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This toolkit includes 6 interactive exercises
to help you discover why your marketing
sounds generic and how to build authentic
differentiation through story.

Ready to go deeper? Contact us by email:
hello@dot.social
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Most marketing starts with competitive analysis. Find gaps. Create
positioning. Develop messages.

This process creates similar results because everyone follows the 
same steps.

What if you started with something competitors couldn‘t copy? Your 
actual story—the real reasons you exist, the specific experiences that 
shaped your perspective, the genuine beliefs that guide your
decisions.

Throughout this toolkit, we‘ll use examples from a project
management company called Grounded to show you how story-led 
marketing works in practice. You‘ll see how they went from generic 
positioning to distinctive narrative.

This toolkit helps you uncover that story through six practical exercises. 
Some will reveal gaps. Others will show strengths. All will help you
understand what makes you genuinely different.

Let’s start by looking at what you‘ve already built...

Story before 
strategy.
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Your visual identity is your first impression.
It happens in milliseconds, before anyone
reads a word of your copy.
Most companies make visual choices that “look
professional” in their industry. They use standard layouts,
choose safe colours, and avoid anything that might
seem risky.

This creates a paradox: the more you try to look credible,
the more you blend into industry expectations.

Let’s test whether your visual identity shows perspective

The worksheet walks you through the exercise
step-by-step, with examples of what to look for
and how to evaluate your results.

The logo 
test.

Download The logo test worksheet.

5

https://www.canva.com/design/DAGwIZ1CVYs/4i4cXNily4ZZOrRKF_gjlQ/edit?utm_content=DAGwIZ1CVYs&utm_campaign=designshare&utm_medium=link2&utm_source=sharebutton


Visual identity reveals how you think about your position
in the market.

If your homepage could work for competitors: You‘re prioritising
industry credibility over differentiation. This isn‘t wrong - it’s a
conscious choice that many successful companies make. But it 
means you‘re competing on content rather than first impressions.

If your homepage feels distinctly yours: Your visual choices reflect a 
perspective on your customers‘ problems. You‘re willing to stand out 
visually, which creates stronger first impressions and better brand 
recognition.

Either way, visual identity is just the surface layer. Your messaging
reveals much more about how distinctively you think about
customer problems.

The next test digs into that messaging...

Understanding 
your results.
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Your core marketing messages reveal whether 
your positioning stems from authentic
perspective or industry templates.
Every company promises “better results“, “proven solutions“ or “world-
class service”. These aren‘t differentiators - they‘re table stakes 
dressed up as unique value propositions.

When messaging is interchangeable, customers fall back on basic 
comparisons: price, location, timing, personal relationships. Your
positioning work becomes irrelevant because prospects can‘t tell the 
difference between options.

This test reveals whether your messaging shows how you think
differently about customer challenges.

The
copycat
test.
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https://www.canva.com/design/DAGwITuh8W4/YqH6mHvyGaXKjttEL9bEVA/edit?utm_content=DAGwITuh8W4&utm_campaign=designshare&utm_medium=link2&utm_source=sharebutton


Same process, 
same results.
Modern marketing education teaches the same frameworks to
everyone. Analyse your market, identify gaps, develop positioning,
create messaging.

This process creates similar outputs because everyone follows
identical approaches. You end up describing what you deliver
rather than how you think about customer challenges.

When positioning is built from market analysis rather than authentic 
conviction, it sounds professional but borrowed. Customers sense
this, even if they can‘t articulate why.

The worksheet shows you exactly what to look for in your own
messaging, and how to spot the difference between positioning
and authentic perspective.
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Generic vs
story-led
messaging.
Most companies end up with messages that could work for
anyone in their industry. Even when the execution is professional, 
the thinking underneath is borrowed.

Story-led messages reveal something different: how you
actually think about the problem.

