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STRATEGY BOTTLENECK STATEMENT S1

We are always mﬂ’if::;;f;;g\
busy but not always

on what truly matters feels slow. Lack of L‘a'fHe time for
prioriﬁsaﬁon imporfanf work

moving forward |

The team is constantly working hard, but progress / \\
Urgent tasks, distractions and day-to-day
demands consume time, leaving little capacity

for meaningful progress.

WHAT THIS
USUALLY MEANS

WHAT COULD
BE CAUSING IT

You and your team are working hard, * Too many urgent tasks crowding out Clarify what matters most
responding to demands and keeping important ones
things running. Prioritise and say no to lower-value work

s Lack of clear priorities

But important projects stall, strategic & Poer focus and constant context switching Protect time for important work

initiatives get delayed and long-term ’ " . .
. * Reactive culture and firefighting Reduce distractions and interruptions
goals take ai back seat.

¢ Toomany projects or initiatives at once Simplify your plan and focus execution
The business is busy, but not Pty y P

necessarily making the progress *  Weak planning and lack of follow-through

that creates the future you want. * No time protected for strategic work

Review progress regularly and adjust

@ THE RIDDLEBOX PERSPECTIVE ;ngi?rp[gOULD RECONIMERID

Busyness is not the same as progress. First Priority: Reclaim Focus

Before doing more, slow down long encugh to get clear on what

Many organisations confuse activity with achievement. really matters.
Being busy feels productive. It creates the illusion Ask these key questions:
of momentum, but it often leads to frustration, e What are our top 3 priorities right now?

fatigue and slow results. * What are we saying yes to that we should say no to?

e What outcomes will make the biggest difference?
A lack of focus creates hidden costs: ®  Where is our time going that doesn’t move us forward?
@ Delayed strategic initiatives

Most organisations discover they are investing in too many things
Lower-impact outputs

@ that don't connect to their most important goals.
& Team overload and burnout

o

<

Inconsistent results Recommended Starting Point
Missed apportunities Strategiq™ Focus & Prioritisation Workshop
This helps leadership teams:
The real question is not whether you are busy. ® Clarify what matters most
The real question is whether the time and energy @ Prioritise with confidence C)
are being invested in the right things. © Align teams around key cutcomes
@ Create a practical plan for focused execution
Clarity creates momentum. Focus creates progress. @ Build habits for sustained momentum
Progress creates results. Qutcome:

More focus, better decisions, stronger execution
and faster progress on what truly matters.

The question | would ask is:

“If we stopped doing everything that didn’t move
the needle, what would be the top three things

that would create the biggest impact over the
The goal is not to be busier. The goal is to make next 12 months?”

meaningful pregress that creates the future
you are working towards.

Don't try to do everything.
Focus is a choice, not a luxury.

If that question is difficult to answer, that is probably
where your journey should begin.
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Team
STRATEGY BOTTLENECK STATEMENT 54 turnover is @

high

Sales is Customers

We know something

is wrong but can't
pinpoint it. 50

broken
Something doesn't feel right. Performance is off.
People sense it. But everyone sees a different piece
of the puzzle, and no one :

(&) WHAT COULD BE CAUSING IT? @ PRACTICAL STEPS TO TAKE

FOCUSING ON SYMPTOMS, NOT CAUSES o STOP GUESSING
Visible problems (e.q. sales, customers, delays) W

are treated, but they are often outcomes of

Resist the urge to jump into solutions.
Take time to understand what is really

deeper issues. happening before making changes.
DIFFERENT VIEWS ACROSS THE BUSINESS e GATHER EVIDENCE
Each team sees the problem through their .ll Review key data: revenue, retention, turnover,

productivity, customer feedback, team feedback,
delivery performance. Look for patterns.

own lens. No one has the full picture.

DECISIONS BASED ON ASSUMPTIONS 9 SPEAK TO DIFFERENT GROUPS

Opinions and gut feel drive decisions, not 2% Ask leaders, managers, frontline teams and

evidence. The loudest voice often wins. customers: "What is getting in the way of
better performance?” Look for commeon themes.

o THE BUSINESS HAS OUTGROWN o MAP CAUSE AND EFFECT
g ITS WAY OF OPERATING F Keep asking “Why?" to get to the root cause.
S~ E7 Example: Revenue decline — Fewer repeat

What worked before is now creating friction.
customers — Service inconsistency —

Complexity is increasing and cracks appear.
Poor communication.

