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Before We Get Started 

If you're reading this, you've booked a Clarity Sprint. Good. 

This guide is what comes next. It's the work we do before we sit down together so that when we 
do, we can spend our time on the things that matter most to your business instead of getting up 
to speed. 

I want to be honest with you about something. The Sprint is only as good as what you bring into 
it. I've done sessions where the prep was thorough and we got to real clarity in the first hour. I've 
done sessions where the prep was rushed and we spent half our time digging for things that 
should have been ready. The difference isn't the questions. It's how much thought went into the 
answers. 

So this guide is going to ask you to do some thinking. Some of it will feel obvious. Some of it will 
surface things you haven't put words to yet. A few of the prompts are going to make you 
uncomfortable, and that's where the real value lives. 

 

Where to put the answers 

Through this homework, you’ll be thinking, writing, and collecting answers. I’d recommend 
opening a new document and assembling your answers there. I’ve had folks create a new 
document for each of the four sections and I’ve had folks put all answers in one document. How 
you proceed is up to you. 
 
If you do use one document, if you’d simply organize your answers under the four sections of 
the guide, it will make my review easier. 
 

 

What you'll have when you've worked through this 

Think of this guide as the groundwork for our session. What you put together here is the raw 
material we'll work from when we sit down together. 

An honest picture of what's actually hurting right now. A real inventory of what you're currently 
doing and whether it's working. A plain-language description of what success would look like. 
And real customer intelligence from the people in your business who hear from customers every 
day. 



 

A note on time 

Plan for a few hours of your own time and a couple of days of gathering input from your team. 
Work through it in pieces. Some of the questions are worth sitting with for a day before you 
answer them. The point is to show up to our session knowing what you know. 

Let’s get started. 

 



How to Use This Guide 

The guide is organized into four sections, in the order I think you should work through them. 

We start with what's hurting right now. Then we look at what you're currently doing about it. 
Then we paint a picture of what success looks like. Then we gather what your customers are 
telling you. By the end, you'll have a complete view from the inside out and from the outside in. 

Each section opens with a note on who I'd suggest weighs in. Trust your read on it. You know 
your business better than I do. If someone on your team has a perspective worth adding, bring 
them in. 

Three of the four sections include an example email at the end. They're there to make it easy to 
bring other people into the work without starting from scratch. Use them or don't. Edit them 
however you want. 

Please get everything to me at least four business days before our session. That gives me time 
to read it, sit with it, and come into our Sprint ready to dig in with you. 

One thing worth saying upfront: honesty matters more than completeness. If you don't know an 
answer, say so. If something feels uncomfortable to write down, that's usually a signal it's worth 
writing down. Don't filter what you or your team produces. Messy is fine. 

 



Section 1: What's Actually Hurting Right Now 

Who should weigh in on this section 

You. This is your section. If you have a business partner or someone who shares the weight of 
running the company with you, bring them in. But don't ask your team to write this part. The pain 
at the top of a company doesn't always look like the pain in the middle of it, and the pain at the 
top is what we're after here. 

 

Why we start here 

Because everything else in this guide gets sharper once you've named what's actually wrong. 
You can't describe what success looks like until you've described what's broken. You can't 
evaluate what you're currently doing until you've named what it isn't fixing. So we start here. 

I also start here because I've found that owners rarely get asked this question directly. People 
ask about strategy, growth, goals, metrics. Nobody asks what hurts. So if some of what comes 
out feels raw, that's the section doing its job. 

There's no right format for your answers. Some will be a sentence. Some will be a paragraph. 
Some will be a scattered list of things that don't connect to each other yet. Write the way you'd 
talk to someone who knows your business. Skip the polish. The point is to capture what's true, 
not to make it sound good. 

 

Prompts 

Take these one at a time. Don't try to answer them all in one sitting if you don't want to. 

What's the thing about your marketing or your business growth that you find yourself thinking 
about when nobody else is around? 

When you look at what you're spending on marketing right now, what's the honest feeling? 
Confidence, frustration, confusion, something else? 

What's been going on for too long without getting fixed? 

