
Module Two
Make It Your Own

EXERCISE OVERVIEW

This module helps you to define the culture of your business. It doesn’t matter if you 
started from scratch, bought the business, bought a franchise, or inherited the business, 
if you're the owner, the person most responsible for it's success or failure, your business 
has an identity. Most notably your identity.

But since the business can't talk itself, you have to do the talking for it. Unfortunately 
many small business owners are notoriously silent when it comes to sharing how they 
feel. Making it your own is about defining the identity of your business and sharing it.

In order to do that, you need to...
• Be clear about the vision you have for the business today and into the future
• Establish a set of core values that steer your business and your team
• Define the purpose of your business, who it serves, and why it exists
• Have a clear understanding of your target market
• Know how your business differs from the competition

The most important thing to recognize at this point is that you may know all this but 
unless it’s written somewhere it remains locked in your head. It’s time to get it out and 
share.

EXERCISE INSTRUCTIONS

Expect it to take some time to complete the exercises in this module. Unlike Module One 
where you might have completed it in one sitting, this may require several sessions until 
you get completely clear. Don’t be in a rush. Take as long as you need to get it right. 
Values, purpose, identity, and culture don’t change much, if at all, once they’re 
established. You’re job going forward will be to inspire others to follow along.

To get the most from this exercise turn off your phone, disconnect from your email, and
find a quiet place where you will not be disturbed.



Exercise 1

Creating a Vision Statement. This isn't nearly as important as what’s to follow simply because a 
vision statement is like looking into a crystal ball - you’re trying to predict the future. But, a vision 
statement is a good place to start to get your mind focused on where the business is heading. 
Where core values and purpose serve to illuminate the way, a vision statement is a small light off 
in the distance, where you aspire to be. Use the following questions to generate ideas for 5-10 
vision statements for how your business will look in 3-5 years.
Size? Revenue? Number of locations? Number of employees? Number of customers served? 
Expansion plans? New products/services? Marketing breakthroughs? Operation breakthroughs? 
Alliances/partnerships? Management team? Your role? Exit strategy?



Exercise 2

Establishing Core Values. Core values are the rules and boundaries that define the company’s 
culture and personality and provide a final “things we should and shouldn’t do” test for all the 
behaviors and decisions by everyone in the company.
Consider this a discovery process to uncover the values your company will live by. Core values 
are not just a list of words. Structure them as short phrases when finalized will be what your 
business lives by.
Your task is to create 3-5 short value phrases for your business. Here are some tips to help get 
you started:

1. Depending on the size of your business determine who besides you should be involved
2. Brainstorm and create a list of what’s important to you and your team
3. Consolidate similar sounding ideas and refine the message to fit your business
4. Avoid using generic words like ‘integrity’ and instead put it in your own unique voice
5. It’s best to put values into short memorable phrases to make them relatable
6. Evaluate your values as a complete set to include all the most important business aspects
7. Modeling behavior based on values is crucial--frequent reinforcement and recognition is 

ongoing
Here are a few examples of business value phrases:

• Commitment to practice what I preach
• Deliver what I promise
• Make learning a never-ending endeavor
• Show appreciation in all I do
• Abundance shows up at the level in which I show up

Use the space below to brainstorm, then form your value phrases on the next page.



Our Company’s Value Phrases
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Exercise 3

Defining Your Company’s Purpose. If core values are the soul of your company, then the 
purpose is it’s heart. The purpose answers the question “Why?” Why does what we do matter? 
What difference are we making in the world? While making money is important to the health of 
the business, employees are more apt to pour their energy and enthusiasm into something else. 
Stating your company’s purpose is just as important to them as it is to your customers.
Your challenge is to find a central word or idea and expand it into a statement. Start by asking 
“What do we do?” then ask “Why?” several times. This is a techniques known as The 5 Whys. 
It’s challenging and will make you dig deep. You are looking to find the idea or concept that 
answers how you make a difference in a customer’s life.
For example, an optometrist landed on the phrase “Better Sight, Better Life” as their purpose. A 
home services business landed on the phrase “Pride of Ownership” as their purpose.
Once you’ve determined your central word or idea, expand it into a statement that includes your 
key target market and the product/service your company provides.
For example, the optometric practice has this purpose statement:

“To provide exceptional eye care to family members of all ages so that they see better 
and can enjoy all they see.”

