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Introduction	

Taming	the	Tiger	
The	first	time	I	grabbed	the	tiger	by	the	tail	I	wasn’t	ready.	A	friend	and	I	decided	to	leave	

university	and	partner	in	business.	We	figured	that	starting	a	software	company	was	the	

fast	track	to	success.	Everyone	knew	that	creating	a	company	like	Microsoft	was	only	the	

way	to	go,	and	we	firmly	believed	that	we’d	strike	it	rich	and	retire	in	about	six	months.	

How	tough	could	it	be?		

We	had	what	many	entrepreneurs	and	first-time	business	owners	have—what	I	call,	

“blissful	ignorance.”	If	we	had	known,	or	had	the	slightest	idea	what	we	were	in	for,	we	

might	not	have	attempted	it.	I	would	have	stayed	in	school,	gotten	a	degree	and	changed	

the	course	of	my	life.	

Instead,	I	have	experienced	the	unforeseeable	highs	and	lows	that	can	only	come	from	

being	an	entrepreneur	and	business	operator.	I	have	signed	seven-figure	contracts	and	I’ve	

feared	the	bank	foreclosing	on	my	loans.	I	have	built	physical	businesses	from	the	ground	

up,	from	concept,	design,	and	construction	to	opening.	I	have	also	been	so	broke	that	I	

worried	about	having	enough	money	to	put	gas	in	my	car	just	to	get	to	work.	

I	have	moved	in	and	out	of	multiple	industries	based	on	what	seemed	interesting	to	me	at	

the	time.	No	science	to	it,	just	intuition.	Many	will	suggest	that	this	isn’t	the	best	approach	

to	choosing	companies	or	industries,	but	I	have	always	moved	towards	things	based	on	

instinct	first,	and	business	evaluation	second.	I	believe	that	both	are	required	to	make	a	

venture	work.			

Since	my	first	software	company,	I	have	operated	thirteen	other	companies	in	six	different	

industries,	giving	me	a	depth	of	experience	obtained	by	few	entrepreneurs.	Along	the	way,	

I’ve	developed	strategies	to	grab	hold	of	the	tiger	of	business,	tame	it,	and	ride	it	to	the	

finish	line.	
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More	than	a	Marathon	
Most	books	discuss	the	start-up	phase	of	a	business,	but	what	many	people	don’t	realize	is	

that	deciding	to	begin	a	business	is	the	easy	part.	Early	on,	a	start-up	is	primarily	a	

checklist	of	actions	and	steps	before	beginning	operations.	Picking	a	name,	designing	a	

logo,	securing	a	lease,	ordering	inventory,	and	finding	a	supplier	are	all	relatively	easy.	It	

takes	months	to	get	it	all	done,	but	like	training	for	a	marathon,	it’s	just	a	lead-up	to	the	

main	event.	It	may	be	challenging	and	strenuous,	but	it’s	nothing	compared	to	what	the	

actual	race	will	be	like	with	competition	on	the	field.	

The	fact	is	that	business	is	far	more	than	a	marathon.	Compared	to	running	a	business,	a	

marathon	is	more	like	a	sprint,	just	a	quick	moment	in	time.	Entrepreneurship	is	a	years’	

long,	ongoing	process	of	growth,	challenge,	and	development.	Every	day	is	game	day.	If	it	

were	only	three	to	six	hours	long,	like	an	average	marathon	race,	people	would	be	signing	

up	and	winning	at	business	all	the	time.	Unlike	a	race	with	a	finish	line,	business	ownership	

is	a	nonstop	endeavor,	demanding	peak	performance	at	all	times.	It	wears	many	people	

down.		

Entrepreneurship	only	really	starts	when	you	sell	something,	which	is	the	first	step	in	the	

race.	Until	you	actually	make	a	sale,	all	the	actions	you	are	taking	are	simply	preparation.	

You	may	be	hiring,	producing,	and	systemizing	operations,	but	nothing	matters	until	you	

sell	something.	Only	sales	will	justify	your	efforts,	which	is	why	I	am	a	huge	sales	advocate.	

It	is	the	critical	driver	of	every	company,	whether	you	are	selling	goods	or	services.	Sales	is	

when	the	rubber	hits	the	road.	It’s	where	all	the	challenges,	variables,	and	situations	unique	

to	your	business,	and	common	to	all	businesses,	finally	begin.		

Yes,	each	type	of	business	is	unique,	yet	all	are	remarkably	the	same.	I	have	worked	with	

companies	and	owners	worldwide,	and	I’ve	seen	that	everyone	tends	to	think	that	their	

location,	industry,	or	product	makes	them	totally	different.	It	doesn’t.	Every	business	is	

trying	to	sell	or	market	something,	administer	it,	finance	it,	staff	it,	or	produce	it.	There	are	

universal	problems	that	arise	requiring	universal	solutions.	So,	if	you’re	wondering	
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whether	this	book	will	address	your	business	and	your	unique	circumstances,	you	can	rest	

assured	that	it	will.	The	universal	nature	of	business	is	undisputable.	

The	Importance	of	Mindset		
Above	all,	I	emphasize	mindset,	because	the	owner’s	mindset	is	the	strongest	determining	

factor	for	the	success	of	any	company.	It	is	where	ideas	are	initially	hatched	and	evaluated.	

The	owner’s	mind	is	central	for	determining	how	a	business	runs	day	to	day.	The	owner	

provides	inspiration	and	direction	for	all	decision	making.	A	company’s	business	

operations	are	a	direct	reflection	of	the	owner	and	their	thought	process.	The	owner’s	

mindset	is	the	foundation	for	the	success	or	failure	of	the	business.	

However,	there	comes	a	time	when	every	entrepreneur	and	business	owner	can	lose	sight	

of	their	capabilities.	That’s	where	this	book	come	in.	My	hope	and	objective	is	that	in	

reading	this	book,	you	are	inspired	to	keep	going	and	hold	fast	to	your	entrepreneurial	

dream.	On	these	pages	I	provide	actionable,	non-academic	solutions	to	the	challenges	and	

business	problems	facing	every	entrepreneur.	Here	you	will	find	the	strategies	and	tactics	

that	will	make	winning	the	race	of	business	ownership	easier.	

Running	a	company	is	the	most	challenging	choice	someone	can	make.	It’s	a	fast	moving		

game	where	the	players	change	position	and	the	field	shifts	every	day,	but	one	where	you	

can	change	the	rules	and	innovate	to	create	a	new	game.	If	you	are	already	operating	a	

company,	then	you	know	the	daunting	challenge	you	have	chosen.	I	believe	that	

entrepreneurship	is	the	most	rewarding	career	choice	a	person	can	make.	Nothing	drives	

your	learning	and	development	like	running	a	business.	Nothing	makes	you	reflect	more	on	

“you”	than	the	struggles	of	business	ownership	and	operation.	

One	of	my	favorite	moments	as	a	business	coach	was	with	a	former	client	who	went	from	

operating	a	successful	furniture	business	to	deciding	she	was	going	to	launch	a	fashion	

store.	She	said	it	had	finally	occurred	to	her	that	she	was	no	longer	just	a	furniture	business	

owner,	but	a	cross-industry	entrepreneur.	She	had	come	to	understand	in	mind	and	heart	



5	
	

that	she	had	the	know-how	and	skills	to	start	any	company	she	wanted,	and	make	it	a	

success.		

How	to	Use	This	Book	
I	wish	you	this	kind	of	personal	confidence	and	transformation	to	expand	your	belief	in	

yourself	as	a	visionary	entrepreneur	without	limits.	What	follows	are	99	secrets	that	will	

help	you	realize	your	dreams	with	the	business	you	are	considering,	the	one	you	are	

operating,	and	the	ones	you’ll	create	in	the	future.	

Most	businesses	have	areas	that	are	running	great,	and	other	areas	that	struggle.	What	

makes	it	more	complicated	is	that	those	areas	change	constantly;	it	can	seem	like	your	

team	is	working	well,	then	suddenly	a	couple	of	key	employees	give	notice	and	HR	is	in	a	

tailspin!	Your	cash	flow	is	smooth,	then	the	summer	months	hit,	and	suddenly	you	need	

more	clients	and	cash	to	stay	afloat.	

This	book	is	a	resource	for	both	practical	advice	and	real-life	business	stories.	I	encourage	

you	to	read	it	from	cover	to	cover,	over	and	over.	Mark	the	pages,	make	notes,	use	the	links,	

and	go	to	the	website	for	tools,	templates,	and	instructions	to	put	these	secrets	into	action	

in	your	company.	

https://www.tigerbythetailbook.com	

For	easy	reference,	the	99	secrets	are	grouped	into	sections	of	business	functions	and	other	

sections	focused	on	you,	the	owner.	This	structure	allows	you	to	concentrate	on	issues	and	

solutions	as	you	need	them.	You	can	flip	to	a	section	to	review	ideas,	or	you	can	open	to	any	

page	to	discover	an	idea	that	applies	to	you	now,	or	perhaps	in	six	months	when	you	need	

it.	

Everything	you	need	to	be	a	great	entrepreneur	and	business	owner	today	resides	inside	

you,	right	now.	This	book	will	help	you	bring	those	capacities	to	the	surface	so	you	can	put	

them	to	work.	
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Part	One	

Your	Mindset	is	95%	of	
the	Battle		
The	things	you	say	to	yourself	when	running	a	company,	the	thoughts	you	have	and	the	

beliefs	you	hold	to	be	true	are	absolutely	critical.	They	guide	the	way	you	make	decisions	

and	the	actions	you	take	in	your	business	every	day.	This	is	your	mindset.	It’s	your	way of 

thinking and believing. Mindset is your intention. It’s what makes you tick. 

Your	mindset	accounts	for	95	percent	of	your	long-term	success	as	an	entrepreneur.	It’s	

therefore	important	to	be	honest	about	your	mindset	because	it	will	guide	your	playbook	

long	before	anything	happens	in	your	business	operationally.	Limitations	in	your	mindset	

will	constrain	you	before	any	limits	in	your	market,	your	budget,	or	your	ability.			

Why	don’t	most	business	owners	create	uber-successful	companies	that	are	market	

leaders?	It’s	because	they	are	unable	to	see	their	organization	becoming	that	successful.	

The	business	you	create	follows	the	size,	scope,	and	clarity	of	your	mental	picture.	The	

ultimate	success	of	your	business	requires	the	highest	level	of	belief	in	yourself	and	your	

intention	building	toward	your	goal.	

Limitation	and	scarcity	need	to	be	identified	within	yourself	and	kept	in	check	to	create	

your	business	masterpiece.	Don’t	let	those	in	the	market,	in	your	family,	or	in	your	firm	

restrict	what	you	see	as	opportunities	to	create.	It’s	vital	to	make	your	power	to	think,	

innovate,	and	produce,	stronger	than	any	external	limitation.	Mastery	of	your	business	

starts	with	how	you	think	about	it,	and	how	you	follow	through	to	create	it.	Success	begins	

with	mindset.		
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Secret	1	

Persistence,	Adapt,	Persistence	
Do	you	want	to	know	what	characteristic	will	help	you	master	and	succeed	in	your	

company	more	than	any	other?		

Hands	down,	no	doubt,	undeniably,	it’s	the	attitude	and	commitment	of	persistence.		

