 36% is generally considered 
favourable, but this can vary depending on the 
lender and type of loan.

Analyse repayment terms
Take a close look at each debt's repayment 
period and interest rates. Consider options 
like refinancing, renegotiating the terms, or 
consolidating your debts to make payments easier 
to manage.

Evaluate repayment strategies
Select a strategy that fits your situation, whether 
it's paying off the smallest debt first or targeting 
the debts with the highest interest rates.

Emergency fund and savings
Ensure you have a safety net for unexpected 
expenses, ideally covering 3-6 months of 
expenses.

Seek professional advice
If managing debt is challenging, consult a financial 
advisor for personalised guidance.

Monitoring and adjustment
Regularly review your debt situation and adjust 
your plan as needed.

ACTION

Check your financial fitness
Download and complete the Financial Fitness Template to help you decide how to 
align your financial resources with your chosen path forward.

DOWNLOAD NOW

After evaluating your financial fitness, consider whether your financial position supports a major pivot or if 
tweaks could enhance your business’s stability and growth. Use the spaces below to outline your thoughts.

Pivot Tweak

https://simplybiz.zendesk.com/hc/en-us/articles/27303728160913
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Step 3
Ideate and innovate
Creating new ideas for success.
Now that you’ve assessed your current position and financial fitness, it’s time to get creative. This step is all 
about generating innovative ideas that align with your business’s values, strengths and market opportunities. 
The goal is to come up with as many ideas as possible, without worrying about their feasibility just yet. 

Here’s how to spark creativity and drive ideation within your team. 

Why innovation is necessary
Innovation is crucial for business growth and sustainability. It helps companies stay competitive, meet 
evolving customer needs, and explore new opportunities. Without continuous innovation, businesses risk 
stagnation and becoming obsolete. By embracing innovative practices, businesses can adapt to changes, 
drive growth, and create value for their stakeholders. 

Here’s a closer look at why innovation is essential in four key areas:

Exploring new products or services
Constantly developing new products or services keeps your business ahead of competitors, 
helps you address changing customer needs more effectively, and creates additional 
revenue streams, boosting overall sales and profitability. To do this, conduct market 
research to identify unmet needs, host brainstorming sessions to generate ideas, and 
conduct feasibility studies to assess the practicality, cost, and potential market impact of 
these new offerings.
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Classic Brainstorming
• Preparation: Choose a facilitator and set 

a clear objective for the session.

• Guidelines: Encourage free thinking, no 
criticism, and build on others’ ideas.

• Activity: Have everyone write down their 
ideas on sticky notes and place them on a 
whiteboard.

• Discussion: Group similar ideas together 
and discuss their potential.

Brainwriting
• Preparation: Distribute paper and pens to all 

participants.

• Guidelines: Set a timer for 5 minutes.

• Activity: Have everyone write down three 
ideas, then pass their paper to the next 
person to build on those ideas.

• Iteration: Repeat the process until each 
paper has been built on by several people.

Brainstorming sessions allow team members to think freely and share a wide range of ideas without 
immediate judgment. This open environment encourages creativity and ensures a diverse set of ideas are 
considered, increasing the chances of finding innovative solutions.

Brainstorming

Adopting new technologies
New technologies can streamline operations, reduce costs, improve productivity, enhance 
customer interactions, and ensure your business remains relevant and competitive in an 
ever-changing market. Stay informed about emerging technologies through research, 
assess their potential impact through feasibility studies, and test them on a small scale 
through pilot programs before full implementation.

Targeting new customer segments
Reaching new customer segments increases your market size and revenue potential, 
diversifies your customer base to mitigate risks, and provides valuable insights that drive 
further innovation and help tailor your offerings to meet diverse needs. Reevaluate your 
market segmentation to identify new segments, develop detailed customer profiles to 
understand their needs, and create targeted marketing campaigns to resonate with these 
new segments.

Entering new markets
Expanding into new markets offers significant growth opportunities, diversifies revenue 
sources to reduce reliance on a single market, and establishes your business as a leader, 
creating a competitive edge. Conduct thorough market research to understand new market 
demographics and preferences, develop a detailed market entry strategy, and implement 
pilot programs to test your offerings and strategy before a full launch.