MULTIPLE ISSUES INTERACTING e FOCUS ON THE SYSTEM, NOT THE INDIVIDUAL

Several issues combine to create a bigger Q People are often reacting to the system around
problem. It’s not one thing — it's the them. Look at decisions, accountability,

relationship between things. communication, priorities and processes

before blaming people.
4®) THE RIDDLEBOX PERSPECTIVE

This is rarely a people problem. It's usually a visibility RST PRIORIT? IAGNOSIS BEI
problem. Before changing processes, structures, systems or people, get clarity on:

o —
o2 Problems are connected. What looks like a customer @ & o —

5 W —
MY issue may be a leadership issue. What looks like a

. ] What is really What is causing What should we
people issue may be a strategy issue. happening? w2 ousorifesl?
E:} Solving the wrong problem exceptionally well still Too many organisations solve symptoms for months because they
leaves the real problem untouched. never properly diagnose the root cause.

RECOMMENDED STARTIN I

/\/' Clarity comes from understanding the relationships (

- . Riddlebox Business Bottleneck Assessment
between issues, not from moving faster.

Helps you identify root causes, understand how issues
interact, prioritise what to fix and create a practical roadmap
for improvement.

MY ADVICE ‘ ‘ If five people from different parts of the business
Awvoid making big decisions based purely on instinct. described the problem, would they all tell the
Your instincts may tell you where the pain is, but not same story?

always where the cause is. If not, your first challenge is understanding it.
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FOUNDER BOTTLENECK STATEMENT F5

Growth has become -
heavier than RSN

expected o @ ::)::zlexity_-} . ::zrbTems

Growth was the goal, but it now feels

overwhelming. More complexity, more pressure, ® More time More
more problems and more demands. pressure decisions

Instead of creating freedom, growth is
creating weight.

USUALLY MEANS \?,)’ BE CAUSING IT

9 WHAT THIS i‘,['r’ WHAT COULD

Growth brings more moving parts: more » Complexity has increased with size Define what feels heavier and why
customers, more people, more decisions

» Systems and processes haven't scaled h .
and more expectations. Track how you spend your time

» Founder is still wearing too many hats Review and simplify complexity

With he right f i lexi
i thagthe e fog ks, Corpg ei(lty * Leadership capability hasn't developed y A
increases and the founder feels the weight. Strengthen leadership capability

» Success has exposed hidden inefficiencies e sl
; : - Remove before you add more
The business keeps growing, but it Y
T 9 » Growth has not been intentional

becomes harder to manage and enjoy. Align growth with your capacity

or focused
WHERE | WOULD RECOMMEND
@ THE RIDDLEBOX PERSPECTIVE @ YOU START
Growth amplifies what already exists. First Priority: Assess Growth Readiness
If your systems, leadership and processes are strong, Before pursuing new opportunities, gain clarity on:
growth feels exciting. * Where complexity is increasing
If they are weak, growth feels exhausting. ¢ Where founder dependency is increasing
* Where systermns are struggling
Common hldden costs D‘f growth: ™ Where decisions are slowing down
@ Increased complexity * Where people are becoming stretched
© gperatlo?al I‘nEﬁ:IE'::;ES Most founders discover the challenge isn't growth itself,
© Communication breakdowns it's that the organisation hasn't evolved with the growth.
@ Decision delays
& Burnout for the founder and team Recommended Starting Point
@ Reduced profitability Scale Readiness Assessment
This assessment helps identify:
The geal is not just to grow. © Founder bottlenecks
The goal is to build a business that can carry 4 L-EﬂdEll'Shl!:\ capability g?ps
growth without breaking the founder. © Organisational complexity
@ Process weaknesses
@ Growth constraints
The objective is to ensure the business can support
growth without creating unnecessary strain.
The question | would ask is:
Growth should increase value, “If the business doubled in size over the next 12 months,
not just increase workload. would it become twice as valuable, or twice as difficult
Ask yourself: to manage?”
Are we growing the business, The answer will reveal whether you have a growth challenge

or just growing the workload? or a scalability challenge.
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STRATEGY BOTTLENECK STATEMENT C5

Our value is not
always obvious.