So	often	for	entrepreneurs,	problems	and	issues	come	up	that	don’t	have	textbook	

solutions.	When	the	recession	of	2008–2009	hit	companies	around	the	world	hard,	

entrepreneurs	didn’t	know	where	to	turn	for	answers.	Everyone	was	dealing	with	an	

overarching	situation	of	lower	sales,	financial	pressure,	and	failing	markets.		

Solutions	aren’t	always	obvious.	It	can	be	like	diagnosing	a	patient	with	multiple	

symptoms.	Diagnosing	a	business	problem	can	involve	many	variables	to	the	equation.	

When	trouble	hits,	my	first	piece	of	advice	is	to	take	it	easy	on	yourself.	If	you	don’t	know	

the	answer	immediately	to	every	issue	you	face,	you	are	just	like	everyone	else.	You	are	in	

the	same	struggle	as	every	other	entrepreneur	and	owner.	Give	yourself	a	break	and	don’t	

pressure	yourself	to	come	up	with	an	answer	straight	off.		

With	a	clear	frame	of	mind	you	can	dig	in	and	start	looking	for	solutions.	Depending	on	the	

particular	challenge,	it	can	take	days,	weeks,	or	even	years	of	persistence	to	find	the	

appropriate	resolution.		

I	once	had	an	issue	in	building	a	restaurant	where	my	outdoor	patio	application	was	not	

included	in	the	original	design	and	building	approvals.	When	I	went	back	to	the	city	to	get	

an	approval	they	literally	laughed	at	me.	They	said	there	was	no	way	I	would	ever	get	an	

approval.	Yet	the	patio	was	a	key	part	of	our	business	model;	it	doubled	our	seating	in	the	

summer	months!	I	was	angry	and	determined	to	find	a	way.	I	just	wouldn’t	take	no	for	an	

answer.		
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I	spent	the	next	three	years	using	consultants,	meeting	with	community	reps,	getting	letters	

and	signatures,	and	learning	the	process	at	city	hall.	I	met	with	councilmen,	submitted	re-

zoning	plans	for	a	whole	city	block,	and	applied	for	my	own	patio	permits.	I	fought	a	legal	

battle	with	a	single	neighbor	who	opposed	the	patio	(and	who	happened	to	be	a	lawyer).	I	

was	persistent,	very	persistent,	and	at	every	step	I	adapted	my	tactics.	

Friends,	family,	staff,	other	business	owners,	city	officials,	the	building	developer,	

consultants,	and	even	my	business	partner	suggested	we	give	up.	Many	times	I	also	wanted	

to	quit,	but	I	just	couldn’t.	I	knew	somewhere	deep	down	that	there	had	to	be	a	way.	I	was	

prepared	to	put	more	effort	into	success	than	everyone	I	faced	was	prepared	to	put	into	

defeating	me.		

Finally,	I	went	to	city	council	to	make	my	case	in	front	of	the	highest	level	of	municipal	

leaders.	I	had	met	them	repeatedly	and	even	developed	a	relationship	with	some.		

In	the	end,	my	lobbying	and	efforts	paid	off—my	patio	was	approved	only	three-and-a-half	

years	after	the	restaurant	opened!	It	was	absolutely	gratifying	and	had	a	tremendous	

impact	on	our	business.	I	had	been	through	anger,	despair,	frustration,	confusion,	hope,	and	

gridlock.	I	wanted	to	murder	some	of	the	civic	workers	who	were	denying	me	my	rights.	I	

saw	how	government	and	business	do	not	always	mix.			

That	experience	taught	me	a	valuable	lesson	that	applies	across	the	board	to	business.	

Persistence	in	sales,	financing,	staffing,	(and	even	patios),	is	the	most	critical	skill	you	can	

have.	It	involves	the	constant	effort	to	succeed	and	overcome.	Persistence	can	help	you	look	

at	a	problem	from	angles	that	others	just	can’t	or	won’t	see.	In	many	parts	of	business,	such	

as	in	product	development,	persistence	goes	hand-in-hand	with	innovation.	Innovation,	or	

adaptation,	is	critical	to	growth.	Combined	with	innovation,	persistence	keeps	you	looking	

at	things	differently	and	finding	new	angles	for	solutions.	Persistence	is	the	ability	to	adapt	

your	approach	to	every	problem	to	find	unique	solutions.	If	you	do	nothing	else	but	persist	

in	your	company,	you	will	achieve	more	success	than	most	people.  
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Secret	2	

Twenty	Times	the	Problems	
Running	a	company	involves	twenty	times	the	problems	than	most	people	experience	in	

their	workday.	The	insurance	clerk	dealing	with	accident	paperwork	deals	with	the	same	

issues	day	in	and	day	out.	It’s	like	the	movie	Groundhog	Day,	every	day	looks	the	same.	A	

receiving	clerk	may	complain	about	a	shipment	that	didn’t	arrive,	and	that	he	had	to	call	

the	client	to	tell	them	their	order	was	going	to	be	late.	That’s	it?	That’s	not	a	problem,	that’s	

a	phone	call.	

The	problems	on	a	regular	job	pale	before	the	problems	that	face	an	entrepreneur.	If	you	

feel	overwhelmed	by	the	number	of	problems	you	have	on	your	plate,	you	are	in	the	sweet	

spot	of	entrepreneurship.		

The	shipping	clerk	has	his	problems	and	the	finance	manager	has	her	problems,	but	the	

entrepreneur	gets	them	all.	On	any	given	day,	the	business	owner	is	dealing	with	an	issue	

of	sale	price,	inventory	shortage,	a	sick	staff	person,	rent	due,	a	marketing	deadline,	and	

operations.	Tomorrow	it’s	another	set	of	problems.	And	it’s	just	Tuesday!	When	your	

expertise	needs	to	span	every	aspect	of	the	business,	your	issues	also	span	every	aspect	of	

the	business.		

All	problems	force	you	to	expand	your	knowledge	and	skills	in	all	areas	NOW!	It	is	seriously	

challenging,	but	can	also	be	rewarding	as	you	grow	in	skills	and	knowledge.	One	of	the	keys	

is	to	embrace	all	of	these	situations	that	make	you	feel	ill-equipped,	because	they	force	you	

to	learn.	It’s	important	to	consciously	decide	to	recognize	the	pace	of	change	and	growth	

required	of	the	entrepreneur,	and	learn	to	enjoy	it.	

Any	day	that	you	are	struggling	with	some	customer	issue,	a	finance	issue,	a	sales	issue,	a	

staff	or	production	issue	is	a	normal	day.	It	takes	a	great	deal	of	skill	and	determination	

(and	persistence)	to	get	up	each	day,	knowing	the	level	of	headache	you	will	face.		
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Here	are	several	keys	to	operating	in	this	environment	while	still	being	able	to	sleep	at	

night:	

• Recognize	that	this	is	the	adventure	of	running	a	company.	You	are	doing	it	right.		

• While	most	people	panic	about	issues,	your	success	will	come	when	you	realize	

that	no	issue	is	resulting	in	the	death	of	people	or	total	calamity.	(My	slogan	is,	

“Folks,	we	aren’t	curing	cancer	here,	so	let’s	relax.”)	

• Recognize	that	a	problem	or	issue	is	external	to	you.	Although	the	tendency	is	to	

internalize	a	problem	and	allow	it	to	create	festering	stress,	remind	yourself	that	

the	issue	is	outside	yourself.	

• Look	to	see	where	you	can	not	only	solve	an	issue,	but	start	to	systemize	how	

you	can	solve	the	problem	in	the	future.	If	it	happens	more	than	two	or	three	

times,	it	is	likely	a	system	problem.	Develop	a	standard	response	or	process	that	

your	whole	team	can	manage.	

• Look	at	who	you	can	pull	into	the	solution;	who	else	in	the	company	should	be	

and	can	be	part	of	the	solution?	Too	often,	owners	assume	all	problems	are	

theirs	to	fix.	As	soon	as	staff	can	be	empowered	to	solve	a	problem	the	way	you	

want,	it	instantly	takes	the	pressure	off	you	and	starts	to	create	a	team	of	

problem	solvers.	(Note:	Your	staff	will	take	a	band-aid	solution	over	a	good	

solution	about	85	percent	of	the	time.	Therefore,	make	sure	that	your	staff	

understands	the	difference	between	a	superficial	solution	and	a	real	solution).	

	

A	very	successful	entrepreneur	I	know,	Peter	Thomas,	faced	bankruptcy,	potentially	owing	

$100	million	dollars	from	a	real	estate	deal	gone	wrong.	Now,	that	is	a	problem!	He	got	

through	that	period	of	his	life,	and	after	that,	he	didn’t	find	any	issue	as	daunting	as	what	

he’d	already	been	through.	His	slogan	became	“This	will	be	easy,”	and	he’d	say	it	every	time	
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some	bump	in	the	road	came	up.	It	set	the	tone	for	him	and	the	people	around	him.	Finding	

solutions	to	challenges	became	a	lot	easier.	He	has	been	exceptionally	successful	in	

business	and	life.	Such	a	profound	change	in	mindset	can	reframe	problems	and	set	a	can-

do	attitude	that	fosters	appropriate	actions	and	solutions.		
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Secret	12	

Abundance	Is	Everywhere	
Fundamental	to	the	growth	of	your	company	is	holding	fast	to	the	belief	of	abundance.	You	

need	to	believe	with	certainty	that	there	is	an	abundance	of	clients,	money,	time,	and	

resources	for	your	business.	Do	you	hold	that	belief,	or	are	you	not	so	sure?	That	difference	

in	mindset	can	determine your success even before you show up to work.	

Ask	yourself:	Do	I	operate	from	a	position	of	scarcity	or	abundance?		

At	no	other	time	in	history	has	business	had	such	easy	access	to	global	markets.	Customers	

and	their	pocketbooks	can	be	reached	online	and	goods	shipped	to	even	remote	locations	

worldwide.	The	size	of	the	global	middle	class	is	estimated	at	3.2	billion	people.	Finding	an	

abundance	of	clients	is	easy	and	viable.	The	GDP	of	countries	today	is	measured	in	the	

billions	and	trillions.	That’s	plenty	of	cash	for	businesses	to	tap	into.	This	is	the	business	

environment	of	abundance	we	are	operating	in	today.	

When	you	lose	a	customer,	there’s	a	treasure	trove	of	others	to	reach	out	to.	When	cash	is	

tight,	you	can	be	sure	there’s	still	plenty	out	there.	When	you’re	hiring	you	need	to	know	

that	there’s	a	wealth	of	talent	your	company	can	bring	on	board.	You	may	not	know	the	

details	yet	of	where	to	access	your	next	client,	more	cash,	or	your	next	great	hire,	but	to	do	

so	you	must	believe	in	the	abundance	of	resources	available	to	support	your	success.	

Learning	to	focus	on	an	abundance	mindset	is	a	practice	and	habit	you	can	strengthen.	It’s	

like	building	muscle,	but	with	statistics,	facts	and	information	about	your	market,	your	

industry,	and	the	wider	economy.		