Innovation sparking activities
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Mind mapping
Mind mapping helps in structuring 
brainstorming sessions by visually laying out 
ideas in relation to a central concept. This 
method fosters a deeper understanding of how 
different ideas connect and interact, which can 
lead to more comprehensive and innovative 
solutions.

Activity

Preparation: Draw the main topic in the center 
of a large sheet of paper or whiteboard.

Activity: Have team members add branches 
with related ideas and sub-branches for more 
detailed thoughts.

Discussion: Review the mind map together, 
discussing connections and identifying clusters 
of promising ideas.

Role Storming
Role storming encourages participants to 
think from different viewpoints by assuming 
various roles. This method can uncover insights 
and ideas that might not emerge from a 
single perspective, leading to more innovative 
solutions.

Activity

Preparation: Assign each participant a 
different role (e.g., customer, competitor, 
investor).

Activity: Have participants brainstorm ideas 
from the perspective of their assigned role.

Discussion: Share and discuss the ideas 
generated from each role, looking for unique 
insights and opportunities.

Six Thinking Hats
The Six Thinking Hats method promotes 
comprehensive thinking by assigning different 
thinking styles to participants. This ensures that all 
aspects of a problem or idea are considered, from 
analytical and emotional perspectives to creative 
and organisational viewpoints.

Activity 

Preparation: Explain the six thinking hats and their 
meanings.   
Activity:  Assign each participant a different hat 
and have them generate ideas based on their hat’s 
perspective.

Discussion: Rotate the hats among participants 
and continue generating ideas from different 
perspectives.

White Hat 
Focus on facts and 
information.

Red Hat 
Use intuition 
and emotions. 

Black Hat: Identify 
potential problems and 
risks.

Yellow Hat 
Highlight 
benefits and 
positives. 

Green Hat 
Think creatively 
and explore 
new idea.                Blue Hat 

   Manage the thinking 
process and ensure  
all hats are  
used. 
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SCAMPER Technique
This exercise will help you generate innovative ideas and solutions by systematically thinking through 
different aspects of your problem or challenge using the SCAMPER method. SCAMPER stands for 
Substitute, Combine, Adapt, Modify, Put to another use, Eliminate, and Reverse. Each prompt encourages 
you to think differently about your problem and come up with creative solutions.

Substitute 
What can you substitute 

to improve the idea?

Adapt 
What can you adapt 

to make the idea work 
better?

Combine 
How can you combine 
this idea with others to 

enhance it?

Reverse 
What can you reverse or 

rearrange to make the 
idea better?

Modify 
What can you modify or 
magnify to improve the 

idea?

Eliminate 
What can you eliminate to 

simplify the idea?

Put to another use 
How can you put the idea 

to another use?

Activity
Preparation: Clearly state the business problem or challenge. Ensure 
everyone understands it by writing it down and discussing it briefly. 
Set up a workspace with a large board or digital canvas, sticky notes, 
and markers. Explain each SCAMPER element and how it can be used 
to generate ideas.

Activity: Encourage team members to think about what elements of 
the product, process, or service can be changed by each SCAMPER 
element.

Discussion: Once all SCAMPER elements have been explored, review 
and discuss the ideas generated. Group similar ideas together and 
discuss how they can be combined or refined into actionable solutions.
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This exercise encourages abstract thinking and innovative problem-solving by using imaginative images to 
inspire new ideas. We will use three images to help stimulate creativity and apply abstract concepts to the 
challenges you face.

Abstract concept exploration exercise

Preparation 
Clearly state the business problem or challenge. 
Ensure everyone understands it by writing it down 
and discussing it briefly. Use the three images: 
astronaut painting stars, tightrope walker with 
balloons and clocks and girl reading underwater, 
or pick your own. Set up a large board or digital 
canvas, and have plenty of sticky notes and 
markers ready.

Activity
Observation phase

Display the images and remind everyone of the 
business challenge. Ask team members to spend 
a few minutes silently observing each image and 
jotting down their thoughts and feelings on sticky 
notes. 

Prompts:

"What do you see in this image?"

"What feelings does this image evoke?"

"What details catch your eye?"

"How does this image make you think about 
our problem?"