And, for the home services company, their purpose statement is:
“To offer homeowners a full range of outdoor cleaning and repair services, so that they 
can experience the pride of ownership of their most valuable possession.”

Use the space below to brainstorm, then form your purpose statement on the next page.



Our Company’s Purpose Statement



Exercise 4

Define Your Target Market. Unless you’re starting a brand new business there's little question 
you should know who your target market is. This exercise isn’t about naming your target market, 
but finding out what you really know about your target market.
By becoming more clear about the frustrations and desires of your target market your business 
will be able to differentiate itself from the competitors by offering products or services that fulfill 
their needs.
A mistake many businesses make is trying to be everything to everybody. You more than anyone 
else knows the strengths of your business and who you serve the best. Let’s work on defining it 
better.
Using the optometrist example from the previous exercise, we could say that anybody with eyes 
is our target market. While that’s true, the fact is in most families the mother is who makes most 
of the healthcare purchasing decisions. With that in mind, our challenge is to understand what 
triggers the buying decisions of women age 30-60 with families. In this case, we’re not just 
marketing to the women, but also all the family referrals she brings along with her.
Your task in this exercise is to name your target market. Instead of target market let’s call it your 
“Avatar.” Once you’ve named your Avatar, then you will dig deep to better understand what 
makes them tick when it comes to purchasing your products or services.

NAME YOUR AVATAR

Demographics (describe them in more detail)

Describe the sort of customers who love buying from your business. Why?

Describe the sort of customers who dislike buying from your business. Why?



The WHY Stack:  Use this worksheet to define the frustrations your customer has when 
purchasing your product/service, then define what they really want. Wants are typically the exact 
opposite of their frustration. Finish by stating the consequences when it’s done wrong, and the 
desired outcomes when it’s done right.

WANT #1

WANT #2

WANT #3

OUTCOME when done right

FRUSTRATION #1

FRUSTRATION #2

FRUSTRATION #3

CONSEQUENCES when done wrong



Exercise 5

Define Your Company’s Promise. This answers the question “why should a customer buy from 
your business instead of buying from your competitors?” 
It may be difficult to be truly unique in your industry, but it is very possible to be different. The 
challenge is to get past all the sameness and copy-cat strategies used by many of your 
competitors. You need to determine what it is you can can promise to your customers that sets 
you apart from your competitors.
By completing the Why Stack in the previous exercise, you already have a much better 
understanding of the frustrations customers have when buying products and services in your 
industry and what they are truly looking for.
Using the optometry practice as an example, they decided on 3 promises they felt they could 
deliver to every customer, each and every time:

1. Thorough comprehensive eye health examination
2. Exceptional patient experience every time
3. Selection of products to meet any budget

Using the additional exercises below, your task in this exercise is to identify the 3 promises your 
business can make based on its strengths, and how they eliminate frustrations and deliver 
exactly what they are wanting.

List 3 Competitors - What do they do well? What do they do poorly?

1

2

3

Describe the perceived standards for your industry based on:

1

2

3

4

Customer Service

Product Quality

Technology

Sales & Marketing
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Complete this chart to find how your business solves “Hot Buttons”:



List 4 reasons your customers come to your business rather than your competitors:

1

2

3

4

Our Company’s 3 Customer Promises Are:

Offer A Guarantee. By removing the risk for customers to buy from your business, you make it 
easy for people to buy, meaning your business will stand out from competitors.
The first key to creating a compelling guarantee is to know what your customers are really 
buying. In the optometry practice, customers aren’t buying eyeglasses, they are buying better 
eyesight and a fashion statement.
The second key is to guarantee results. Guarantees stated like “Satisfaction Guaranteed” don’t 
fool customers. Everyone should expect work to be completed until satisfied. A results-based 
guarantee states a specific outcome (better eyesight) and a specific payback (money back), if the 
results aren’t met.
Now It’s Your Turn. Based on the strengths of your business, what results can you guarantee 
and what are you willing to pay back if those results aren’t met?
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