Value not

Messagin
o walldefined

inconsistent

You know you create value, but customers
don'’t always see it clearly.

Customer ifferentiation

Prioriffes unclear
misah'gned

If customers don’t immediately understand
why you’re different and why it matters,
decisions take longer, price objections
increase and opportunities are lost.

WHAT THIS ?_ | WHAT COULD
USUALLY MEANS _--_’j BE CAUSING IT

The business believes it delivers strong
value, but customers aren’t always able
to see it, understand it or connect it to
their own needs.

As a result, they hesitate, compare
alternatives, negotiate on price or
choose someone else.

Value exists, but it isn't being
communicated or demonstrated
in a way that resonates.

The business talks about features,
not outcomes

Messaging is different across teams
and touchpoints

Customer priorities are not fully
understood

Value is not being measured or
made visible

Competitors communicate more
clearly or more simply

The customer experience doesn’t
reinforce the value

Ask customers what value they
receive and why it matters

Shift messaging from “what we do”
to “the outcomes we create”

Identify and articulate your strongest
differentiators

Quantify and showcase real results
where possible

Align messaging across all teams
and touchpoints

Reinforce value throughout the entire
customer journey

THE RIDDLEBOX PERSPECTIVE

When leaders say our value isn't obvious, the issue is rarely
that the value doesn't exist. It’s that the customer can’t
see it, connect it or believe it quickly enough.

Customers buy outcomes, confidence and results, not
features, activities or intentions.

The strongest organisations are able to answer four
questions simply:

@ What do we do?

@ Who do we help?

© What outcomes do we create?

@ Why are we different?

When those answers are clear at every touchpeint, decisions
become easier, trust increases and value becomes obvious.

Clarity creates confidence.
Confidence creates action.

Don't assume customers understand your value.
The challenge is rarely the solution.

The challenge is clarity.

Make your value simple, specific and visible.
Then reinforce it at every opportunity.

@ WHERE | WOULD RECOMMEND
YOU START

First Priority: Understand Value Through the Customer Lens
Before changing your messaging, understand how customers
currently perceive your value.

Ask:

What do customers think we do?

What value do they believe we create?

What matters most to them?

What makes them choose us?

What makes themn hesitate?

Most organisations discover a bigger gap between
perception and reality than they expected.

. 0 "0

Recommended Starting Point

StrateglQ™ Value Clarity Workshop v s
This helps leadership teams:

@ Clarify your value proposition

2 Qignamandaustomar.outeomes

& Make value visible and measurable

@ Create consistent, compelling messaging

Qutcome:
Customers quickly understand the value you create
and why it matters—making decisions easier.

The question | would ask is:

“If | asked ten customers to describe why we are
different and what value we create, would they all
give the same answer—or ten different ones?”

If the answers are inconsistent, your value may be real,

but it isn't yet clear. And clarity is where your journey
should begin.



PEOPLE BOTTLENECK STATEMENT P1

Communication
breaks down
too often.

Communication is not the volume.

The problem is that important
information is not reaching the right
people at the right time in the right way.

Silos

Mixed

WIESSGQBS

9Ps

,\ RIDDLEBOX

=

’ " Different

assumptfons

&

- Delayed

information

Clarify what information should be shared

WHAT THIS WHAT COULD
USUALLY MEANS BE CAUSING IT
¢ |nformation doesn't flow to the ¢ Information trapped in silos
right people at the right time.

¢ People make decisions based on
incomplete information.

what they know

o i i ; .
Teams work on different assumptions. o Mestings are replacing

¢ Work gets duplicated and communication

customers get inconsistent
experiences.

¢ Frustration and confusion increase.

THE RIDDLEBOX PERSPECTIVE

When organisations say communication is a problem,
it is usually a symptom.

!
The real issues are often lack of clarity, alignment
or structure.