Interpretation phase

Group team members into pairs or small groups 
to discuss their observations. Have them make 
connections between the images and the business 
challenge, considering how elements of each 
image could represent aspects of the problem

Prompts:

"How might the astronaut painting stars relate 
to our need for innovation?"

"What could the tightrope walker teach us 
about balance in our project?"

"What story is this image telling us about our 
challenge?"

"If this image were a solution, what would it look 
like?"
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Discussion
Synthesis phase

Have each group present their ideas to the whole 
team. Place sticky notes on the board, grouping 
similar ideas together. Discuss how these abstract 
concepts can inspire innovative solutions to your 
problem.

Prompts:

"Which ideas resonated the most and why?"

"How can we apply the concept of 'balance' 
from the tightrope walker to our project?"

"What new strategies can we develop from the 
creativity symbolised by the astronaut painting 
the stars?"

"What elements of the girl reading underwater 
can we incorporate to encourage deep learning 
and exploration?"

This exercise uses abstract imagery to stimulate 
creative thinking and generate innovative 
solutions. By connecting these images to your 
business challenges, your team can explore new 
perspectives and develop actionable ideas.

ACTION

Ideate and Innovate
Download and complete your Innovation Template to identify the most strategic 
way to apply your creative solutions to your business.

DOWNLOAD NOW

With your new ideas and innovations in mind, decide if your business would benefit more from a complete 
pivot or from implementing strategic tweaks. Use the spaces below to capture your decision.

Transforming threats 
and weaknesses into 
opportunities
Explore threats and weaknesses from your 
SWOTA analysis and devise strategies to 
turn them into strengths and opportunities, 
encouraging innovation and adaptability.

Here are examples of turning threats into 
opportunities:

• Market saturation: Diversify your product 
line or explore niche markets. 

• Emerging competitors: Analyse 
competitors' offerings and identify areas 
for improvement.

Here are examples of turning weaknesses into 
strengths:

• Limited online presence: Invest in a 
digital marketing strategy.

• Customer service Issues: Transform 
customer service weaknesses by 
implementing new technologies or 
training programs. 

Pivot Tweak

https://simplybiz.zendesk.com/hc/en-us/articles/27303787175441
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Step 4
Validate your new direction
Making sure your transformation idea hits the mark.
You've brainstormed, innovated, and are excited about your new direction. Now, it's time to make sure 
your shift aligns with market needs and has a high chance of success. This step is all about validating your 
strategy by confirming it resonates with customer needs, has sufficient market demand, and positions you 
well against competitors. 

Here are three ways you can validate your solutions effectively.

Pilot Programs
Pilot programs give you a 
real-world view of how your 
product performs, helping 
you make improvements 
before a wider release.

MVP Testing
MVP testing lets you validate 
your product idea quickly and 
cost-effectively, helping you 
make informed decisions 
about further development.

User Testing
User testing helps you 
understand how real people 
use your product, leading 
to a more user-friendly and 
enjoyable experience.

Pilot programs
Pilot programs are all about testing your product 
in the real world with a small group of users. They 
help you see how your product performs and 
gather detailed feedback to fix any issues before a 
full launch.

How it works
1. Select a test group: Choose a small, diverse 

group that represents your target market.

2. Develop prototypes: Create versions of your 
product that are close to the final version.

3. Run the program: Let your test group use the 
product and see how it works for them.

4. Gather feedback: Use surveys, interviews, and 
observations to understand their experiences 
and suggestions.

5. Analyse results: Look for common themes 
and areas to improve.

6. Make changes: Adjust your product based on 
feedback and test again if needed.
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ACTION

Validate your new direction
Download and complete your Market Validation Template and used the feedback and 
data gathered to confirm that your strategy aligns with market needs and customer 
demands, and decide on the best course of action.

DOWNLOAD NOW

Now that you’ve validated your new direction, think about whether this validation points to the necessity of a 
full pivot or whether tweaks will suffice. Use the spaces below to document your reflections.

MVP testing
MVP (Minimum Viable Product) testing focuses on 
introducing a simplified version of your product to 
test its core functions and market appeal. It helps 
you validate your concept with minimal investment 
and gather early feedback.

How it works
1. Define the MVP: Identify the most essential 

features of your product.