Even	during	the	great	recession	of	2008–2009,	when	sales	at	my	restaurants	were	off	by	43	

percent,	I	still	knew	that	57	percent	of	our	customers	were	coming	in.	I	made	a	conscious	

decision	to	focus	on	the	customers	we	had,	instead	of	the	ones	who	were	missing.	I	knew	
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that	if	we	remained	positive	and	continued	to	welcome	our	customers	with	open	arms,	the	

others	would	return	in	time.	Instead	of	breeding	an	atmosphere	of	scarcity	at	our	

restaurants,	I	led	by	modeling	an	attitude	of	abundance.	

Business	is	a	long	game,	but	it	should	be	played	with	attention	to	the	short	wins	and	gains.	

It’s	like	a	sports	game	with	each	hit,	goal,	or	basket	gradually	raising	the	score.	Each	sale,	

each	new	hire,	each	new	order	leads	to	abundance.	Get	in	the	habit	of	seeing	the	abundance	

in	your	world	and	watch	your	company	grow.	
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Part	Two	

Vision	Big	
The	most	profound	vision	story	I	can	share	with	you	concerns	a	meeting	I	had	with	the	

owner	of	a	manufacturing	company.	Steve	had	been	in	business	for	13	years.	When	I	asked	

him	what	his	personal	vision	had	been	when	starting	his	company,	he	caught	me	by	

surprise.	“I	wanted	to	run	my	former	boss	out	of	business.”	

“Well,	how	is	that	going?”	I	asked	him.	

“I	did	it	in	18	months!”	

It	was	one	the	strangest	visions	for	a	business	I’d	ever	heard.	I	offered	my	awkward	

congratulations,	then	asked	him,	“After	meeting	that	initial	goal,	what	has	your	vision	been	

since	then?	What’s	been	driving	you	for	the	past	eleven	and	a	half	years?”	

Steve	got	fidgety,	he	looked	at	me	then	looked	away.	He	stroked	his	beard.	He	pushed	his	

chair	back.	Finally,	he	said,	“Well,	I	guess	what	drives	me	is	needing	to	pay	my	mortgage.”			

I	was	dumbfounded.	“That’s	it?	That’s	your	driving	motivator	and	vision	for	your	

company?”			

	“I	guess	so,	I	haven’t	really	thought	about	it,”	he	said.	“You’re	the	first	person	to	ask	me	that	

question	in	the	last	eleven	years.”			

No	wonder	his	business	was	in	trouble.	His	company	had	staff	retention	issues,	sales	

challenges,	lack	of	energy,	and	a	general	navigational	void	in	his	offices	and	warehouse.	

There	was	no	urgency,	no	striving	at	this	company.	It	was	like	a	ship	afloat	without	a	

rudder	and	no	port	in	sight.	
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Steve’s	limited	vision	of	merely	paying	his	home	mortgage	could	hardly	inspire	his	

organization	and	his	customers.	It	didn’t	motivate	his	staff	to	be	their	best.		

Over	the	months	following	our	initial	meeting,	I	worked	with	Steve	to	craft	a	new	vision	for	

where	he	wanted	his	business	to	go.	He	established	that	he	wanted	to	be	an	industry	leader	

with	high	quality	product	at	the	best	prices	sourced	from	China	and	around	the	world. He	

set	new	goals	for	sales	and	quality	levels.	He	engaged	his	team	for	input	and	ideas.	Long-

standing	issues	found	correction	with	new	tactics	and	emotional	drivers.		

Steve’s	new	vision	began	to	give	purpose	to	his	people.	It	brought	focus	to	their	work,	their	

departments,	and	their	measure	of	team	performance.	It	became	a	strategic	beacon	to	

everyone	at	the	company.	Even	customers	began	commenting	on	their	recent	interactions	

with	staff,	saying	that	order	speed	and	product	quality	had	improved	remarkably.		

Just	as	Steve’s	new	vision	became	the	roadmap	of	his	success,	so	too	can	your	vision	be	the	

inspiration	for	your	company.	Vision	is	an	all-encompassing	emotional	picture	of	your	

company’s	future.	That’s	why	it’s	so	important	to	spend	the	time	to	develop	your	vision	in	

spectacular	detail.		

For	example,	how	will	you	design	and	furnish	your	office	space?	What	will	your	product	

packaging	look	like?	No	detail	is	too	small	or	insignificant	for	your	vision.	You	may	not	

know	the	answers	immediately,	but	you	can	imagine	and	plan	as	your	vision	unfolds.	Take	

time	to	develop	your	vision	down	to	the	smallest	details.	Get	input	from	your	people,	shape	

your	vision	carefully	and	share	it	openly.	Your	vision	will	inspire	your	company	and	drive	

your	success.	
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Secret	13	

Vision,	Goals,	Mission,	
Culture...	I’m	Confused	
There	seems	to	be	a	lot	of	confusion	around	the	terms	vision,	goals,	mission,	and	culture.	

Are	all	of	these	guideposts	really	necessary	for	success	in	business?		

In	my	work	advising	entrepreneurs,	I	have	found	that	what’s	most	important	is	(1)	a	crystal	

clear,	detailed	vision	for	what	you’re	creating,	(2)	a	defined	culture	for	your	organization,	

and	(3)	a	“Big	Hairy	Audacious	Goal”	or	BHAG.			

I	don’t	include	mission	statements	in	the	mix	because	they	are	generally	too	static,	too	

formal,	and	have	little	passion.	A	mission	statement	seems	to	be	something	created	in	a	

strategic	afternoon	workshop	by	the	company	executive.	It	gets	printed	and	placed	in	the	

reception	area,	and	no	one	ever	looks	at	it	again.	Of	course,	some	organizations	have	fine	

mission	statements	that	serve	as	guides	for	the	entire	company,	but	the	average	staffer,	

when	asked,	can’t	remember	it.	So	don’t	waste	your	time	crafting	a	mission	statement	

unless	it	is	profound,	bold,	and	memorable.	

On	the	other	hand,	vision	is	an	entrepreneur’s	essential	piece	of	guidance	and	inspiration.	

Vision	is	a	personal	picture	with	depth,	color,	texture,	energy,	and	real	feeling.	It’s	

something	you	can	live	in	your	mind	and	bring	to	fruition	with	significant	power	to	

motivate	others.		

For	example,	if	you	were	going	to	open	a	bakery,	your	vision	would	include	the	aroma	of	

fresh	bread	baking.	Imagine	the	heady	scent	of	baked	goods	greeting	your	customers	as	

they	enter	the	front	door.	Your	vision	includes	people	standing	three-deep	at	the	counter	at	

8	a.m.	as	staff	hands	out	samples	of	fresh	raisin	bread.	How	does	it	taste?	Warm,	sweet,	and	
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delicious.	The	vision	you	imagine	in	your	mental	picture	becomes	your	internal	guide	to	the	

business	you	bring	to	reality.			

The	second	key	piece	to	your	company’s	strategic	success	is	creating	a	rock	solid,	intensely	

defined	culture.	We’ll	take	a	deep	dive	into	culture	later	in	the	“People”	section	of	this	book,	

but	what’s	important	to	remember	is	that	a	company’s	culture	defines	how	everyone	at	

every	level	of	an	organization	acts,	operates,	and	excels.	Culture	determines	how	staff	

interact	on	the	job	with	each	other	and	with	customers.	Company	culture	brings	people	to	a	

healthy,	ethical	place	as	a	group	with	common	goals.		

The	“Big	Hairy	Audacious	Goal”	or	BHAG	is	a	phrase	coined	by	authors	Jim	Collins	and	Jerry	

Porras	in	the	classic	business	book,	Built	to	Last.	BHAG	is	the	third	essential	piece	of	the	

high-level	puzzle.	In	almost	all	organizations,	staff	don’t	have	their	own	goals	for	the	

company.	They	need	leadership	to	define	a	goal	that	they	can	rally	around	and	buy	into.	

Unlike	vision,	which	looks	long	into	the	future,	goals	are	generally	short-term	and	can	

change.	An	achievable	BHAG	might	be	that	a	company	hits	a	specific	sales	target.	That	Big	

Hairy	Audacious	Goal	can	be	made	more	exciting	with	a	reward	in	the	end,	such	as	

everyone	going	to	NASCAR	in	celebration.	That’s	a	concrete	goal	to	work	toward!	

A	furniture	store	owner	I	advised	had	a	long-term	vision	of	a	chain	of	stores,	and	a	clear	

picture	of	how	she	would	run	them.	As	part	of	her	vision,	she	saw	herself	living	her	winters	

in	a	warm	climate.	Her	vision	was	too	personal	to	engage	and	inspire	her	staff,	so	she	

focused	them	on	achievable	short-term	BHAGs,	goals	with	clear	direction.	One	year	it	was	a	

sales	figure	that	was	dramatically	higher	than	anything	they	had	achieved	before.	The	goal	

was	tied	to	a	reward:	the	store	would	be	closed	for	five	days	and	the	entire	staff	would	

vacation	in	Las	Vegas,	all	expenses	paid.	They	constantly	tracked	their	sales,	talked	about	

and	shared	their	plans	for	what	the	Vegas	trip	would	include.	The	BHAG	really	got	the	team	

fired	up,	the	same	way	the	owner’s	personal	vision	worked	for	her.	The	team	shattered	

previous	sales	levels	and	they	all	went	to	Las	Vegas!	
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Another	retailer	I	worked	with	had	a	very	clear	vision	of	customer	experience.	Much	like	

the	bakery	vision	described	earlier,	this	owner	imagined	every	detail	of	a	customer’s	

interaction	with	his	company.	He	shared	his	vision	with	each	staff	member	on	the	day	they	

joined	his	company,	and	spoke	of	his	vision	almost	daily.	His	vision	was	the	driving	force	

for	team	training,	all	decisions,	and	customer	interactions.	Yet	he	found	that	it	wasn’t	quite	

enough	to	continually	motivate	his	staff.		

So,	with	a	little	guidance,	the	retailer	set	out	to	define	a	specific	short-term	BHAG	for	his	

team.	He	decided	on	a	lofty	goal,	which	was	to	be	the	number	one	company	in	their	market	

based	on	sales,	number	of	stores,	and	customer	satisfaction	ratings.	He	was	so	passionate	

about	this	goal	that	it	“infected”	and	inspired	the	staff.	People	monitored	their	progress	on	

the	BHAG	each	quarter,	and	celebrated	their	gains	every	time	they	moved	closer	to	their	

ultimate	goal.	They	coupled	their	short-term	goal	to	the	owner’s	long-term	vision	and	

together	they	brought	their	goal	across	the	finish	line.	

You	and	your	team	should	be	guided	by	your	company’s	vision,	culture,	and	goals.	As	a	

team,	people	need	to	know	what	they	are	creating	and	why.	It	can	be	intensely	personal.	It	

can	be	about	community.	It	can	be	about	some	greater	good	or	deep	pride	in	shared	work.	

It	can	be	about	higher	sales,	customer	outreach,	common	values,	and	mutual	objectives.	

What’s	important	is	that	the	entire	team	be	motivated	and	committed	to	the	kind	of	

organization	you	want	to	create.	Make	it	personal	for	them	too,	and	you’ll	be	absolutely	

amazed	at	how	much	effort	and	commitment	people	will	bring	to	your	company.	
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Secret	18	

Right-Size	Your	Company	
In	North	America,	businesses	are	driven	by	the	cycles	of	publicly	traded	companies.	We	

measure	everything	based	on	performance	every	90	days.	Continuous	non-stop	growth	is	

valued	at	all	costs.	It’s	all	designed	to	drive	sales,	profits,	and	beat	the	last	result.	The	

market	won’t	accept	less	in	a	quarter,	it	always	wants	more.			