The goal is not more communication.
The goal is better communication.

If this statement resonates with you,

don't ask “How do we communicate more?”
Ask: “What information is not reaching
the people who need it?”

o People assume others know

o Communication is inconsistent

¢ No clear communication structure

Map critical communication flows

Set clear expectations on timing
and ownership

Simplify communication channels

Check understanding, not delivery

o Growth has increased complexity

@ WHERE | WOULD
RECOMMEND YOU START

First Priority: Understand the nature of the breakdown

Is the issue clarity?

Is the issue consistency?
Is the issue timing?
Is the issue accountability?
N

]
[ ]
®
[ ]
¢ |s the issue leadership alignment?

Recommended Starting Point
Riddlebox People & Alignment Assessment

Outcome: Better clarity, alignment and
communication quality.

“If | asked five people in different parts of the
organisation what our top three priorities are,
would [ receive the same answer?”

If the answer is no, you don't have a communication
problem. You have a clarity and alignment problem.
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LET'S PUT THESE RESULTS
INTO CONTEXT

An illustrative example

The examples on this page are designed to help you understand what your
results might mean in practice. Every business is different, but businesses
with similar patterns often experience similar challenges.

1 FOR EXAMPLE...

IF CUSTOMER EXPERIENCE WAS YOUR BIGGEST BOTTLENECK,
IT COULD MEAN THAT:

L
)

decisions.

They may be dropping out of the buying

process.

Existing customers may not be coming
back as often as you would like.

Or perhaps you simply do not know
where friction exists.

Businesses at this level often lose

Customers are interested in what you offer
but something is getting in the way.

They may be taking longer to make

® 0000

opportunities without understanding

exactly why.

HOW BUSINESSES WITH SIMILAR RESULTS
OFTEN COMPARE

ILLUSTRATIVE EXAMPLE

The example below shows how a business experiencing
customer-related bottlenecks might compare against
high-growth businesses.

Lower scores indicate fewer bottlenecks and less operational friction.

AREA
@  strateqy Direction
0> Founder

People & Culture

o
02
o

Customer Experience

@

Systems & Process

ILLUSTRATIVE EXAMPLE

3
4
3
4
3

WHAT YOU MIGHT BE SEEING

Lower conversion rates
Longer sales cycles
Reduced customer retention
Increased marketing costs

Uncertainty around where
customers become frustrated

Revenue leaking from the business
without a clear explanation

HIGH-GROWTH BUSINESSES

o
2 [}
2 &
2 i
1

{0}
2

@

WHAT COULD THIS
BE COSTING?

STRATEGY
@ DIRECTION
& PEOPLE & |
€ CULTURE
SYSTEMS &
PROCESS J
afa  CUSTOMER
£  EXPERIENCE
O W
O~ FOUNDER )

Let's assume a business generates around

£2 million in annual revenue.

A customer bottleneck might contribute to:

POTENTIAL AREA

K

Lost Opportunities

o
1]

Customer Churn

Inefficient Processes

CRe)

Leadership Time

£320,000+

important point. Small bottlenecks often create much

ILLUSTRATIVE IMPACT

£120,000
£80,000
£50,000
£70,000

A

These figures are illustrative only, but they highlight an

larger business consequences than most leaders realise,

WHAT HIGH-GROWTH BUSINESSES
TEND TO DO DIFFERENTLY

ILLUSTRATIVE EXAMPLE

TYPICAL BUSINESS WITH

AREA CUSTOMER FRICTION
Strategy Direction 3
Founder

People & Culture

Customer Experience

W Bw A

Systems & Process

HIGH-GROWTH
BUSINESS

2

M = NN

In this example, Customer Experience is creating significantly maore

il

friction than we would normally expect to see in a high-growth business.

Businesses that scale successfully are not necessarily better businesses,
They simply tend to experience fewer bottlenecks across key areas

such as strategy, leadership, people, customers and systems.

The greater the gap, the greater the opportunity for improvement. .

High-growth businesses tend to be more deliberate about
understanding their customers, removing friction, and
creating better experiences at every stage of the journey.

This leads to stronger relationships, more referrals,

and more predictable growth.

