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Turning a referral business
into a targeted one.

Five years in, a highly respected, founder-led London events business

wanted to even out its seasons and choose its next era of clients on
long-term fit rather than circumstance. | designed a programme to test what
the founders know against the evidence, and to help them keep doing only

what they love, for as long as they want to.

CLIENT SCOPE

FOUNDER-LED EVENTS BUSINESS,
LONDON

01 - WHAT WAS NEEDED

Built on relationships. Ready to
grow by design.

B Where the best work comes from. The discovery asks
where work originates, and which relationships, event
types and venues produce the work worth repeating.

B The right fit, from a wide field. Many kinds of client,
across a wide geography and at many sizes. The job is to
find those that value what the business does best, and
the work to do less of.

H A steadier year. A highly seasonal trade needs growth
that evens out the calendar and builds in redundancy,
within what the team can deliver.

m A five-year plan and a ten-year exit strategy. Whether
the founders want to expand, step back or one day sell,
their long-term goals decide which clients to pursue and
how fast to grow.

B Found, not just introduced. A planned inbound engine
for search and Al answers (SEO, GEO, AEQ), with a
website and brand redesign, so ideal clients find the
business first.

It's not just about getting more
business — it's about seeking the

right business.

GUIDING PRINCIPLE OF THE 5-YEAR PLAN

THE PROGRAMME IN NUMBERS -

2-1

0CT 2026

100s

INVOICES & PLANNING
SHEETS ANALYSED

TWO FOUNDERS, ONE VISION

CHRIS C. WELCH GTM -

MARKETING / COMMERCIAL ENGINE BUILD

COMMERCIAL STRATEGY:
MARKET MAPPING AND TARGETING

DISCOVERY,

83 questions

CAREFULLY DESIGNED,
IN-DEPTH QUESTIONNAIRE

SELECTED WORK CASE STUDY
FOUNDER-LED EVENTS BUSINESS
LONDON, UK - 2026

03 FULL COMMERCIAL STRATEGY | FRACTIONAL DIRECTOR

PERIOD STATUS

CREATED MAY 2026,
STARTED AUG 2026

IN PROGRESS: DISCOVERY STAGE;
FULL STRATEGY SESSION NEXT

02 - HOW I APPROACHED IT

Evidence first. Then decisions. Then the
build. Then the action.

01 - EVIDENCE
Work back from the end goals, and ask each founder separately

A discovery brief sets fourteen questions the strategy must answer, from
positioning, client mix and geography to seasonality and what must never
change. The questionnaire works back from the end goals while helping the
founders define them. Each is asked to answer separately, so differing views
surface where an outside eye and a nine-part evidence checklist can test them.

WHAT WE KNOW

92 - DECISIONS
Define fit, then score a first-pass market map against it
A target-account framework scores fit on six weighted criteria across six target
categories. A first-pass market map, prepared ahead of the programme with Al
research and a public source per row, applies it to 166 entries, with seasonality
notes and drive-time bands where they apply, ranked to a top 100. The evidence
stage is designed to test it.

WHAT IS TRUE

03 - BUILD
Give the network a structure, then build outbound and inbound

A relationship-register template gives the founders' relationships and new targets
one structure to fill. The planned build is outbound (outreach packs for three
audiences, a CRM grown from the register) and inbound: a website and brand
redesign, and visibility in search and Al answers through SEO, GEO and AEO.

HOW IT IS SOLD

04 - READY FOR ACTION
A full strategy session, a five-year plan and a ten-year exit strategy

The programme brings the founders together for a full strategy session: the
findings are weighed, trade-offs settled and focus chosen, leading to a five-year
strategic plan and a ten-year exit strategy. From there the work turns outward
through the four routes shown overleaf.

WHAT THE BUYER SEES

5yr

STRATEGIC PLAN

10 yr

EXIT STRATEGY

FRACTIONAL GTM & GROWTH - WWW.CHRISCWELCH-GTM.COM
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CASE STUDY

FOUNDER-LED EVENTS BUSINESS

03

WHAT WAS CREATED

HOW TO READ THE MAP

Reputation brings the opportunity.

Strategy chooses which is right.

In events, there are many kinds of client, across a wide geography and at many sizes, in a
highly seasonal trade. The questionnaire is built to bring the founders' assumptions and
ambitions into the open, then show where the data agrees and where it conflicts.