As	a	business	owner	and	entrepreneur,	you	aren’t	responsible	to	the	public	markets.	You	

therefore	don’t	need	to	follow	or	buy	into	the	prevailing	pressures	of	continuous	growth.	I	

often	meet	with	entrepreneurs	who	are	feeling	poorly	about	their	business’s	performance	

because	it’s	not	setting	growth	records	every	quarter.	They	presume	that	continuous	

record	growth	is	the	defining	measure	of	success.	That’s	not	always	the	case.	It	all	depends	

on	how	large	or	small	you	envision	your	business	to	be.	

Bo	Burlingham’s	terrific	book	Small	Giants	gives	some	outstanding	examples	of	how	

entrepreneurs	found	other	metrics	and	guidelines	for	establishing	how	their	companies	

operated.	They	shook	off	the	presumed	expectations	and	grew	beyond	just	sales	and	

profits.	They	shed	the	notion	that	bigger	was	always	better.		

One	owner	decided	to	stop	hiring	and	growing	his	company	when	he	realized	that	he	no	

longer	knew	all	of	his	employees’	names.	He	realized	that	personally	knowing	his	people	

was	critically	important	to	him.	Relationships	mattered	more	than	sales	growth.			

The	owner	of	a	deli	business	realized	that	opening	other	stores	or	franchising	was	going	to	

impact	the	quality	and	control	of	their	products	(sandwiches).	So	they	decided	to	maximize	

the	business	at	a	single	store.	It	eliminated	travel,	reduced	administration	costs,	gave	them	

more	control	of	the	business,	and	reinforced	connection	with	their	customers.	

What	is	the	right	size	for	your	company?			
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The	key	word	here	is	“right.”	Smaller	isn’t	always	better,	nor	is	bigger.	It’s	all	about	

personal	preference.	As	a	business	owner,	you	need	to	feel	empowered	to	measure	success	

with	metrics	that	matter	to	you,	not	the	standard	expectations.	

If	you	are	restricting	the	nature	of	growth	in	your	business,	turning	down	opportunities	to	

grow	because	you	don’t	feel	comfortable	with	it,	then	you	need	to	look	at	the	why	behind	

those	decisions.	It	is	really	about	right	sizing	your	operation,	or	are	there	other	factors	at	

play?	Some	business	owners	feel	intimidated	by	growth	and	fear	getting	in	over	their	

heads.	Others	are	sometimes	driven	toward	growth	at	great	personal	cost	to	themselves	

and	their	families.	People	have	different	personalities	and	visions	for	success.	What’s	

yours?	

It’s	important	to	know	that	you	have	the	ability	to	define,	create,	and	right	size	your	

organization	at	any	time.	You	can	decide	to	define	your	metrics	for	performance	and	

success	at	the	start-up	stage	or	later	as	an	established	business.		

I	personally	like	it	when	healthy	financial	metrics	(the	standard	everyone	uses	to	measure	

business	performance)	are	combined	with	new	metrics	that	are	more	personal	and	

experiential.	Review	your	profit	margin	at	the	end	of	every	quarter.	Then	review	your	team	

engagement	numbers,	your	customer	ratings,	and	even	your	Google	reviews.	It’s	

empowering	to	know	that	you’re	making	a	profit,	impacting	people,	and	can	choose	how	

large	you	grow.	Having	that	control	is	a	significant	part	of	being	an	entrepreneur.	
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Part	Three	

Sell,	Sell,	Sell	
The	most	important	thing	you	can	do	every	day	in	your	business	is	sell	something.		I	have	

to	say	that	again:	THE	most	important	think	you	can	do	every	day	in	your	business	is	sell	

something.		

Everything	starts	with	a	sale,	and	I	mean	everything.	If	you	can	keep	sales	going,	all	the	rest	

of	your	business	will	work	itself	out.	Of	course,	it’s	not	quite	so	simple.	If	you	sell	1,000	

widgets,	you	need	to	have	a	system	in	place	to	get	them	delivered.	Everything	in	your	

organization	must	be	positioned	to	deliver	customer	satisfaction	on	sales.		

From	this	moment	onward,	think	of	yourself	as	not	only	an	entrepreneur	and	business	

owner,	but	as	the	head	salesperson.	When	you	embrace	sales	as	the	key	to	success,	so	will	

everyone	else	in	your	organization.	Your	identity	as	the	master	salesperson	of	your	

company	has	the	power	to	shift	sales	performance	across	your	entire	enterprise.		

I	met	with	an	entrepreneur	who	had	raised	hundreds	of	thousands	of	dollars	from	friends	

and	family.	He’d	been	refining	his	prototype	for	more	than	six	years	and	was	on	version	

forty-three	of	his	product.	He	was	busy	estimating	production	capacity,	looking	at	

warehouse	space,	and	considering	a	new	loan	for	more	production	equipment.	His	

organization	chart	had	changed	hundreds	of	times,	and	he’d	spent	the	last	nine	months	

conducting	interviews	for	staff	positions.	He	was	still	working	on	a	pay	scale	that	would	

maximize	profits.		

I	had	one	question	for	him:	“What	have	you	sold	so	far?”			

His	answer	was	nothing,	zero,	nada.	While	he	was	busy	trying	to	manage	all	the	variables	of	

his	business,	he	hadn’t	actually	sold	anything.		
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As	kindly	as	I	could,	I	told	him	that	he	didn’t	really	have	a	business	yet,	but	he	argued	

adamantly	that	he	did.	“Look,”	I	said,	“until	someone	buys	something,	you	have	nothing	but	

a	volunteer	hobby.”		

So	he	kicked	me	out	of	his	garage.		

When	I	saw	him	a	year	later	he	was	working	a	new	job	in	construction.	He	had	spent	all	of	

his	start-up	money	working	through	the	endless	variables	without	ever	getting	to	market	

and	completing	a	transaction.	Unfortunately,	he	never	got	to	experience	the	thrill	of	people	

buying	the	product	he	envisioned.	

Sales	is	the	drumbeat	of	a	company.	When	sales	are	great,	a	business	has	choices	and	

options.	It	can	be	opportunistic	and	future	focused.	When	sales	are	poor,	every	area	of	a	

company	feels	the	stress	and	strain.	It’s	therefore	vital	that	the	entire	team	hears	the	

drumbeat,	regardless	of	their	role	in	the	business,	and	that	each	team	member	supports	

sales	in	any	way	they	can.			

An	organization	that	masters	sales	is	positioned	to	thrive	and	enjoy	the	ride.	Remember,	

you	don’t	truly	have	a	business	until	you	embrace	sales	as	your	organization’s	focus	and	

lifeblood.			
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Secret	22	

Everyone	Sells	for	Success	
Can	your	receptionist	explain	what	your	business	does?	Other	than	your	sales	team,	can	

any	of	your	staff	make	an	elevator	pitch	for	your	company?		

The	answer	to	both	questions	should	be	yes.	Everyone	at	your	company	needs	to	be	able	to	

explain	what	your	business	does,	confidently,	concisely,	and	sincerely.	Every	person	you	

employ	interacts	with	different	people	socially,	online,	and	across	networks.	Each	one	of	

them	should	be	able	to	proudly	say,	“I	work	for	the	greatest	company	in	the	world	and	

(what	we	do,	make,	or	provide)	is	….”	You	get	the	idea?		

In	our	connected	world,	every	team	member	has	ample	opportunity	to	promote	and	

explain	the	business	where	they	spend	their	work	life.	You	have	a	built-in	team	of	

promoters.	Your	employees	are	a	natural	resource	you	need	to	use.	Make	it	known	to	the	

people	in	your	organization	that	you	encourage	them	to	spread	the	good	word	about	the	

work	you	do	together.	The	stronger	your	culture	and	the	more	focused	your	company	

message,	the	more	likely	it	will	be	that	staff	buy	in	and	share	messaging	with	others	in	their	

social	networks.				

It’s	not	just	saying	where	they	work	or	in	what	industry,	but	providing	testimonials	about	

the	company,	its	products	or	services,	and	what	makes	it	special.	Each	employee	has	their	

own	way	of	communicating,	and	that’s	good.	Their	messaging	needs	to	be	heartfelt	and	

enthusiastic,	expressed	in	a	way	that	is	true	to	themselves.	It’s	the	kind	of	passionate	

messaging	that	creates	customers—and	sales.	

The	test	of	a	good	elevator	pitch	is	the	emotional	reaction	to	it.	It	should	be	“WOW!”		

It’s	not	about	“selling”	people,	but	about	telling	the	story	of	where	they	work	and	why.	It’s	

about	honestly	communicating	meaning	and	purpose	in	their	work.	Do	your	people	love	
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working	for	your	organization?	Are	they	proud	to	be	delivering	a	superior	product	or	

service?	If	they	can’t	muster	the	excitement,	it’s	important	to	ask	yourself,	“Am	I	creating	

an	environment	where	people	love	to	work?	Am	I	heading	a	company	that	empowers	and	

inspires	its	staff?	Am	I	building	a	company	culture	that	supports	and	motivates	its	people?	

If	not,	then	you	have	to	change	the	way	you	do	business. If	you	are	creating	an	inspiring	

culture,	but	some	staff	members	aren’t	responding,	then	maybe	they	are	at	the	wrong	

company.	 

The	way	in	which	staff	do	their	jobs	also	sells	your	business.	Harry	Beckwith,	author	of	You,	

Inc.,	tells	a	fantastic	story	about	interviewing	for	a	job	at	a	marketing	agency.	He	didn’t	get	

the	job,	but	sixteen	months	later	he	was	back	at	the	agency	on	behalf	of	one	of	his	own	

clients.	He	entered	the	lobby	and	the	receptionist	greeted	him,	“Hello	Harry!”		

He	was	amazed	that	she	remembered	his	name	more	than	a	year	after	meeting	him.	He	was	

so	impressed	by	the	company	culture	she	represented	that	he	negotiated	a	$16	million	

marketing	contract	with	the	agency.	Now,	that’s	the	kind	of	staff	member	who	makes	sales!	
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Secret	25	

Most	Salespeople	Aren’t	
It	amazes	me	that	so	many	people	who	say	they	are	in	sales	really	aren’t.	They	are	in	the	

business	of	order	taking,	account	management,	or	professional	socializing,	but	none	of	

these	are	true	sales	roles.			

There	are	three	lessons	that	every	person	in	sales	needs	to	know:	

1. Don’t	tell	yourself	you’re	selling	if	all	you’re	doing	is	talking	to	the	same	

customers	and	“following	up”	on	the	same	six	prospects	you	had	a	year	ago.		

2. Don’t	allow	your	sales	team	to	tell	you	they’re	selling	if	all	they’re	doing	is	

professional	socializing.	

3. Most	salespeople	make	their	best	sales	pitch	when	they	interview	for	their	sales	

job.		

Salespeople	need	to	have	clear	goals	and	objectives	for	the	first	weeks	and	months	of	their	

employment.	These	include	real	activity	and	targets	for	action.	By	month	three	they	should	

have	begun	to	meet	their	initial	goals	for	achieved	sales	and	a	pipeline	of	new	prospects.		

