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STRATEGY

The Firefighter

You're not bad at marketing. You're too busy to do it right.

This report breaks down what's actually happening in your business, why it keeps happening, and
what it'll cost you if nothing changes. It also gives you a concrete set of next steps you can act on

right now, before you hire anyone, spend another dollar, or attend another strategy meeting that goes
nowhere.

The brains behind your growth.



YOUR MARKETING DIAGNOSTIC REPORT

WHAT THIS MEANS

The Firefighter

Your quiz results put you squarely in Firefighter territory. That's not an insult. It means you've built
something real, you're keeping it alive, and you're doing it largely through will, hustle, and institutional
knowledge that lives mostly in your head.

The problem isn't that you don't care about marketing. The problem is that marketing requires consistency
and you're running a business that constantly interrupts consistency. A client crisis here. A hiring problem
there. A quarter where revenue dipped and you had to go sell instead of build. Sound familiar?

Firefighters are reactive by necessity. When something's on fire, you put it out. You don't have the luxury
of long-term thinking when short-term survival is always on the table. But here's what nobody tells you:
reactive businesses don't grow. They maintain. And maintaining, over time, starts to look a lot like
declining.

The core issue isn't your marketing. It's your operating model.

You don't have a dedicated marketing function. You have a founder (or a very small team) trying to
do marketing in between everything else. Sporadic effort produces sporadic results. And sporadic
results make it hard to justify investing more, which keeps the cycle going.
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HOW YOU GOT HERE

The Pattern That Built This

Most Firefighters didn't start out this way. You probably had a stretch where things were working well
enough that marketing felt optional. Referrals were coming in. Revenue was steady. The business ran on
relationships and reputation, and that was fine.

Then something shifted. A key referral source dried up. A competitor started showing up online in ways
you weren't. Growth stalled. And when you looked at your marketing, you realized there wasn't much to
look at. A website that was last updated a few years ago. A social media presence that goes quiet for
months at a time. An email list you've never really used.

Why this keeps repeating

The research on small and mid-size business marketing is consistent on this point. The number one
reason marketing efforts stall isn't budget. It's prioritization. When you're the founder, operator, and chief
revenue officer all at once, marketing is always the thing that gets bumped. It's important but not urgent,
right up until it's both, and by then you're already behind.

A 2023 survey by CoSchedule found that marketers who document their strategy are 331% more likely to
report success than those who don't. That stat stings a little if you're running marketing entirely out of your
head. But it also points at the fix: this isn't about working harder. It's about building a system that doesn't
depend on you having bandwidth you don't have.

716% 331% 3X

of SMB owners handle marketing more success with a documented faster growth for businesses with
themselves strategy systematic marketing
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STRENGTHS AND GAPS

What Works, What Doesn't

Where Firefighters tend to hold their own

You're probably better at relationship-based selling than most. Firefighters know their customers deeply
because survival required it. You've built genuine trust with the people who've stayed with you, and that's
not nothing. Word-of-mouth works because you actually deliver. When you do show up consistently
somewhere, whether it's a local network, a trade association, or a niche community, you tend to do well.
The problem is consistency, not capability.

You also tend to have more raw material than you realize. Case studies that never got written. Customer
stories that never got told. Expertise that never made it into content. The assets are there. They're just not
organized or deployed.

Where it breaks down

The predictable failure points for Firefighters are almost always the same: no pipeline when things are
going well, so when things slow down you're starting from zero. Marketing that pauses every time the
business gets busy, which means your best growth periods are followed by your leanest. And no way to
measure what's working because nothing runs long enough to generate meaningful data.

Lead generation is feast-or-famine. When revenue is strong, you're not thinking about filling the pipeline.
When revenue dips, you scramble to fill it fast, which usually means throwing money at ads or making
calls you should have been making six months ago. Harvard Business Review has described this as the
"demand generation trap" and it's nearly universal among founder-led businesses that scale past the
referral stage without building deliberate acquisition systems.

The busier you are, the less marketing you do. Which means your best
quarters often set up your worst ones.

This isn't a discipline problem. It's a structural one. Businesses that grow consistently don't rely on
the owner having time for marketing. They build systems that run whether the owner is in the
weeds or not.
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THE COST OF INACTION

What Happens If Nothing Changes

Here's the honest version of where this goes if the operating model doesn't change.

In the near term, not much. The business survives. Maybe it even has a good quarter or two. Referrals
come in, something breaks your way, and it feels like things might be turning around. This is actually the
danger zone, because a few good months make it easy to deprioritize the structural stuff again.

In the medium term, the gap between you and competitors who are building systems starts to show.
They're showing up in search. Their email list is growing. They have a pipeline that generates leads even
when nobody's actively selling. Yours doesn't. Their cost of acquisition goes down over time as their
systems get more efficient. Yours stays high because you're always starting fresh.

In the long term, the market shifts and you find out that referrals alone aren't a growth strategy. They're a
prayer. The businesses that get built to last are the ones that figured out how to generate demand
deliberately, not just receive it passively. That's the gap you're sitting on right now.

What the data says

Businesses that invest consistently in marketing, even at modest levels, outgrow their peers at a rate that
compounds over time. A Gartner study found that companies who maintained marketing investment
through difficult periods recovered significantly faster than those who cut it. The insight isn't that you need
to spend more money. It's that you need to spend it consistently, which means building a system that
doesn't stop when you get busy.

The Firefighter pattern has an exit. It just requires making a decision about whether marketing is
something that happens to your business or something your business does on purpose.
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WHAT TO DO NEXT

Five Steps You Can Take Right Now

You don't need a full agency, a six-figure budget, or a new hire to start breaking the Firefighter cycle. You
need a smaller set of deliberate decisions, made once and then executed consistently. Start here.

1 Decide what one channel owns your marketing.

Pick one. Email, LinkedIn, local SEO, whatever fits your audience and your capacity. Not
three channels you'll rotate through unevenly. One channel you'll actually run consistently for
six months. Consistency on one channel beats inconsistency on five.

2 Document your acquisition process in writing.

How does a new customer find you right now? Write it out, every step. If the answer is mostly
"referrals” or "they find me somehow," that's the gap. You can't fix a process you haven't
mapped. You can't systematize something that only exists in your head.

3 Build one 90-day marketing calendar and protect it.

Not ambitious. Achievable. Four pieces of content per month. One email per week. Whatever
is realistic given your actual bandwidth, not your aspirational bandwidth. The goal is to find
out what consistent looks like for your business before you try to scale it.

4 Set one marketing metric and track it weekly.

Not ten metrics. One. Leads generated, website visits, email subscribers, whatever is most
directly connected to revenue for your business. Track it once a week for 90 days. The
number matters less than the habit of looking at it.

5 Make the decision: owner-led or system-led?

The Firefighter cycle usually ends one of two ways. The owner eventually hires or contracts
someone to run marketing so it doesn't depend on their bandwidth. Or they build simple
enough systems that the marketing keeps running even when they're busy. Either path
works. But you have to choose one intentionally. Drifting isn't a choice.
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You already know something needs to change.

The five steps above are a real starting point. But if you've been in this pattern for a while, you also know that
knowing what to do and actually getting it done are two different problems. Sometimes what you need isn't
more information. It's a clear plan, an outside perspective, and someone wha'll tell you the truth about what's
working and what isn't.

That's what we do. We work directly with business owners and marketing teams to build the strategy and
systems that end the Firefighter cycle for good. No junior account managers. No vague deliverables. No
"synergistic methodologies." Just the work.
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