
Stage Assessment 8: Advocacy
Are referrals a system, or a pleasant surprise?

Your best clients would refer you more often. They hold back not through reluctance but 

because referring you is harder than it looks: they don't know exactly who you want, and no 

natural moment presents itself. This is one of eight stage assessments in the SMARTer 

system; each goes deep on one stage.

How to score
Score each statement from 1 to 5. A score of 1 means “not true of us at all”; 3 means “partly 

true, or true sometimes”; 5 means “consistently true, and I could show you the evidence”. 

The evidence test matters: if you couldn't demonstrate it to a sceptical outsider, score it 

lower.

The eight statements
1. Referrals arrive because we make them easy, not just because clients are happy    Score: 

___

2. We notice the natural moments to ask: after a win, at a good review, when thanks arrive 

unprompted    Score: ___

3. We actually ask, at some of those moments    Score: ___

4. Our best clients could describe who we're looking for, because we've told them    Score: 

___

5. We make introductions effortless: a forwardable note, a choice of how to introduce    

Score: ___

6. We thank and report back on every referral, whether or not it became work    Score: ___

7. We count our referral flow: how many, from whom, worth what    Score: ___

8. We give referrals as well as receive them; the channel runs both ways    Score: ___

Total: ___ / 40
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Reading your score
32 to 40: You've built the engine most firms only hope for: warm introductions on a system. 

Protect the comfort rules; the engine dies the day a client feels used.

20 to 31: Partial: goodwill exists, mechanism doesn't. Usually one missing piece, the two-

sentence “who we're looking for”, unlocks everything else.

Under 20: Your happiest clients are an unused asset. Thirty minutes a quarter of deliberate 

advocacy work typically becomes the highest-quality source of new work a firm has.

Three first steps
•  Write your two-sentence description of exactly who you're looking for, in plain words, and 
use the same one every time
•  Draft a short forwardable note a client could send in ten seconds
•  Choose two clients who've had a recent satisfaction moment, and ask this quarter
The free Referral Engine Guide at smarterentrepreneurs.co.uk is this stage's complete 

system: four parts, one rhythm.

Where this fits
If this stage scored well, your constraint likely sits elsewhere: the free fifteen-minute 

Revenue System Self-Assessment at smarterentrepreneurs.co.uk scores all eight stages 

and finds it. And if you'd like a second pair of eyes on what you've found, that's what a 

Discovery Call is for. No pitch, no pressure, and you'll leave with something useful either way.
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