Those	first	three	months	are	a	probationary	period,	and	before	it	runs	out,	a	business	

should	be	satisfied	that	it’s	made	the	right	hire.		

My	grandfather	was	from	Kentucky	with	a	big	southern	drawl	and	a	bold	personality.	He	

sold	cars	for	twenty-seven	years	as	a	salesman,	sales	manager,	and	finally	as	general	

manager	of	a	dealership.	Here’s	what	he	told	me	about	new	sales	staff:	“I’d	tell	those	boys	

that	they	needed	to	sell	ten	cars	in	their	first	month,	and	if	they	didn’t	get	them	sold,	they	

needed	to	just	come	drop	off	their	keys	on	the	corner	of	my	desk.	I	didn’t	want	to	talk	to	

them	about	it.	Just	sell	the	cars	or	drop	off	the	keys.”		
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Knowing	how	kind	my	grandfather	was,	I	asked	him,	“Didn’t	you	give	them	a	second	chance	

if	they	sold	seven	cars?	Didn’t	you	see	people	with	potential?”	

He	shook	his	head.	“I	knew	that	if	they	didn’t	sell	ten	cars	out	of	the	gate,	they	weren’t	going	

to	suddenly	sell	ten	cars	six	months	from	now.	I’ve	seen	too	many	people	who	claimed	to	

be	good	salesmen	but	weren’t.”	Enough	said.			

Either	you’re	a	strong	salesperson	or	you’re	not.	Everyone	can	improve,	but	the	basics	of	

good	sales	starts	on	day	one,	not	a	year	into	the	job.	Success	in	sales	requires	being	a	

pioneer	and	leader	in	new	markets	and	networks,	new	regions	and	industries.	Real	

salespeople	aren’t	receiving	inbound	orders	every	day;	they	are	going	out	and	finding	those	

orders.	Real	salespeople	are	generating	business	from	first-time	buyers,	their	existing	

networks	and	more	business	from	existing	customers.	They	are	creating	and	sourcing	

solutions	for	their	clients.	Real	salespeople	originate,	own,	and	maintain	fruitful,	ongoing	

customer	relationships.	

In	order	to	grow	your	company	you	need	to	be	doing	real	sales	work.	You	need	to	be	

talking	to	new	people,	companies,	and	industries	that	haven’t	heard	of	you	and	your	

business.	You	need	to	be	exploring	new	buyer	territory.		

Your	salespeople	need	to	be	doing	the	same	thing.	They	should	also	be	compensated	

according	to	their	ability	to	generate	new	sales	and	open	new	doors.	New	clients	should	be	

showing	up	on	your	weekly	sales	reports.	

New	salespeople	should	be	able	to	make	a	sale	in	their	first	thirty	days	on	the	job.	If	they	

can’t,	then	terminate	them	quick,	because	you’re	being	bamboozled.	Nothing	draws	on	cash	

like	sales	salaries	and	expenses	without	new	sales.			
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Part	Four	

Marketing:	The	Unicorn	
of	Business	
I	ran	an	advertising	and	marketing	agency	for	five	years.	It	was	a	fantastic	experience	in	

some	ways	and	terrible	in	others.	By	the	time	I	decided	to	leave	the	business	I	hated	

everything	about	it.		Actually,	though,	I	love	marketing.	I	just	hate	how	the	business	of	

marketing	usually	plays	out.		

What	I	discovered	during	my	years	in	the	marketing	industry	is	that	a	significant	

percentage	of	marketing	professionals	know	very	little	about	how	to	do	it	well.	Even	when	

they	get	results,	they	don’t	know	why.	More	often	they	don’t	get	results,	and	they	still	don’t	

know	why.	They	confuse	good	design	with	good	strategy.	They	confuse	“likes”	and	“clicks”	

with	effective	business	results.		

I	learned	that	few	people	in	the	business	of	marketing	knew	how	to	think	strategically.	In	

the	end	I	realized	that	a	marketing	agency	that	can	strategize,	execute,	and	get	real	results	

is	a	marketing	unicorn—very	rare	and	hard	to	find.	

Yet I still have hope. I	believe	that	marketing	is	essential	for	every	business	to	grow	and	

spread	awareness	of	its	brand.	It’s	the	critical	tool	to	leverage	strong	sales	and	take	your	

business	to	the	next	level.		

Marketing	has	a	farther	reach	than	sales	and	personal	contacts	in	the	marketplace.	Good	

marketing	can	fill	your	inbox	with	orders	and	get	your	phone	ringing	with	inquiries.	When	

done	right,	marketing	can	induce	buying	decisions	on	your	Facebook	page	or	Instagram	

account.	It’s	difficult	for	companies	to	grow	without	constant,	effective	marketing	
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campaigns.	Successful	companies	plan,	execute,	measure,	and	adapt	their	marketing	

constantly.	

The	key	to	effective	marketing	is	to	run	it	with	the	same	accountability	of	performance	as	

other	areas	of	your	business,	such	as	sales,	production,	and	finance.	Marketing	also	opens	

the	door	to	a	creative	and	fun	process	that	can	get	the	results	you	need	to	expand	your	

company’s	reach.	
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Secret	31	

Brand	Awareness	Will	Be	the	
Death	of	You	
Brand	awareness	is	the	holy	grail	of	marketing.	But	if	I	hear	one	more	marketing	guru	try	

to	sell	small-	and	medium-size	business	owners	on	some	global	marketing	scheme	to	build	

their	“brand	awareness,”	I	might	just	injure	someone!			

Coca-Cola	can	spend	millions	online,	on	TV,	and	in	magazines,	stores,	and	sports	arenas	to	

hold	their	coveted	place	in	the	minds	of	consumers.	They	can	spend	multi-millions	

messaging	awareness	of	their	brand	so	that	when	you’re	thirsty	you	reach	for	a	Coke.	But	it	

won’t	work	for	a	company	that	has	a	marketing	budget	of	thousands,	not	millions.		

Smaller	businesses	just	can’t	buy	that	volume	of	exposure	in	enough	places	and	enough	of	

the	time	to	own	a	brand	spot	in	every	consumer’s	mind.	At	the	advertising	agency	I	owned,	

we	had	a	guy	on	staff	who’d	played	a	role	in	the	original	Intel	Inside	campaign.	A	small	

software	company	came	to	see	him	about	starting	a	marketing	campaign	just	like	Intel’s.	He	

had	to	break	it	to	them	that	a	campaign	of	that	kind	would	cost	a	cool	$100	million.	That	

sobered	them	up	pretty	quickly	to	choose	a	more	practical	and	affordable	approach.	

The	practical	approach	is	called	“direct-response	marketing,”	which	emphasizes	moving	

people	to	act.		Direct-response	marketing	is	less	about	big	marketing	campaigns,	and	more	

about	making	an	offer	to	consumers	so	they	are	motivated	to	respond	with	a	time-sensitive	

action.		

For	example,	we	wanted	to	try	direct	mail	for	our	restaurants,	but	knew	that	typical	flyers	

didn’t	work.	So,	we	designed	a	mailing	that	looked	like	a	wedding	invitation.	On	the	front	it	

said,	“You’re	Invited,”	and	when	people	opened	the	envelope	it	offered	them	a	

complimentary	bottle	of	wine	when	they	came	in	and	dined	with	us.	Each	night	we	counted	
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the	number	of	responses	and	added	their	email	addresses	to	our	database.	In	this	way	we	

could	eventually	send	them	promos	electronically	and	save	the	mailing	costs.	We	had	great	

returns	on	this	promotion,	which	was	about	eight	times	as	effective	as	most	unaddressed	

ad	mail.	Direct-response	marketing	is	more	about	engaging	people,	than	flashing	a	brand	in	

their	face.     

In	the	restaurant	business,	I	also	learned	that	brand	awareness,	even	when	it	works,	is	

often	useless.	People	were	always	telling	me	that	they’d	heard	about	my	restaurants,	yet	

they’d	never	eaten	at	one.	Brand	awareness	had	basically	zero	effect	on	our	business	and	

sales.	It	was	just	good	intentions,	but	all	the	good	intentions	in	the	world	mean	nothing	if	

people	don’t	take	action.	Action	is	what	drives	sales	and	response.	Action	is	the	result	of	

effective,	measured,	direct-response	marketing.		

We	had	a	client	who	provided	cleanup	services	for	industrial	sites.	The	business	mailed	

brochures	to	target	customers	multiple	times	with	zero	response.	Their	biggest	issue	was	

that	customers	only	called	when	they	had	an	industrial	spill	or	accident,	and	no	one	could	

foresee	when	that	would	be.	Direct-response	marketing	has	to	be	creative	in	its	appeal	and	

has	to	stick	in	the	potential	customer’s	memory.	Since	the	client	knew	who	they	wanted	to	

target,	we	could	spend	more	on	the	marketing	package.		

One	of	our	genius	staff	came	up	with	an	idea	for	an	Office	Spill	Kit	designed	for	small	spills	

that	could	be	placed	on	an	office	shelf	or	in	a	lunchroom.	The	kit	was	substantial	enough	in	

perceived	value	that	people	were	unlikely	to	throw	it	away.	It	contained	everything	needed	

for	office	spills,	including	soda	water,	bleach	pens,	a	new	white	shirt	and	it	was	branded	

with	the	cleanup	company’s	name.	People	thought	it	was	cute	and	handy,	and	it	created	

goodwill.	Two	weeks	later	the	first	call	came	in	about	an	industrial	spill.	When	the	spill	

occurred	the	kit	was	there	with	our	client’s	phone	number	and	the	message,	“Call	Now!”		

When	it	comes	to	marketing,	you	need	to	be	thinking	about	measuring	response.	This	is	

where	digital	marketing	is	infinitely	effective	for	tracking	people’s	responses	and	actions,	

and	it	can	be	automated.	For	instance,	a	good	Facebook	marketing	campaign	can	A/B	test	



31	
	

every	headline,	image,	and	word	in	an	online	ad.	You	never	know	what	combination	will	

work	best	to	create	clicks	and	cause	people	to	take	action.	You	can	test	for	next	to	no	

money	before	you	broadly	launch	your	campaigns.	With	cookies	on	a	webpage,	you	can	

track	the	initial	clicks	and	follow	people	all	over	the	web.	

At	the	face-to-face,	in-person	level,	you	need	to	be	asking	every	person	who	crosses	the	

threshold	of	your	business	how	they	heard	about	you.	Unfortunately,	people	often	don’t	

accurately	recall	how	they	heard	about	your	business.	A	bakery	eliminated	this	issue	by	

having	teenage	kids	hand	out	coupons	for	a	free	cinnamon	bun	when	customers	came	in	

the	shop.	Every	coupon	came	with	a	specific	code	that	could	be	tracked	to	a	specific	date,	

location	and	teenager.	Oh,	and	people	always	bought	more	than	one	cinnamon	bun.	This	

clever	form	of	marketing	was	a	revenue-generating	activity	that	made	them	money.		

Before	you	say	yes	to	any	form	of	marketing,	establish	how	you	will	measure	response.		

Even	digital	marketing	can	be	done	wrong	and	not	require	people	to	take	action,	so	be	

wary.	Look	beyond	brand	awareness	in	your	marketing	to	actually	bring	people	into	the	

store,	showroom,	or	website	for	a	purchase.	