If a friend who runs a similar business asked you "what's actually working for you right now," 
what would you say if you were being completely honest? 

What's making you feel like something has to change? 



You might also be thinking about 

Whether the people in your business are doing the right things, or just busy. Whether you're 
getting the right kind of customers, or just any customers. Whether your team has a plan, or 
whether the plan is in your head and nobody else can see it. Whether the marketing you paid for 
is doing anything. Whether you're the only person in the company who cares about any of this. 

If any of those land, write down what comes up. 

 

A short example of what good looks like here 

"We've been spending around three thousand a month on digital ads for the past year and I 
genuinely don't know if any of it is producing anything. Every time I ask, I get a report with 
numbers on it that don't tell me whether I made or lost money. I think the people running it are 
good at what they do, but I can't tell. I just keep paying it because stopping feels riskier than 
continuing and that bothers me." 

That's the kind of honesty I'm looking for. One paragraph. One real thing. Not a list of marketing 
goals. 

 

You have enough when 

You've named at least three things that are actually bothering you, in your own words, without 
softening them. If everything on your list could appear on a generic business website, push 
harder. The real ones tend to be more specific and a little uncomfortable to write down. 

 



Section 2: What You're Currently Doing 

Who should weigh in on this section 

You and whoever leads marketing in your company. If you don't have someone in that role, 
that's an answer in itself and worth writing down. If you have an outside agency or contractor 
doing work for you, you're answering for them in this section, not asking them to answer for 
themselves. 

 

Why this section matters 

Before we can talk about what to do next, we need an honest inventory of what's already 
happening. Most owners I work with are doing more than they think they are. They're also less 
sure than they'd like to be about what any of it is producing. 

This section isn't a graded test. I'm not going to look at your list and judge whether you're doing 
the right things. I'm trying to understand the picture so we can talk about it together. 

 

Prompts 

Walk through what your company is currently doing in each of these areas. If you're not doing 
anything in an area, write "nothing" and move on. That's useful information too. 

●​ Your website. What is it, when was it last meaningfully updated, who manages it, and 
what's it actually supposed to do for the business. 

●​ Your organic content. What you're putting out into the world on a regular basis. Blog 
posts, videos, podcasts, social posts, emails, anything you'd consider content. 

●​ Your paid advertising. Anything you're paying for that's meant to bring people in. Digital 
ads, print, sponsorships, radio, billboards, anything. 

●​ Your sales materials. What your sales team uses when they're talking to a prospect. 
Decks, proposals, brochures, case studies, leave-behinds. 

●​ Your reputation work. How you handle reviews, testimonials, referrals, and what 
people say about you in public. 

●​ Your tools. What software, CRM, automation, analytics, or AI tools you're currently 
using or paying for, including how you stay in touch with current customers and prospect 
lists you’ve built. 

 



You might also be thinking about 

Who actually owns each of these things in your company. Not who you assigned it to a year 
ago. Who's responsible for it right now. 

How you measure whether any of it is working. Not what the dashboard says. What you, as the 
owner, look at when you want to know if it's worth it. 

What feels like it's working, even if you can't prove it. What feels like it isn't, even if everyone 
tells you it is. 

 

A short example of what good looks like here 

"We post on LinkedIn maybe twice a week, mostly when someone on the team remembers. Our 
salesperson Sarah usually writes them. I have no idea if anyone reads them. We have a blog on 
our website that hasn't been updated in two years. We spend about fifteen hundred a month on 
Google ads that an outside contractor manages. He sends a report every month. I read the first 
paragraph. We have a CRM but only two people in the company actually use it the way it's 
supposed to be used." 

That kind of answer tells me more in four sentences than a polished list of activities ever would. 

 

You have enough when 

You can look at your list and see, honestly, what's happening, who's doing it, and how much of it 
has a clear purpose behind it. If your inventory makes you a little uncomfortable, that's normal. 
Most owners haven't looked at it all in one place before. 

 

 



EXTRA - Resource for Section 2 

If it's helpful, here's an example email you can use as a starting point with your marketing lead 
or outside contractor. Edit it however you want to sound like you. It's here to save you the work 
of starting from scratch, not to lock you into a script. 