What Generic Sounds Like:
• Describes what you deliver better than competitors
• Uses the same language everyone else uses
• Could copy/paste to similar companies
• Focuses on your process or capabilities

What Story-Led Sounds Like:
• Shows how you think about the problem differently
• Uses language that reflects your actual beliefs
• Impossible for competitors to claim without lying
• Focuses on what you think is really going wrong
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Generic approach:
“Our platform helps growing teams stay organised and deliver pro-
jects on time without the chaos ofendless email chains and scattered 
spreadsheets.“

Why this sounds like everyone else:
• Could work for Asana, Monday.com, Basecamp
• No unique perspective on the customer‘s problem
• Describes features, not philosophy

Story-led approach:
“We believe project management software should make you feel 
more human, not less. While the industry builds tools that turn people 
into productivity metrics, we build software that honours how teams 
actually think and work together.“

Why this can‘t be copied:
• Impossible for surveillance-focused competitors
• Shows specific understanding of customer frustration
• Challenges fundamental industry assumptions
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Most Companies Approach
Marketing Backwards

This creates similar results because everyone follows the same steps.

Everyone learns the same frameworks. Analyse your market,
identify gaps, develop positioning, create messaging. Expert execution 
of identical processes creates expert but identical results.

You end up trying to find your place in the market before
understanding what actually drives you. This produces positioning 
that sounds professional but feels borrowed.

There‘s a better way. It starts with understanding the natural
order of how marketing should actually work...

Why this
happens.

Traditional marketing process:
Market Research > Competitive Analysis > Gap Identification >
Positioning Development > Message Creation
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The natural
order.
Your brand and story must come first. Without clear principles and 
purpose, marketing becomes another voice in the noise. When your 
brand foundation is strong - and story precise - your marketing
carries genuine weight.
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The Natural Order:
Brand First > Story Second > Marketing Third

Brand First: Who are you fundamentally? What principles 
guide your decisions?
Story Second: Why do you exist beyond profit? What
personal conviction drives your approach?
Marketing Third: How does your real story translate into 
market positioning?

When you follow this sequence, marketing becomes expression of 
genuine conviction rather than competitive positioning. Your
messaging cannot be replicated because it stems from real
narrative rather than market analysis.

Branding defines who you are. Story is your anchor. Marketing shows 
why you matter.



Positioning:
• Market-driven and competitor-focused
• Based on gaps and opportunities in the market
• Can be expertly executed but still sound generic
• Tactical and responds to market conditions
• Answers: “Where can we fit in the market?”

Story:
• Purpose-driven and internally-focused
• Based on real experience and genuine conviction
• Personal and impossible to replicate authentically
• Strategic and endures through market changes
• Answers: “Why do we exist and what drives us?”

You can hire the best strategists, conduct thorough market research, 
and develop sophisticated positioning that still sounds like
competitors. This happens because positioning frameworks are 
taught everywhere.

Story can‘t be similar because it stems from personal experience.
Your real narrative - the genuine reasons you started, the specific
frustrations that drove you, the personal convictions that guide
decisions—is impossible for competitors to replicate.

Positioning vs 
story.
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The
origin
story.
Most company founding stories
follow predictable patterns:
“We saw a gap in the market...“
“We wanted to do things better...“
“We built something we wished existed...“

These explanations are safe but meaningless. They could apply to 
thousands of companies.

Real origin stories reveal the personal conviction tha drives business 
decisions. They explain not just what you built, but why you were
personally compelled to build it.

The challenge: most founders clean up their origin stories to sound 
more professional. They remove the frustration, failure, or personal 
challenges that actually drove their decision to start.

But these “messy” elements create the most distinctive positioning.
.
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Why
vulnerability 
works.
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The parts of your story you want to hide are
usually the parts that create the strongest
positioning.
Your real trigger moment matters because it can‘t be replicated. 
Competitors might copy your features or your messaging, but they 
can‘t credibly claim your personal experience.

This creates what we call “unchangeable foundation“:

• Your story determines what you can and can‘t authentically build
  It guides every strategic decision in a way that feels natural
• It makes certain competitive moves impossible for you to pursue
• It makes your positioning impossible for others to steal
• The worksheet helps you identify which experiences create this kind
  of strategic advantage.



The messy
reality.
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Grounded’s founder spent two years implementing a
“productivity platform“ at her previous company. She watched it
slowly destroy team morale. People stopped collaborating because 
every conversation got tracked. The best designer ranked lowest on
activity dashboards because she thinks before typing.

She felt personally responsible for making work miserable for people 
she genuinely liked.