Direct-response	marketing	done	well	is	the	way	to	build	brand	awareness.	
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Part	Five	

Business	Is	People	
Your	balance	sheet	goes	home	at	night.	I	love	that	expression,	though	it’s	a	little	hard	to	

understand	at	first.	Your	balance	sheet	is	a	snapshot	of	the	financial	condition	of	your	

company.	Contrary	to	popular	belief,	however,	the	best	indicator	of	your	company’s	

financial	position,	isn’t	its	assets,	liabilities,	and	net	worth,	but	its	people.	They	are	the	ones	

who	go	home	at	night,	and	people	are	the	life	breath	of	any	company.	

I	used	to	pay	lip	service	to	how	important	people	are	to	a	business.	I	understood	that	

people	are	important,	but	I	really	didn’t	think	they	were	THE	most	important	component	of	

a	business’s	success.	I	figured	cash,	products,	sales,	good	marketing,	and	other	fiscal	

components	ranked	higher	to	a	business	than	its	people.	I	was	wrong.	

My	good	friend	Ben	is	one	of	the	best	salespeople	I’ve	ever	met.	He	can	read	sales	situations	

like	a	Jedi.	He	has	owned	construction	companies,	and	has	sold	real	estate,	software,	and	

major	infrastructure	engineering.	As	wise	as	he	is,	when	we	first	met	I	thought	he	was	

clueless	because	he	didn’t	understand	the	technical	aspects	of	the	software	we	were	selling.	

Yet	he	sold	better	than	anyone.	When	I	asked	him	how	he	was	so	effective,	he	told	me,	

“Marty,	it’s	all	about	the	people.	The	features	and	all	the	technical	stuff	doesn’t	matter.”	

He’d	say	it	often	like	a	mantra,	“Marty,	business	is	people.”	I	thought	I	understood	what	he	

meant,	but	for	a	long	time	I	just	got	it	on	the	surface	level.	Sure,	a	business	can’t	run	

without	people,	that’s	not	hard	to	understand.	But	Ben	was	persistent,	and	eventually	I	

began	to	comprehend	the	depth	of	what	he	meant.	Gradually	I	came	to	notice	the	many	

business	situations	wherein	the	most	important	factor	determining	success	is	the	people.			

I	looked	at	companies	where	financial	performance	and	brand	satisfaction	were	strong,	and	

I	saw	how	these	results	were	generated	by	above	average	people	working	on	above	
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average	teams.	It	brought	me	to	an	understanding	that	the	number	one	job	of	a	business	

owner	is	to	staff	the	organization	with	outstanding	people.		

When	you	invest	time	and	energy	in	your	people,	that	commitment	is	reflected	in	sales	and	

market	share.	If	you	treat	your	staff	like	the	most	important	part	of	your	business,	they	will	

go	the	extra	mile	to	deliver	superior	performance.	A	smart	owner	will	help	staff	advance	

their	careers,	and	let	them	know	they	are	appreciated	for	their	hard	work	and	dedication.	

The	best	way	to	build	your	company	is	by	building	teams	of	talented,	committed,	and	

responsible	staff	who	care	about	each	other,	the	company,	and	everyone’s	mutual	success.		

Long	after	you	sell	your	company	or	shut	it	down	and	move	onto	other	challenges,	you’ll	

have	the	relationships	you	created	with	the	people	you	hired,	trained,	and	worked	

alongside.	A	contented,	dedicated	staff	will	be	reflected	in	satisfied	customers,	because	

when	it’s	all	said	and	done,	business	is	people.		
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Secret	41		

Solve	the	Problem	
I	hate	it	when	people	say	they	tried	but	failed	to	fix	a	business	problem.	“I	tried”	doesn’t	

come	with	a	consolation	prize.	Customers	don’t	care	about	trying,	they	need	problems	

fixed.	“Try”	is	not	a	solution.	It’s	an	excuse	people	use	to	justify	the	fact	that	they	didn’t	get	

it	done.	“Trying”	only	pushes	the	problem	back	on	the	team	or	back	on	the	boss.	Someone	

that	settles	for	“trying”	in	your	company	is	just	sweeping	problems	off	their	desk.	The	

biggest	failures	in	business	ultimately	come	down	to	the	inability	to	solve	problems.	

Staff	who	“try”	but	fail	to	provide	actionable	solutions,	also	tend	to	offer	weak	apologies	

that	are	even	more	infuriating.	Offering	a	half-hearted	apology	to	disguise	a	weak	effort	

only	adds	insult	to	injury.		

Company	owners	need	to	bang	the	drum	of	“solve	the	problem”	so	that	staff	know	it’s	

important	to	their	success	at	your	company.	This	needs	to	be	a	foundation	of	the	way	your	

organization	works.	Commit	to	a	company	culture	that	is	clear	about	this:	At	company	XYZ,	

we	do,	we	don’t	try.	One	way	or	another	we	find,	create,	or	innovate	solutions.			

There	are	two	major	reasons	why	an	employee	will	hide	behind	making	a	sad	attempt	

without	really	committing	to	solving	a	problem:	

1. They	perceive	that	“trying”	to	solve	the	problem,	even	if	it’s	a	feeble	or	

ineffective	attempt,	is	safer	than	doing	nothing.	Job	safety	is	their	only	

motivating	factor.			

2. They	are	not	really	empowered	or	educated	to	solve	the	problem.	The	team	

member	recognizes	the	issue	and	understands	it,	but	isn’t	really	empowered	by	

their	level	of	authority	to	solve	it.	They	actually	have	never	been	trained	on	the	

approved	recourse	for	the	problem.	
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These	issues	are	exemplified	by	a	recent	hotel	experience	when	I	was	kept	awake	most	of	

the	night	by	a	group	partying	in	the	next	room.	Upon	checkout	when	the	staff	asked	me	

how	my	stay	was,	I	gave	them	a	rundown	of	the	noise	and	lack	of	response	from	the	night	

staff.		The	front	desk	clerk	said,	“Oh,	sorry	to	hear	that,”	but	there	was	no	effort	to	make	

amends.		

I	pressed,	“Is	there	something	you	can	do	to	make	good	on	this?”		

The	clerk	said,	“Well,	let	me	find	out.”	He	went	through	a	door,	then	came	back	saying	that	

he	wanted	to	comp	my	room	charges,	but	he	wasn’t	able	to	find	the	supervisor.	He	said	he	

wasn’t	sure	about	how	to	enter	it	into	the	computer	system.	I	pressed	him	further,	and	he	

admitted	that	he	wasn’t	authorized	to	activate	the	solution.	The	fact	remains	that	anyone	

working	at	that	front	desk	needed	to	have	the	authorization.		

Business	owners	need	to	empower	their	teams	to	solve	problems	on	the	spot	when	they	

occur.	They	should	expect	and	require	staff	to	think	on	their	feet	to	meet	customer	needs.	

Even	when	a	solution	isn’t	ideal,	staff	should	be	commended	for	making	a	decision	to	take	

action.	Alternative	solutions	can	be	discussed	and	improvements	made	so	that	staff	are	

empowered	to	offer	a	better	solution	the	next	time.				

We	live	in	a	society	where	problem	solving	is	no	longer	the	expectation.	Don’t	be	surprised	

when	your	new	hires	aren’t	naturally	equipped	with	this	skill	set.	Problem	solving	has	to	be	

developed	and	trained	via	on-boarding	programs	that	teach	staff	problem	solving	tools	that	

work	for	your	company.			

Successful	problem	solving	also	should	be	recognized	regularly	and	celebrated	among	

management	and	staff.		Recognition	and	reward	ensure	that	problem	solving	grows	as	an	

integral	part	of	your	company	culture	and	standard	business	practices.	
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Secret	42		

Culture—It’s	Not	Just	for	
Europeans	
Company	culture	is	one	of	those	things	that	people	in	business	love	to	talk	about.	It’s	trendy	

and	everyone	touts	it	as	a	key	to	business	success,	yet	few	companies	know	how	to	actively	

use	company	culture	day	to	day.	It’s	often	just	a	passive	concept.	Most	companies	get	the	

management	team	together	for	a	one-day	workshop	to	create	a	culture	statement.	It	goes	

into	the	employee	binder	and	onto	a	wall	plaque	in	the	reception	area,	then	no	one	ever	

thinks	about	it	again.	Many	companies	don’t	have	a	method	or	process	for	bringing	their	

company	culture	into	their	business	practices.		

Here	are	the	keys	to	creating	a	winning	company	culture:	

1. Defined	by	the	Group:	The	most	effective	cultures	are	developed	and	refined	by	

the	people	in	the	organization	themselves.	A	company	culture	isn’t	some	

boilerplate	list	of	values	that’s	simply	handed	down	from	the	president’s	desk.	A	

meaningful	company	culture	represents	core	beliefs	that	everyone	actively	buys	

into	and	adopts	in	their	daily	work.	It	helps	breathe	life	and	purpose	into	

company	operations.			

2. Five	Words:	A	great	company	culture	can	be	summarized	in	five	words.	Why	

five?	Because	anything	more	than	five	words	is	difficult	for	staff,	customers,	and	

suppliers	to	remember.	Three	or	four	words	is	even	better,	but	five	words	forces	

an	organization	to	focus	on	the	most	critical	core	values	and	beliefs	that	will	

motivate	the	whole	group,	and	not	be	forgotten.			

3. Shared	Definition:	Each	of	those	five	words	must	have	a	clear	definition	and	

meaning,	easily	understood	and	shared	by	everyone	on	staff.	When	we	made	
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“family”	a	key	word	at	my	company,	I	discovered	that	there	were	many	different	

perceptions	and	connotations	of	the	word.	It’s	the	same	with	loyalty,	honesty,	

and	service.	Everyone	has	different	interpretations	depending	on	their	own	

experiences.	Therefore,	each	word	needs	to	have	a	clearly	crafted	definition	that	

is	universally	understood	by	everyone	in	your	business.	

4. Actively	Managed:	Business	owners	are	famous	for	saying,	“We	don’t	really	have	

a	culture	here.”	But	the	fact	is,	they	do.	It’s	just	being	actively	created	by	the	

worst	employee	at	the	company.	Culture	is	alive	and	organic,	and	unless	it	is	

responsibly	created	and	managed,	encouraged	and	discussed,	the	void	will	be	

filled	by	what	is	easiest	and	laziest	to	say	or	do.	Great	company	culture	is	

intentional	and	idealistic.	It	needs	to	be	managed	and	supported	daily	to	provide	

ideal	experiences	for	customers	and	staff.			

5. Repeated	like	a	Tibetan	Monk:	You	know	your	company	culture	is	effective	when	

it’s	on	the	lips	of	staff	like	a	mantra	on	the	lips	of	a	Tibetan	monk.	Some	people	

on	staff	might	express	it	in	ways	that	sound	like,	“I	know,	I	know,	we	always	

treat	our	clients	like	our	favorite	grandparent	or	rock	star.”	They	might	repeat	it	

like	a	disgruntled	twelve-year-old	in	a	mocking	Homer	Simpson	voice,	but	that	

proves	that	they	know	it	by	heart.	Knowing	it	is	the	first	step	to	owning	it,	and	

then	to	living	it	daily.	
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Secret	52		

Drink	Scotch	
My	former	business	partner	used	to	be	someone	who	would	let	things	build	and	fester	

emotionally	until	he’d	blow	up	at	staff,	or	at	me.	It	gave	him	some	temporary	relief	to	yell	

and	maybe	throw	something,	but	it	undermined	relationships	on	our	team.	He	didn’t	feel	

good	about	it,	and	neither	did	I.	He	was	an	absolutely	terrific	guy	and	I	didn’t	want	to	see	

his	relationships	with	staff	damaged	or	our	friendship	strained	due	to	his	outbursts.	