2. Develop the MVP: Create a basic, usable 
version with just enough features to satisfy 
early adopters.

3. Launch to a segment: Introduce the MVP to a 
specific part of your target market.

4. Track usage: Use analytics to see how people 
are using the product.

5. Collect feedback: Get feedback through 
surveys, interviews, and direct communication.

6. Assess market fit: Determine if the MVP 
meets the needs and expectations of the 
market.

7. Iterate: Refine the MVP based on feedback 
and keep testing until you get it right.

User testing
User testing involves observing how real people 
interact with your product, identifying usability 
issues, and gathering valuable qualitative 
feedback. At this stage, it's crucial to listen—
really listen. The goal isn't to validate your own 
assumptions but to understand and adapt based 
on what you hear. By watching users in action, you 
can make meaningful improvements to the overall 
user experience

How it works

1. Recruit participants: Select a group of users 
who represent your target audience.

2. Prepare scenarios: Create tasks and 
scenarios for users to complete during the 
session.

3. Conduct sessions: Watch as users interact 
with your product, taking notes on their 
behaviour and feedback.

4. Record observations: Capture detailed 
observations to understand how users feel 
and what issues they encounter.

5. Analyse feedback: Identify common problems 
and areas for improvement.

6. Make adjustments: Improve the product’s 
design and functionality based on the 
feedback.

7. Repeat: Conduct more sessions to ensure the 
changes work and gather new insights.

Pivot Tweak

https://simplybiz.zendesk.com/hc/en-us/articles/27303838242449
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Step 5
Develop your strategic 
transformation plan
Crafting your roadmap to success.
Now that you've validated your new direction, it's time to create a detailed plan to guide your business 
through this transformation. This plan will outline the who, what, when, and how of shifting your business 
toward its new path. 

Identify specific actions
Brainstorm sessions: Gather your team for brainstorming sessions to list all necessary actions 
for the transformation. Think about every aspect of your business that will be affected.

Categorisation: Organise these actions into themes like product development, market entry, 
technology adoption, etc., to make sure you cover everything.

Assign responsibilities
Role assignment: Match each action with the team members best suited for the task. Use a 
chart or matrix to visualise who is responsible for what.

Clarity and communication: Clearly communicate responsibilities to each team member, 
ensuring they know their roles, deadlines, and how their work contributes to the 
tranformation's success.

Develop a timeline
Timeline tools: Use project management software like Asana, Trello, or Microsoft Project to 
create a detailed timeline with start and end dates for each key action.

Milestones: Set realistic yet challenging milestones to serve as motivation and checkpoints 
for progress.
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Budget allocation
Cost estimation: Estimate costs for each action identified in your plan. Be thorough, 
including hidden costs like training or potential overruns.

Budget approval: Present the budget for approval to stakeholders or decision-makers, 
ensuring it fits within financial expectations and constraints.

Technology and tools
Needs assessment: Evaluate your current technology stack against the needs of your 
transformation goals.. Identify gaps where new technologies or tools could enhance 
efficiency or innovation.

Investment planning: Plan investments in new technologies, considering both immediate 
costs and long-term ROI. Prioritise technologies that offer scalability and flexibility.

Establish KPIs, baselines and targets
Setting Key Performance Indicators (KPIs), 
establishing baselines, and defining targets are 
critical for several reasons: 

1. Measuring success and progress: It provides 
a quantifiable way to measure how effectively 
your business is moving towards its goals. This 
measurement helps you understand whether 
your strategic changes are delivering the 
desired outcomes.

2. Informed decision-making: With clear KPIs 
and targets, you can make more informed 
decisions about where to allocate resources, 
when to adjust strategies, and how to prioritise 
initiatives. It ensures that decisions are data-
driven rather than based on intuition alone.

3. Aligning teams: Setting KPIs helps align your 
team's efforts towards common objectives. It 
clarifies expectations and fosters a sense of 
purpose and direction among team members.

4. Identifying opportunities and challenges: 
Regularly reviewing your performance against 
set baselines and targets can highlight areas 
of success and areas needing improvement. 
This insight enables you to capitalise on 
opportunities more quickly and address 
challenges proactively.