° AN EXAMPLE OF A TYPICAL IMPROVEMENT JOURNEY

PHASE 1
UNDERSTAND THE PROBLEM

Get clarity on where customer
friction ewists and why.

»*| Customer Journey Mapping

4 Customer Experience
Assessment

+| Customer Feedback Analysis

@ CLARITY S

PHASE 2

% | IMPROVE THE EXPERIENCE

Improve the exparience and
remowe key obstacles.

& Team Alignment

9 Comsmunication improvements

a Service Consistency

¥

Do

3> |MPROVEMENT

PHASE 3
» BUILD FOR SCALE

Build systems and processes
that support consistent growth.

(& Customer Retention
Programme
&4 Referral Strategy

) Automation

(&) Customer Success Framework

> GROWTH
B

”6 THE IMPORTANT THING TO REMEMBER

—. Most businesses do not struggle

or ambition.

because they lack talent, effort

They struggle because a hidden
bottleneck quietly limits growth.

The soconer you identify it, the
sooner you can start removing it.

WANT TO EXPLORE YOUR RESULTS FURTHER?

Book a Complimentary Bottleneck Review Session

#® Review your assessment findings
@ Identify likely root causes

@ Understand the potential impact
# Prioritise quick wins

#® Recommend practical next steps
& Answer your questions

NO OBLIGATION. ND SALES PITCH. JUST PRACTICAL ADVICE FOCUSED ON HELPING YOU UNDERSTAND WHERE TO FOCUS NEXT.

SCAN THE QR CODE
TO BOOK YOUR SESSION
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WHAT HAPPENS '/EX

You've taken the first step towards identifying what may be
limiting your business. Now it's time to turn insight into action.

YOUR JOURNEY

YOUR RESULTS

You've identified your
biggest bottlenecks
and challenges.

YOUR ROADMAP

REVIEW YOUR RESULTS You now have clarity on
:Q Take time to reflect on the findings and consider where where to fgc-.ls and the
b N/ the challenges identified are showing up in your business. ' A\ b4 opportunities ahead.
f/}ﬂ\ (2 UNDERSTAND THE IMPACT
\ o0l Every bottleneck creates a cost. Identify the potential
/ financial and operational impact on your business. YOUR REVIEW SESSION

FOCUS ON THE BIGGEST CONSTRAINT

Trying to solve everything at once rarely works.
the fastest improvements come from addressing

the most significant bottleneck first.

BUILD A PRACTICAL ACTION PLAN

Create a clear roadmap that focuses on the actions
most likely to improve performance, reduce friction,

and support sustainable growth.

/4 Strategy Alignment
-/ Workshops

()0 Founder & Leadership

) Diagnostics

()7) People Experience &
™ Culture Assessments

O') Customer Experience &

(Y Journey Mapping

EANY TN DICrIIC
KEAL 3

BOOK YOUR COMPLI

REVIEW SESSION

Scan the QR code to book your
complimentary Bottleneck Review

Session with Ram.

@ riddlebox.co.uk

ID DE
JIL

MENTARY

D &3

Systems &
Process Reviews

Al-Powered Business
Diagnostics

Practical Growth
Playbooks & Templates

Personalised Development
Roadmaps

KNOW ANOTHER BUSINESS OWNER
WHO COULD BENEFIT?

Share the Bottleneck Assessment

and help another business owner
identify what may be holding their
business back.

Scan the QR code to share

Let's discuss your results,
explore solutions and build
a practical plan to help you
grow with confidence.

T

"N
UiVl

BOTTLENECK REVIEW SESSION

During this 30-minute session we will:

+ Review your assessment findings

+ Explore the likely root causes

~ Discuss the potential business impact
+ Identify quick wins and priorities

~* Recommend practical next steps

+  Answer any questions you may have

No obligation. No sales pitch.
Just practical advice focused on
helping you understand where to start.

the assessment.

< ram@riddlebox.co.uk

ALIGNMENT .

ﬁ Every business has a bottleneck.
Most don’t know where to look.

IVE AREAS. FIVE LEVELS. ONE CLEARER PATH FORWARD.

MOMENTUM . GROWTH