We	agreed	that	we	needed	a	system	to	bring	things	up	before	they	became	an	explosive	

situation,	so	we	developed	what	became	a	formal	methodology.	We	called	it	a	“Scotch	

Meeting”	in	which	we’d	manage	our	partnership,	our	friendship,	and	any	pressing	work	

issues	before	they	had	a	chance	to	fester.		

The	format	and	method	went	like	this:	

• If	an	issue	was	bothering	one	of	us,	that	person	would	say,	“I	need	to	have	a	

Scotch	Meeting.”	It	served	as	a	gentle	notification	that	there	was	a	problem	that	

needed	some	discussion.	

• The	response	was	always	yes,	because	as	part	of	the	process,	neither	of	us	could	

decline	an	invitation.	We’d	ask	how	soon	the	meeting	was	needed—today,	this	

week,	next	week?	The	timing	of	the	meeting	was	an	indicator	of	the	seriousness	

of	the	issue	or	the	emotional	intensity	behind	the	request.	

• We’d	meet	offsite	away	from	the	office,	partly	to	get	out	of	our	surroundings,	but	

also	to	be	in	a	public	place	where	we’d	have	to	address	things	in	a	civilized	

manner—just	like	Jerry	Maguire	in	the	movie	when	he	was	fired	in	a	public	place	

so	he	wouldn’t	make	a	scene.	



39	
	

• We’d	each	order	a	Scotch.	It	could	have	been	wine,	beer,	coffee,	or	soda,	but	we	

both	liked	Scotch,	and	it	was	a	good	ice	breaker	for	us.	The	alcohol	took	the	edge	

off,	and	we	could	discuss	things	more	openly.	We’d	start	the	conversation	after	

no	more	than	one	scotch.	

• The	conversation	would	begin:	“So	you	called	this	Scotch	Meeting,	what	would	

you	like	to	discuss?”	The	convener	then	had	the	floor	until	he	was	done	

expressing	his	concern	or	frustration.	The	important	element	here	was	the	other	

person’s	commitment	to	listen	without	responding,	because	the	invitee	needed	

to	really	understand	the	problem	at	hand.	

• We	would	then	move	to	discussing	solutions.	Sometimes	it	was	an	easy	fix,	a	

simple	suggestion	that	we	could	both	agree	on.	Sometimes	we	talked	at	length	

trying	to	find	a	workaround.	Sometimes	we	just	ordered	more	Scotch	and	the	

problem	seemed	to	dissolve	until	we	couldn’t	remember	it	(because	sometimes	

we	just	needed	our	business	partner	to	hear	us,	and	to	personally	reconnect).	

• We	didn’t	set	ultimatums	or	demand	that	a	problem	needed	to	be	solved	in	a	

particular	way.	It	had	to	be	a	solution	we	defined	together,	one	that	worked	for	

both	of	us,	and	one	that	we	could	unanimously	support	and	put	in	place	together.		

• The	primary	rule	was	that	we	wouldn’t	end	the	Scotch	Meeting	without	a	

solution.	When	we	came	up	with	one,	we’d	implement	it	right	away	to	ensure	

that	the	issue	wouldn’t	resurface	or	remain	outstanding.	

The	Scotch	Meeting	protocol	is	one	of	the	most	effective	tools	I’ve	ever	used	for	managing	

the	emotional	component	of	business	relationships.	It	has	the	capacity	to	move	issues	from	

a	scary	place	of	silence	and	growing	frustration	to	getting	things	out	in	the	open	quickly	

and	collaboratively	to	find	solutions.	It	isn’t	a	concept	limited	to	just	business	partnerships.		



40	
	

In	my	consulting	work,	I’ve	introduced	the	Scotch	Meeting	protocol	to	companies	to	use	for	

their	management	teams,	or	sometimes	across	an	entire	organization.	In	these	

circumstances,	we’ve	found	it	better	to	introduce	the	concept	as	a	Coffee	Meeting.	Of	

course,	it	needs	to	be	understood	that	the	meeting	isn’t	a	social	get-together	over	a	cup	of	

Joe,	but	a	friendly	problem-solving	session,	whatever	the	beverage	of	choice.	The	intention	

and	purpose	of	the	meeting	is	very	specific.		

The	Scotch	Meeting	protocol	has	generated	more	positive	feedback	and	resolved	more	

issues	than	my	former	business	partner	and	I	ever	imagined.	It	is	a	fantastic	tool	for	

business	owners	and	partners	serious	about	their	relationships	and	long-term	success.	
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Part	Six	

Lead	Like	a	Lion,	
Manage	Like	a	Squirrel	
Leading	a	company	and	managing	a	company	require	two	very	different	skill	sets.	Most	

people	are	naturally	better	at	one	or	the	other,	and	few	possess	both	in	equal	proportion.	

For	the	entrepreneur,	leading	and	managing	a	company	is	almost	like	having	multiple	

personalities—lion	and	squirrel.	

Leadership	requires	the	ability	to	be	a	strong	communicator,	someone	who	sees	the	big	

picture	and	can	inspire	others	around	them,	including	staff,	customers,	and	even	the	

occasional	banker.	The	leader	is	the	lion	of	the	business,	exuding	strength,	confidence,	and	

authority	that	inspires	others	to	feel	secure	and	willing	to	follow.			

Management	requires	organization,	attention	to	detail,	collection	of	information,	and	

interpretation	of	events.	It	involves	a	constant	review	of	business	feedback.	The	manager	is	

the	squirrel	of	the	business;	never	wanting	to	lose	or	misplace	a	nut.	They	are	always	

proactive	and	responsive,	constantly	assessing	business	operations	and	the	daily	situation.	

Each	role	involves	different	timeframes.	Leaders	are	looking	to	the	future—tomorrow,	next	

week,	and	next	year.	Managers	focus	on	the	present	and	past,	but	rarely	on	the	future.	They	

are	evaluating	what	happened	yesterday	and	overseeing	what	is	happening	today.		

Some	people	think	that	good	leadership	trumps	good	management,	but	both	are	absolutely	

essential	and	critical	to	your	company.	Don’t	try	to	cut	corners	in	either	role,	unless	you	

have	a	secret	wish	to	sabotage	your	success.	If	you,	as	the	owner,	struggle	with	one	of	the	

roles,	it’s	best	to	find	someone	to	support	you	by	filling	that	role.	In	this	way,	you	can	
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ensure	in	your	business	there	are	one	or	more	people	with	the	talents	to	lead	like	a	lion	and	

manage	like	a	squirrel.	
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Secret	57 

Manage	Your	Professionals	
It	may	seem	counterintuitive,	but	your	professional	advisors—your	lawyer,	accountant,	

and	bookkeeper,	among	others,	all	need	to	be	managed.	“What?”	you	may	ask,	“I	spend	

$450	an	hour	on	my	lawyer,	and	now	you’re	telling	me	that	I	need	to	spend	extra	time	

managing	him	too?”	Yes,	you	do.	This	isn’t	to	say	that	your	lawyer	or	accountant	aren’t	

highly	professional,	it’s	just	that	they	don’t	have	the	same	broad	vision	of	your	business	as	

you	do.	You	need	to	keep	them	advised	of	important	details,	timelines	and	pitfalls	they	

might	not	see	on	their	own.		

Your	accountant	is	great	at	helping	you	file	your	year-end	taxes	and	prepare	your	

financials.	They	may	be	able	to	offer	some	general	advice	on	the	business	from	those	

financial	statements,	but	typically	it	is	all	rear	view	mirror	work	looking	at	the	past.	Many	

accountants	don’t	proactively	help	you	work	through	issues,	manage	into	the	future,	or	

provide	projections	and	budgeting.	In	order	to	get	more	than	annual	statements	from	your	

accountant	you	need	to	be	clear	on	what	else	you	need,	and	ask	them	for	it.	You	need	to	

raise	the	bar	on	expectations	and	see	that	the	accountant	will	meet	the	challenge.	

Your	lawyer	is	great	at	giving	legal	opinions,	but	typically	knows	little	about	running	a	

company.	An	attorney	who	is	a	strategic	thinker	is	a	fantastic	asset	to	you,	but	their	scope	

in	your	company	is	limited.	I’ve	learned	from	experience	to	review	legal	paperwork	for	

myself	to	ensure	that	everything	makes	sense	from	my	own	business	perspective.	As	a	

business	owner,	after	you	do	this	often	enough,	you’ll	learn	to	understand	all	the	“legalese.”	

It’s	a	necessary	part	of	managing	your	lawyer,	and	well-worth	the	effort	to	know	that	

you’re	both	on	the	same	page.	I	also	make	it	my	business	to	be	sure	that	documents	are	

prepared	on	time	and	that	any	payments	are	ready	when	transactions	are	scheduled.			

My	favorite	(or	worst)	example	of	this	occurred	as	I	prepared	to	close	on	the	purchase	of	a	

pizza	restaurant.	On	the	day	of	the	closing	I	wanted	to	ensure	there	were	no	outstanding	
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issues,	so	I	called	the	buyer’s	lawyer	and	told	him	I’d	stop	by	his	office	within	a	half	hour	to	

personally	deliver	the	cashier’s	check	for	the	purchase.	I	took	the	elevator	up	to	his	office	

and	when	the	doors	opened—wham!—I	walked	smack	into	a	locked	steel	grate.	“Hello,	

anyone	there?”	No	response.	I	rode	the	elevator	back	down	and	called	him.	He	didn’t	return	

my	call	for	an	hour	and	a	half,	finally	explaining	that	his	office	had	been	closed	for	the	lunch	

hour.		

“But	I	told	you	I	was	coming	by	right	away!”	After	some	back	and	forth	I	said	I’d	be	back	

over	immediately,	and	he	said,	“Well	hurry,	because	I’m	leaving	early	for	a	long	weekend	at	

the	lake.”	I	explained	how	the	deal	was	set	to	close	at	3pm,	and	he	hedged.	He	said	that	we	

might	not	be	able	to	get	the	signatures	on	time,	that	we’d	have	to	push	it	off	to	the	next	

week.	“No,”	I	told	him,	“we	can’t	wait.	I	have	staff	and	contractors	ready	to	start	

immediately!”	All	we	needed	was	a	couple	of	signatures	and	confirmation	of	funds.	It	would	

take	fifteen	minutes	by	fax	or	email—signatures	that	we	would	have	had	hours	earlier	if	he	

hadn’t	left	for	lunch	when	he	knew	I	was	coming.		

Had	I	left	the	transaction	up	to	him,	everything	would	have	been	delayed.	So,	yes,	lawyers	

and	other	professionals	do	need	to	be	managed.	You	can’t	always	count	on	them	to	get	the	

job	done	in	the	way	your	business	circumstances	require.		