5. Enhancing accountability: Clear KPIs and 
targets establish accountability within the 
team. Everyone knows what metrics they're 
responsible for and what success looks like, 
which can motivate individuals and teams to 
perform at their best.

6. Improving performance over time: By setting 
baselines and tracking progress over time, you 
can identify trends and patterns that inform 
strategic improvements. This continuous 
improvement cycle can lead to sustained 
growth and success.

7. Communicating value to stakeholders: For 
external stakeholders, including investors, 
partners, and customers, KPIs demonstrate 
your business's performance and potential 
value. Clear metrics can build trust and 
support from these groups.

 
In essence, the process of setting KPIs, baselines, 
and targets is fundamental for steering your 
business strategically, ensuring resources are used 
efficiently, and achieving long-term success.
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How to set KPIs, baselines, and targets

Plan for milestones and evaluation

1. Identify core KPIs: Pick KPIs that match 
your strategic goals, focusing on financial 
performance, customer engagement, product 
development, and market reach.

2. Establish baselines: Determine current KPI 
levels using historical data as a reference point.

3. Define clear targets: Set SMART targets 
(Specific, Measurable, Achievable, Relevant, 

Time-bound) for each KPI.

4. Implement tracking mechanisms: Use tools 
to monitor KPIs continuously, ensuring data is 
accurate and accessible.

5. Regular review and adjustment: Regularly 
review KPIs against targets and baselines, and 
adjust strategies as needed.

Set evaluation points
Performance metrics: Define clear metrics for evaluating progress at each milestone. 
These could include sales figures, customer feedback scores, market penetration rates, etc.

Regular reviews: Schedule regular review meetings around these evaluation points to 
assess progress, discuss findings, and adjust strategies as necessary.

Adjustment mechanisms
Feedback loops: Set up mechanisms for collecting and analysing feedback from customers, 
employees, and partners.

Agile adaptation: Create a culture that encourages rapid adaptation based on feedback 
and changing market conditions. This might involve setting aside contingency resources or 
having flexible roles within the team.

ACTION

Develop your transformation plan
Download and complete your Transformation Plan Template to help you structure your 
plan based on the strategic path you’ve chosen and ensure that your actions align with 
your business goals.

DOWNLOAD NOW

As you develop your plan, determine whether you’re planning for a pivot or a tweak. Reflect on the strategic 
path you’ve chosen and how it aligns with your overall goals. Use the spaces below to outline your approach.

Pivot Tweak

https://simplybiz.zendesk.com/hc/en-us/articles/27303832927505
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Step 6
Implement your plan
Bringing your plan to life.
Now that you have a detailed plan, it’s time to put it into action. This phase tests your strategies, team 
adaptability, and the viability of your new direction. Successful implementation requires careful management, 
ongoing communication, and flexibility to navigate unforeseen challenges. 

Here’s how to implement your plan effectively.

Launch the transformation plan

Plan the event: Choose between a virtual event, in-person meeting, or public announcement. Set a 
date that allows for preparation but maintains momentum.

Prepare key messages: Clearly explain why the shift is happening, its benefits, and the future 
direction. Describe its impact and long-term benefits for stakeholders.

Create materials: Create slides, visuals, and scripts to communicate your message. List all 
stakeholders and send invitations via email, newsletters, or social media.

Execute the launch: Deliver your message with energy and conviction to inspire your audience. Include a 
Q&A session to address concerns and foster transparency.

Follow-up: Distribute a summary of the event, including key points and next steps. Ensure there are 
clear ways for stakeholders to provide feedback and stay engaged.

Celebrate: Recognise the hard work that has gone into reaching this point, boosting morale and 
commitment.
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Implement your plan

Break down the plan into tasks
Actionable tasks: Divide your plan into specific, manageable tasks. Each task should be 
clear and have a defined outcome.

Assign tasks: Ensure each task is assigned to the appropriate team or individual. Make sure 
everyone knows their responsibilities and deadlines.

Set up project management tools
Choose tools: Select project management software like Asana, Trello, Monday.com, Excel, 
or Google Sheets to organise tasks, set deadlines, and assign responsibilities.

Track progress: Use these tools to monitor progress and ensure tasks are completed on 
schedule. Regularly update the status of each task.