Why this creates unshakeable foundation:

This experience means Grounded’s founder cannot credibly build
surveilance-based software. Her story provides unchangeable
foundation for every product decision, hiring choice, and strategic
direction.

Competitors might copy individual features, but cannot authentically 
claim her conviction about human-centred productivity without
fundamentally changing their business model.



Your
perspective.
Most companies describe problems using the same words their
competitors use. “Inefficient processes.“ “Poor visibility.“
“Communication breakdowns.“

These descriptions are true but useless. They lead to similar solutions 
because everyone‘s starting from the same place.

Your perspective is how you think about the problem
differently:

• What’s really happening beneath the obvious symptoms?
• Why do standard solutions miss the point?
• What does everyone else ignore that actually matters?

When your perspective comes from real experience rather than
market research, competitors can‘t copy it without completely
changing their approach.
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The four
questions.
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Your perspective becomes clear when you
answer these four questions in sequence:
1. What’s the biggest problem you solve?
Not the surface issue everyone talks about. The real
problem that others miss or misunderstand.

2. When customers have this problem, most companies...
What’s the standard industry response? What assumptions does 
everyone make about what customers need?

3. But we do...
How is your approach fundamentally different?
(This isn‘t about execution—it’s about philosophy.)

4. What does success look like your way?
How do you define a good outcome? What matters to you that 
doesn‘t matter to competitors?

When these four answers connect logically and stem from real
conviction, competitors can‘t replicate your position without adopting 
your entire worldview.
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Industry standard
problem definition:
“Teams struggle with project management inefficiency and lack of 
visibility into progress.”

Grounded’s distinctive 
perspective:
“The real problem isn‘t efficiency - it’s that productivity tools make 
teams feel surveilled rather than supported. When software treats 
people like metrics to be optimised, it destroys the human connection 
that actually drives great work.”

Why this perspective can‘t be copied:
• Reframes the core issue from efficiency to human experience
• Challenges fundamental industry assumptions about what
  productivity software should do
• Based on founder’s personal experience watching tools damage
  team relationships
• Competitors focused on tracking and surveillance cannot
  authentically claim this viewpoint



The four
questions.
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1. What’s the biggest problem you solve?
“Productivity tools that make teams feel surveilled rather than
supported.”

2. When customers have this problem, most
companies...
“Build more sophisticated tracking and reporting features to increase 
visibility and accountability.”

3. But we do...
“Focus on clarity and connection rather than surveillance, creating 
tools that honour how humans actually think and collaborate.”

4. What does success look like your way?
“Teams feeling trusted and supported rather than monitored, with 
natural collaboration replacing forced accountability.”

Notice how each element builds on the founder‘s personal
experience and creates positioning that surveillance-focused 
competitors cannot authentically claim.



Now we organise your discoveries into coherent structure.

The previous four exercises gave you deep insights into your visual 
identity, messaging, origin story, and perspective. Now we need to 
connect these elements logically.

The Story Organiser takes the key insights from your previous work and 
asks you to distill them into clear, one-line answers. This creates the
building blocks for your complete narrative.

Most companies can‘t coherently connect their founding experience 
to their market positioning. They have origin elements and competitive
differentiation, but lack the unifying thread that makes it all make 
sense.

Story
organiser.
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https://www.canva.com/design/DAGwIshSgdw/Ywi4bsdcJKMREXKx_7whSA/edit?utm_content=DAGwIshSgdw&utm_campaign=designshare&utm_medium=link2&utm_source=sharebutton


Creating
coherant
narratives.
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The story organiser reveals the logical flow from 
personal conviction to business strategy.

The eight elements:
1. What was the trigger for the company? (from Origin Story)
2. What was the personal motivation? (from Origin Story)
3. What did you want to do differently? (from Origin Story)
4. What are your guiding principles? (from Origin Story)
5. What’s the biggest problem you solve? (from Perspective)
6. What do your competitors do? (from Perspective)
7. What do you do differently? (from Perspective)
8. What does success look like your way? (from Perspective)

Each element should connect naturally to the next: Personal
experience > Core beliefs > Market approach > Customer value

The worksheet helps you identify gaps and strengthen connections, 
using one-line summaries of your previous discoveries.