Subject: Quick ask for some background on what we're doing 

Hi [name], 

I'm doing a working session with a marketing consultant in a few weeks and part of the prep is 
putting together an honest inventory of what we're currently doing on the marketing side. I'd like 
your help with that. 

What I need from you is a straightforward rundown of what's active right now. Specifically: 

●​ What's on our plate in terms of website, content, paid ads, sales materials, reputation 
work, and any tools we're using. 

●​ Who owns each of those things day to day. 
●​ What you're measuring or watching to know whether any of it is working. 
●​ Anything we've started, stopped, or shifted in the past year or so. 

Don't polish it. I'd rather have your honest take in plain language than a clean version. A 
bulleted email is fine. A short call is fine. Whatever's easiest for you. 

If you could get it to me by [date], that would be a big help. 

Thanks, [name] 

 



Section 3: What Success Looks Like 

Who should weigh in on this section 

You, primarily. If you have a leadership team or partners, bring them in. The vision needs to be 
yours, but it's worth knowing whether the people running the company with you see the same 
picture you do. If they don't, that's something we'll want to talk about in our session. 

I'd hold off on bringing your broader team into this one. Vision questions can land awkwardly 
when they're asked of people who don't share the owner's stake in the outcome. 

​
Why this section matters 

Because we can't get you somewhere if neither of us can describe where that is. Most owners I 
work with are clear on what they don't want and fuzzy on what they do want. This section is here 
to change that. 

A clear picture of success is also what we'll measure the Sprint against. If we end our session 
and what came out of it doesn't get you closer to what you described here, then we missed. 

​
A word of caution before you start 

This section is the one where business owners drift into marketing language without realizing 
they're doing it. I've read versions of this exercise where the answer was "we want an 
integrated, seamless brand experience that reflects our values across every touchpoint." That 
sentence sounds like something. It isn't. 

If you find yourself writing words like integrated, seamless, holistic, synergistic, scalable, or 
strategic, stop and read it back. Ask yourself if you'd ever say that sentence out loud to a friend. 
If you wouldn't, rewrite it the way you'd actually talk. 

The version of success that's useful in our Sprint is the one you could describe to your spouse, 
your father-in-law, or the person who cuts your hair. Plain. Specific. Real. 

 

Prompts 

Don't write goals in this section. Write a picture. Describe what your business actually looks like, 
feels like, and sounds like when things are working. Use plain language. 

What does a good week in your business look like, the way you'd describe it to a friend over 
coffee? 



When the work we do together is finished and it worked, what's different about the business? 
What's different about your day? 

What kind of customers are coming in? How are they finding you? What do they already 
understand about you before they show up? 

What's your team doing that they aren't doing now? What's been taken off your plate? 

What does your marketing actually feel like? Are you proud of it? Confident in it? Bored by it? 

What does "I know what we're doing and why" feel like, compared to where you are now? 

 

You might also be thinking about 

What you'd want to be able to say to yourself a year from now. What you'd want to stop 
apologizing for. What you'd want to stop explaining. What you'd want your team to be able to 
handle without you. What kind of customers you'd want to be turning away. What kind of 
conversations you'd want to be having instead of the ones you're having now. 

 

A short example of what good looks like here 

"When this is working, I'm not the only person in the company who knows what we're doing or 
why. The team can answer questions about our marketing without coming to me. We've stopped 
chasing every type of customer and the ones who reach out already get what we do before the 
first call. I'm spending less time second-guessing what I paid for and more time on the parts of 
the business I actually like. The marketing isn't something I worry about on Sunday night 
anymore." 

That's the kind of picture I'm looking for. Specific. Plain. About the experience of running the 
business, not just the numbers on the report. 

 

You have enough when 

You can read your description back and recognize it as the business you actually want, not a 
version of the business someone else has told you you should want. If what you wrote sounds 
like a press release, push back on it. The real version is quieter and more specific. 

 

 



EXTRA: Resource for Section 3 

If it's helpful, here's an example email you can use as a starting point with your leadership team 
or partners. Edit it however you want to sound like you. It's here to save you the work of starting 
from scratch, not to lock you into a script. 