Conduct regular progress meetings
Scheduled check-ins: Hold regular meetings to review the progress of the transformation 
implementation. These could be weekly or bi-weekly, depending on the project's complexity.

Open communication: Encourage team members to discuss any issues or roadblocks. 
Brainstorm solutions collaboratively and adjust plans as necessary.

Monitor resource allocation
Budget tracking: Keep a close eye on budget expenditures. Ensure spending aligns with 
your plan and make adjustments as needed to avoid overspending.

Resource management: Regularly check that personnel and time resources are being used 
efficiently. Reallocate resources if certain areas need more support.

Maintain flexibility and agility
Adjust plans: Be prepared to modify your plan based on new insights or unexpected 
challenges. Flexibility is key to adapting to changes quickly.

Rapid response: Address issues as soon as they arise to minimize disruptions. Quick 
problem-solving helps maintain momentum.

Celebrate milestones
Acknowledge achievements: Recognise and celebrate when significant milestones are 
reached. This boosts morale and keeps the team motivated.

Team recognition: Highlight individual and team contributions to the project’s success. 
This fosters a sense of accomplishment and encourages continued effort.
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Even after a successful launch, the transformation journey isn't over. Your ability to quickly adapt and make 
adjustments post-launch can be the difference between sustaining growth or facing stagnation. 

This agility allows you to capitalise on new opportunities, mitigate risks more effectively, and continuously 
enhance customer satisfaction. In essence, being ready to adjust is crucial for maintaining relevance and 
competitiveness in a fast-paced market. 

Establish a feedback loop 
Create channels for ongoing customer feedback, such as surveys, a website section, or social 
media outreach. 

Monitor key performance indicators (KPIs) 
Continuously reassess and adjust KPIs to align with evolving business objectives and market 
realities.

Conduct regular strategy reviews 
Schedule monthly or quarterly strategy sessions to review performance data, customer 
feedback, and the competitive landscape. Identify what's working, what isn't, and where 
adjustments are needed.

Foster a culture of agility 
Encourage your team to proactively identify challenges and opportunities. Emphasize the 
importance of flexibility and responsiveness. 

Plan for scalability and flexibility  
Ensure that your operations, supply chain, and customer service practices can scale and 
adapt without significant disruptions. 

Be ready to adjust

ACTION

Implement your transformation plan
Download and complete your Implementation Template to find out if you are 
effectively putting your plan into action and managing the transition smoothly. 

DOWNLOAD NOW

With your plan ready for implementation, reflect on the actions you’ll take and how they will either transform 
your business or optimise key areas. Use the spaces below to document your reflections.

Pivot Tweak

https://simplybiz.zendesk.com/hc/en-us/articles/27303850864785
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How helpful did you find 
this guide?
As you now know, customer research 
is vital to keeping customers happy! 

We’d love to hear from you, so we can 
continue supporting you and other 
business owners. 

Well done!
You've completed the Change Gear, now it's time to put all  
that hard work into action. 
Take everything you've learned from each step and use it to get your idea to market. You've built a solid 
foundation by assessing your current position and financial fitness, and your innovative ideas are ready to 
shine. By validating your solutions, you’ve made sure they meet market needs and have a great chance of 
success.

But remember, the journey doesn't end here. Stay flexible and ready to adapt as you bring your idea to life. 
Keep gathering feedback, track your progress with key performance indicators, and be open to making 
adjustments when needed.

Celebrate your wins along the way and acknowledge all the effort that got you here. Keep fostering a culture 
of innovation and agility within your team to tackle future challenges and grab new opportunities.

Best of luck on your journey. Here’s to your continued growth, success, and the exciting path ahead!

Nedbank relationship bankers are available to discuss your banking needs. 
Contact Nedbank today on 0800 116 400.

APPLY NOW

The Startup Bundle 
offers six-months  
free banking.

This new bundle includes no charges for 
a bundle of electronic transactions for 
six months – no monthly account fees, 
20 free electronic transactions, including 
one ATM deposit and free eNotes.

Did you know?

START THE SURVEY

https://business.nedbank.co.za/small-business/bank/startup-bundle.html
https://simplybiz.typeform.com/to/uRsDL4P7
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