ROUTE & PRIORITY ABOVE

THE SPINE DECIDES EVERY TARGET,

04

01 INTRODUCED

Warm Introductions

PLANNED - ALLIES & PAST CLIENTS

Allies, planners and past clients

asked for introductions to the
accounts that fit best.

WITHOUT IT
Warm routes in are left to chance.

READY FOR ACTION — WHAT THE BUYER SEES

02 RECOMMENDED

Venue Supplier Lists

PLANNED - PRIORITY VENUES
Approaches to the supplier lists of
venues that suit the work, so the

venue recommends the business.

WITHOUT IT
Venue recommendations go to
suppliers already listed.

03 - BUILD — HOW IT IS SOLD

CRM

PLANNED - FROM THE REGISTER
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WITHOUT IT
Follow-up and pipeline can't be
seen in one place.
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L GROWS INTO THE

DECISIONS — WHAT IS TRUE

Target-Account
Framework

6 CRITERIA - 6 CATEGORIES

Scores fit on creative fit, budget,

operations, repeatability, referral

value and access. Each category
names why the business can win,
its main risk and the route in.

WITHOUT IT
There's no shared test of which

Relationship
Register

TEMPLATE - SHARED AUG 2026

A ready structure, for the
founders to fill, covering current,
past, dormant and referring
relationships and new targets.

WITHOUT IT
Introductions can't be shared,
tracked or followed up.

T EQUIPS EVERY

CRM g

THE SPINE

Scored Market Map

166 ENTRIES - AI FIRST PASS

New targets, referral routes and
existing relationships across
venues, planners, agencies,
cultural bodies, sponsors and
brands, each with a fit thesis and
route in.

WITHOUT IT
Each new search starts from

03 APPROACHED

Targeted Outreach

PLANNED - HIGHEST SCORES FIRST

Named decision-makers at the
highest-scoring new accounts,
each approached with the proof
their audience needs.

WITHOUT IT
Outreach effort isn't matched to fit.

ROUTE IN T

Load-bearing. The strategy can't hold
without it.

Top rule: the method stage each layer
. SErves.

OUTBOUND & INBOUND

{771 Dashed: in progress or planned.

WITHOUT IT what the business loses if it's
missing.

- 4 ROUTES IN

04 FOUND

Search & Al Answers

PLANNED - INBOUND - AEO
Shows up when a host, planner or
venue searches, or asks an Al
assistant, for what the business

does best.

WITHOUT IT
The ideal client finds a competitor
first.

Outreach Packs

PLANNED - OUTBOUND - 3 AUDIENCES

For venues, planners, and cultural
and sponsor buyers, each led by
past work the founders clear for
use.

WITHOUT IT
Each audience gets the same
story.

Prioritised Top 100

RANKED BY WEIGHTED SCORE

The map ranked by weighted
score to a prioritised hundred; the
highest scorers go first to contact
research.

WITHOUT IT
Effort spreads thinly across
unequal targets.

enquiries fit.

scratch.
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WITHOUT IT
Buyers who search can't see what
referrals already know.

Strategy Session & E
5-Year Plan i
NEXT - WITH THE FOUNDERS E
Findings weighed together and E
focus chosen, leading to a five- 4
year strategic plan and a ten-year |
exit strategy. E
i
i
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WITHOUT IT
The analysis stays a document, not
a decision.

f EVIDENCE TESTS THE SPINE J

H o

EVIDENCE — WHAT WE KNOW

Evidence Checklist

3 TOOLS

Discovery Brief & Questionnaire

14 STRATEGY QUESTIONS - ISSUED AUG 2026

Works back from the end goals: positioning,
client mix, geography, seasonality, a ten-year
vision and long-term goals.

WITHOUT IT
The strategy rests on a single perspective.

9 AREAS - ISSUED AUG 2026

Asks for what already exists: customers,
events, economics, relationships, capacity and
proof.

WITHOUT IT
Perspectives can't be checked against practice.

Market & Competitor Research

A PUBLIC SOURCE PER ROW - 24 COMPETITORS

A public source logged for every mapped entry,
and 24 competitors listed to benchmark.

WITHOUT IT
Positioning is set without a view of the field.

B Clients are described anonymously while engagements are live. Named references on
request, where clients agree.
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Discuss your commercial question

CHRIS@CHRISCWELCH-GTM.COM
WWW.CHRISCWELCH-GTM.CcOM - I LONDON, UK
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