Subject: Want your thinking on something before our next conversation 

Hi [name], 

I'm working through a planning exercise with a marketing consultant and one of the pieces I 
need to put together is a picture of what success actually looks like for the business. Not 
numbers, not goals on a slide. A real description of what the business would look and feel like 
when things are working. 

I'd like to hear your version of that before I write mine. Specifically: 

●​ What does a good week in this business look like to you? 
●​ What's different about the company when our marketing is actually doing its job? 
●​ What kind of customers do you want us to be working with, and how are they finding us? 
●​ What would you want to stop apologizing for or explaining a year from now? 

Write it the way you'd talk about it over coffee. Plain language. If a sentence sounds like a press 
release, scrap it. 

If you can get me a few paragraphs by [date], I can work it into what I'm putting together. 

Thanks, [name] 

​
 



Section 4: What Your Customers Are Telling You 

Who should weigh in on this section 

This is the section where your broader team comes in. Anyone in your company who talks to 
customers has information you don't have. Your salespeople hear the pre-purchase questions. 
Your customer service team hears the post-purchase confusion. Your technicians or service 
team hear what people misunderstand about how the work actually happens. Your receptionist 
or front desk hears the first-impression concerns. Your account managers hear the long-term 
questions and complaints. 

Every one of those touchpoints reveals something different. You want all of it. 

 

Why this section matters 

The messaging that comes out of our Sprint isn't going to be made up. It's going to be built from 
the actual questions, hesitations, and concerns your customers and prospects are already 
telling you about. Most companies have this information sitting inside their team, unorganized, 
and they spend money making up new messaging instead of using what they already know. 

There's a framework behind the four areas you'll gather input on. Questions about cost. 
Questions that reveal hesitation. Comparisons to other options. Recurring questions of any 
other kind. These cover the majority of what prospects think about before they decide to work 
with you. They're not random. They show up in almost every buying decision your customers 
are making. 

 

How to gather input from your team 

Don't hand this guide to your team. It's written to you, not them. Instead, take the four areas 
below and pull them into an email, a team meeting, or a quick conversation. There's an example 
email at the end of this section you can use as a starting point. 

Make the ask specific. "What questions are customers asking you" is too broad. "What's the 
most common question you get on the phone in the first thirty seconds" is sharper and easier to 
answer. The more specific the question, the better the input you'll get back. 

 

The four areas 

1. Recurring questions 



What do your customers and prospects ask, over and over, that you find yourself answering the 
same way every time. 

Things to ask your team: What's the most common question you get asked. What do customers 
seem confused about. What do you find yourself explaining repeatedly. What question makes 
you think "I wish they knew this before they called." 

Example of what good looks like here: "How long does this actually take from start to finish. 
People ask this in the first five minutes of almost every call and the answer depends on a lot of 
variables that they don't know to ask about yet." 

2. Hesitations and concerns 

What makes prospects nervous, uncertain, or hesitant about moving forward with you. 

Things to ask your team: What makes people pause. What are they unsure about. What do they 
push back on. What seems to make them want to think about it longer. What concerns come up 
after the first conversation. 

Example of what good looks like here: "A lot of customers ask whether we're going to disappear 
after the project is done. They've been burned by contractors who finish the job and stop 
returning calls." 

3. Comparisons and alternatives 

How your prospects talk about other options, competitors, or alternatives they're considering. 

Things to ask your team: Who else do customers mention. What do they say about competitors. 
What comparisons do they make. What misconceptions do you need to correct. What do they 
assume is the same across all providers. 

Example of what good looks like here: "People keep telling us that another local company 
quoted them half our price. When we dig in, the other company is quoting a different scope of 
work, but customers don't know how to see that yet." 

4. Pricing and value conversations 

What customers and prospects ask about cost, value, and what's included. 

Things to ask your team: How do they ask about pricing. What do they want to know about cost. 
What factors affect their budget decisions. What do they assume about your pricing that's 
wrong. What do they push back on. 