Transform your organised elements into your 
complete narrative.
Using your work from the Story Organiser, this final tool synthesises 
everything into the four-part story framework that becomes your 
marketing foundation:

We started because...
We believe...
We work differently by...
Our customers value...

Each element builds on your previous discoveries:
“We started because“ comes from your origin storywork
“We believe“ emerges from your perspective on the problem
“We work differently by“ shows your unique approach
“Our customers value“ reveals what matters to your audience

Story
builder.
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Complete
story in action.
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Here‘s Grounded’s complete story built from 
their organised elements:

“We started because every project management tool felt like it was 
built by people who‘d never actually managed a project. We believe 
software should make you feel more human, not less. We work
differently by focusing on clarity and connection rather than
surveillance and metrics. Our customers value feeling trusted and
supported rather than monitored.“

What makes this impossible to replicate:

Every element stems from specific personal experience and genu-
ine conviction. The story connects logically from founding motivation 
through market positioning to customer value.

Competitors might copy individual phrases, but cannot credibly claim 
the complete narrative without changing their entire business
approach.

This is story-led differentiation: distinction based on conviction rather 
than competitive positioning.



Grounded’s 
complete story.
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Now that you‘ve worked through the story-building process, here‘s 
how it worked for our example company.

Grounded started exactly where most companies start - with position-
ing-first thinking.

BEFORE (Market-Based Positioning):

“We help teams stay organised and deliver projects on time.“
“Our platform combines powerful project management with
 intuitive design.“

“We provide world-class customer support and proven results.“

Professional. Competent. Indistinguishable from dozens
of competitors.
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But their founder had a story that changed everything.

She‘d spent two years implementing a “productivity platform“ at her 
previous company. She watched it slowly kill team morale. People
stopped collaborating because every conversation got logged. The 
best designer was ranked lowest on activity dashboards because
she thinks before she types.

She felt responsible for making work miserable for people she
actually liked.

This experience became the foundation for everything Grounded built 
- and the source of their distinctive market position.

When Grounded’s founder put story first, everything changed.

Her positioning could work for any project management company. 
But her story could only work for someone with her specific
experience and conviction.



AFTER (Story-Led Positioning):

“We build project management software that makes you feel more 
human, not less.”

This simple statement stems directly from her personal experience. 
Competitors built on tracking and surveillance cannot credibly claim 
this positioning without changing their entire business model.

Grounded’s Complete Story Framework:

• We started because every project management tool felt like it was
   built by people who‘d never managed a project
• We believe software should make you feel more human, not less
• We work differently by focusing on clarity and connection rather
   than surveillance and metrics
• Our customers value feeling trusted and supported rather than
   monitored

This is what story-led marketing creates: distinction based on
conviction rather than competitive positioning.
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What’s next?
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If you‘ve completed all six exercises, you now 
have:

• Understanding of how your current marketing compares to
   competitors
• Clear picture of your authentic origin story
• Articulated perspective on customer problems and solutions
• Organised narrative elements that connect logically
• Complete story framework ready for implementation

This is significant work. Most companies never dig this deep into their 
authentic narrative foundation.

But understanding your story and implementing it effectively are
different challenges.

Your team shares your assumptions about what’s obvious or
important. You assume everyone thinks like you do, so you can‘t
identify which aspects of your story create genuine market
differentiation.

Professional story development takes this foundation and builds
market positioning that competitors cannot replicate.



Book your brand 
story strategy
session.
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Book a 30-minute professional assessment of your story potential 
and development approach.

Send us a screenshot of your story builder. We‘ll review your toolkit
exercises and identify the narrative elements that create the strongest 
market differentiation. Then we‘ll map out the path from your current 
positioning to story-led marketing that competitors cannot replicate.

Get in Touch: hello@dot.social

Learn More: dot.social

mailto:hello%40dot.social?subject=
http://dot.social
https://dotsocial.zohobookings.eu/#/240426000000039052


We craft stories that change businesses.
We believe in marketing that matters - genuine
connections that drive real business growth.

We don‘t work without a story, and we don‘t do
soulless marketing.

Ready to sound distinctively like you?

© 2025 Dot Social
All rights reserved.
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