Example of what good looks like here: "Customers want to know why our price is what it is, and 
they don't always understand the difference between the upfront cost and the total cost over 
time. We keep losing deals to cheaper competitors and getting calls a year later from the same 
customers asking us to fix what the cheaper option did." 



You have enough when 

You've gathered input from at least three or four people on your team, you have answers in all 
four areas, and you have specific quotes or paraphrases of what customers actually say rather 
than summaries of what you think they ask about. If everything you've gathered could fit in a 
paragraph, you don't have enough. If you've sent your team an email and only one person 
responded, that's a signal worth noticing too. 

 

EXTRA: Resource for Section 4 

If it's helpful, here's an example email you can use as a starting point with the people on your 
team who talk to customers. Edit it however you want to sound like you. It's here to save you the 
work of starting from scratch, not to lock you into a script. 

Subject: Need your help with something important 

Hi everyone, 

I'm working with a marketing consultant on how we communicate with customers and prospects, 
and I need your help with one part of it. You all talk to customers way more than I do. You hear 
things I don't hear. 

I want to capture what you're actually hearing out there. There are four areas I'm trying to get a 
picture of: 

●​ Recurring questions. What do customers ask you over and over? What do you find 
yourself explaining repeatedly? 

●​ Hesitations and concerns. What makes people nervous or unsure about working with 
us? What slows them down? 

●​ Comparisons. What do customers say about competitors or other options they're 
looking at? What do they assume is the same everywhere? 

●​ Pricing and value. How do they ask about cost? What do they push back on? What do 
they not understand about our pricing? 

Don't worry about formatting or being thorough. A few real examples in each area is worth more 
than a long, polished list. If a customer asked you something this week and it stuck with you, 
write it down. If something comes up over and over, write that too. 

Email me back, leave a note on my desk, send me a text, grab me in the hallway. However you 
want to share it. 

Please get it to me by [date] if you can. 

Thanks for the help on this. It matters.  



When You're Done 

Once you've worked through the four sections and gathered input from your team, you're ready 
to send everything to me. 

How to send it 

Compile what you have into one document, one email, or a shared folder. Whatever format is 
easiest for you. It can be messy. It can have duplicates. It can be raw notes from your team 
alongside your own polished answers. You don't need to organize it. You don't need to clean it 
up. You don't need to make sense of it before I see it. 

What you send me is the raw material we'll work with together. The mess is part of what makes 
our session valuable. 

 

When to send it 

Please get it to me at least four business days before our session. That gives me real time to 
read it, sit with it, and come into our Sprint already knowing where the patterns are and where to 
dig in. 

 

What I'll be doing with it 

I'll read everything you send me. Not skim. Read. 

I'll be looking at how the pieces connect. Where what's hurting in Section 1 shows up in what 
you're currently doing in Section 2. Where the picture of success in Section 3 lines up with what 
your customers are already telling you in Section 4. Where there are gaps, contradictions, and 
patterns worth pulling on. 

The point isn't for me to show up with conclusions. The point is for me to show up prepared. 
Your work is the fuel for our session. When we sit down, we're going to dig into it together, ask 
sharper questions because of it, and use it to get to the clarity you came for. 

 

How to show up for our session 

This isn't a presentation. It's a working session. I'm not going to walk you through slides and 
you're not going to listen to me talk at you for two hours. 



Come ready to work. Bring your honest perspective on what's actually happening in your 
business, not the version you'd give an investor. Be open to questions you haven't been asked 
before. Be ready to have me push back on things. The Sprint works best when both of us are 
willing to say what we actually think. 

Bring your leadership team and your marketing lead if they should be there. Keep the group 
small enough that everyone in the room can talk. A Sprint with eight people watching is a 
meeting. A Sprint with three or four people working is a Sprint. 

That's it. Do the work in this guide, send it over, and show up ready. We'll take it from there 
together. 

I'm looking forward to our session.   

This is where the real work begins of winning more customers on purpose. 

Let me know if you have any questions. 

-Cary 

Email: carymweston@gmail.com 
Phone: 207-478-5720 

mailto:carymweston@gmail.com
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