A	quick	note	on	lawsuits:	Avoid	them!	Even	when	you	are	right.	Being	right	can	be	

expensive,	time	consuming,	and	draining.	The	modern	legal	system	can	drag	your	case	

around	for	months	or	years	before	you	get	to	demonstrate	how	right	you	are.	It	can	drain	

time,	focus,	and	cash	from	your	business.	Instead,	commit	to	finding	the	fastest	and	

cheapest	way	out,	and	trust	that	karma	will	bring	ultimate	justice.	Experience	has	shown	

me	that	what	goes	around	comes	around:	everyone	who	has	“wronged”	me	in	business	has	

had	their	own	challenges	later	on.			

Find	professionals	you	can	trust.	Get	referrals	and	testimonials,	conduct	interviews,	ask	the	

right	questions,	and	request	references.	Hire	your	professionals	the	same	way	you	hire	

staff,	the	process	is	similar.	Some	may	think	you’re	ridiculous	for	demanding	so	much,	but	
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their	reaction	tells	you	something	about	how	they	will	approach	your	business.	You	

deserve	to	work	with	the	best,	and	only	due	diligence	will	get	you	there.	It	will	also	save	

you	considerable	time	and	effort	when	managing	your	professionals	later.	
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Secret	64 

Beverage	Management		
You	call	a	management	meeting	and	everyone	seems	more	concerned	about	managing	their	

beverages—topping	up	their	coffee,	getting	water,	heating	some	tea,	grabbing	a	soda—than	

participating	in	the	meeting.		For	them	it	is	a	Beverage	Management	Meeting	first	and	

foremost.	In	a	company	striving	for	growth	and	performance,	this	lack	of	focused	attention	

is	an	issue	of	concern.	

Something	needs	to	change.		

First,	staff	need	to	be	challenged	to	bring	materials,	deliver	reports,	and	provide	updates.	

Meeting	participation	should	come	with	the	expectation	that	staff	members	will	present	to	

the	group	and	answer	questions.		

Second,	the	responsibility	for	running	the	meeting	needs	to	be	shared	and	rotated.	Sharing	

the	honors	in	this	way	increases	engagement,	as	each	person	gains	experience	as	a	

moderator.	Periodically	assuming	the	lead	brings	each	participant	closer	to	the	purpose,	

value,	and	function	of	the	meeting.	Also,	no	one	wants	to	be	in	the	spotlight	unprepared,	

especially	when	there	will	be	questions.	The	meeting	needs	some	degree	of	preparation,	

presenters	chosen,	reports	printed.	This	new	dynamic	opens	opportunities	for	guidance	

and	mentoring	by	you	and	other	managers	to	ensure	that	meetings	are	productive	and	

moderators	are	well	versed.		

I	can	promise	you	that	once	a	team	member	has	been	tasked	with	running	a	meeting,	they	

will	always	have	a	higher	level	of	involvement	and	participation	afterwards.	They	develop	a	

deeper	understanding	of	what’s	involved,	what’s	at	stake,	and	what	it’s	like	to	be	in	the	hot	

seat	of	the	meeting	chair.	You’ll	find	that	participation	will	skyrocket	and	that	future	

meetings	will	be	far	better	attended,	productive,	and	enjoyed.	



47	
	

There	are	many	variations	on	the	traditional	meeting	that	can	also	spur	interest	and	

participation:	

• 5	minute	Huddles	where	no	one	sits		

• Updates	to	boards	or	graphs	where	everyone	gathers	around	(again,	no	sitting)		

• Key	metrics	boards	that	everyone	can	see	24/7	

• Key	updates	sent	via	bullet-point	emails	

The	faster	you	get	away	from	people	sitting	for	long	periods	of	time	in	meetings	(I	

recommend	20	minutes),	the	faster	your	team	can	get	back	to	work	and	the	business	of	

growing	the	company.	
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Secret	69 

Finding	Hidden	Cash	
What	if	I	told	you	that	every	business	had	hidden	treasure	buried	in	its	basement?	I	don’t	

mean	a	chest	of	gold	and	jewels,	but	almost	every	business	I’ve	come	across	has	tied-up	

cash,	additional	sales,	and	missed	opportunities	just	lying	around,	available	and	

squandered.		

Most	business	owners	think	that	hidden	cash	is	only	in	high	inventory	levels	or	outstanding	

accounts	receivable.	These	are	the	obvious	places	your	accountant	would	identify,	but	they	

are	only	a	starting	point	for	when	you	need	to	free	up	some	cash.	Of	course,	you	can	sell	off	

some	inventory	or	collect	money	owed	to	you,	but	those	options	are	often	limited.	Some	of	

the	larger	sources	of	cash	are	not	apparent	on	the	balance	sheet.	

Hidden	sources	of	cash	actually	exist	in	missed	sales	opportunities.	You	can	control	cash	

both	through	sales	and	in	how	you	manage	client	transactions.	These	tools	can	provide	

considerable	control	and	cash	resources.	

Here	are	a	few	hidden	sources	of	treasure	buried	in	sales:	

• Longer	Term	Contracts:	Client	agreements	are	often	based	on	twelve-month		

contracts.	I	once	had	a	salesman	who	joined	our	company	and	immediately	

started	signing	thirty-six	and	up	to	sixty-month	contracts	with	clients.	He	

actually	had	to	handwrite	in	the	terms	because	we	didn’t	have	those	options	on	

our	pre-printed	contracts.	His	innovation	extended	and	locked	in	our	cash	flow	

for	years!	

• Initial	Payment	on	Signing:	Most	businesses	sign	contracts	with	clients,	start	

doing	the	work,	bill	thirty	days	later,	then	wait	an	additional	thirty	to	sixty	days	

to	get	paid.	Businesses	sometimes	have	to	chase	payments	down,	establish	an	
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A/R	system,	and	allocate	time	for	doing	it.	Alternatively,	what	if	your	clients	

made	their	first	payment	as	“skin	in	the	game”	from	the	moment	they	sign	an	

agreement	to	work	together?	Step	one	on	a	sale	is	the	initial	payment.	When	

every	sale	begins	with	cash	on	day	one,	you	can	use	sales	to	immediately	create	

cash	flow	in	the	business.	No	more	delays	of	thirty	to	sixty	days	waiting	to	start	

receiving	cash.	

• Payment	Upfront:	Businesses	often	make	payment	plans	available	to	clients	in	

order	to	finance	a	purchase	or	pay	over	time.	Yet	there	are	many	opportunities	

to	go	in	the	opposite	direction.	You	can	offer	clients	a	small	discount	in	return	for	

a	portion	of	payment	upfront	for	the	first	quarter,	six	months,	or	even	an	entire	

year.	Some	clients	like	the	idea	of	prepaying	for	a	discount	on	price.	Offer	it	to	

clients	as	a	“value	added”	option	and	you’ll	be	shocked	when	they	say,	“Okay,	I’ll	

pay	for	six	months	in	advance.”	

• Secondary	Sales:	Many	retailers	and	business-to-business	companies	have	

substantial	accessory,	secondary	product,	or	add-on	sales	opportunities	they	

aren’t	using.	These	are	often	higher	margin	items	that	don’t	get	the	attention	and	

sales	they	deserve.	Mandate	to	your	sales	staff	that	when	a	customer	buys	your	

main	product	or	service,	the	sale	should	also	include	a	secondary	product.	We’ve	

all	experienced	such	secondary	sells	of	“purchase	insurance”	or	extended	

warranties	on	everything	from	electronics	to	automobiles.	These	add-on	sales	

opportunities	have	a	massive	margin	pushed	by	everyone	in	the	organization	

because	it	drives	cash	flow.	

• Increase	Deposits:	Many	companies	are	leaving	deposit	money	on	the	table.	

Businesses	typically	contract	for	deposits	of	10	or	20	percent	to	start	a	project.		

Why	not	increase	that	to	30	or	50	percent	and	give	yourself	a	cash	cushion	on	

the	project	or	product	delivery	(and	eliminate	the	risk	of	negative	cash	flow).	

Many	customers	want	to	negotiate	the	deposit,	so	I	start	at	50	percent,	knowing	

I’ll	settle	for	a	“special	deal”	at	30	percent.		
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• Planned	Purchases:	Get	your	sales	team	and	clients	thinking	beyond	just	a	single	

transaction.	Ask	your	clients	about	their	plans	to	purchase	from	your	company	

over	the	next	six	months,	the	next	year,	and	beyond.	Customers	often	know	what	

they	might	need	over	time,	so	offer	them	the	opportunity	to	plan	those	

purchases	in	advance.	You	can	often	accelerate	the	speed	of	a	purchase	beyond	

the	pace	the	client	would	use	on	their	own.	Then	get	a	deposit	on	the	whole	

amount!	

These	are	just	of	few	of	the	hidden	sources	of	cash	you	don’t	already	know	you	have!	
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Secret	70 

Collecting	AR	Is	Psychological	
Warfare	
In	my	first	software	business,	we	had	long	periods	of	time	between	big	value	sales	

transactions.	During	that	time	I	learned	a	lot	about	collecting	accounts	receivable	(AR)	by	

learning	how	to	dodge	payment	commitments.	There	were	months	when	the	only	cash	we	

had	went	to	pay	our	critical	bills.	We	had	no	cash	to	spare	for	anything	that	wasn’t	

essential.	Suppliers	called	all	the	time	to	collect	on	their	invoices,	but	we	had	no	money	to	

pay	them.	Those	calls	taught	me	a	lot	about	the	major	pitfalls	of	most	collection	efforts.	

Many	of	the	calls	would	go	like	this:	“Hi,	this	is	Darla	from	ABC	Corp.	We	have	an	

outstanding	invoice,	number	10934	from	June	12th	and	I	was	wondering	when	we	can	

expect	payment?”	

I	would	respond	with	total	honesty,	but	with	complete	vagueness:	“Darla,	we	have	that	

invoice	in	our	payables	and	we’ll	be	processing	it	soon.”		

Darla	(and	most	of	the	other	collections	people)	would	typically	respond:	“Okay,	that’s	

great,	thank	you.”	

But	what	had	I	really	told	her?	What	had	I	really	committed	to?	Nothing.	I	never	gave	a	date	

or	time.	I	never	explained	what	I	meant	by	“processing	it.”	I	never	clearly	said	I	was	paying	

it!	Yet	these	calls	and	interactions	went	on	for	months.	I	could	instantly	buy	myself	another	

30	days	just	by	telling	someone	we	were	“looking	into	their	invoice.”	I	could	stretch	a	

payment	for	up	to	120	days	before	many	people	ever	said,	“Are	you	paying	this	invoice	or	

not?!”	By	then,	I	could	comfortably	say	yes,	because	I	had	already	managed	a	four-month	

delay	of	payment.	
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Knowing	what	it’s	like	to	be	tight	on	cash	and	loose	on	excuses,	here	is	how	I	collect	on	

receivables.	The	key	is	to	expect	that	the	person	needing	to	pay	is	going	to	be	vague	and	

noncommittal.	Your	job	is	to	pin	them	down	to	a	commitment.	It	goes	something	like	this:	

“Doug,	hi,	its	Marty	calling	from	ABC	Corp	for	invoice	10934.	Have	you	sent	payment	for	

this	invoice	yet?	You	think	so?	Well,	can	you	please	check?	I’ll	hold.	Oh,	so	you	haven’t	sent	

it	out	yet?	Okay,	when	will	you	be	making	the	payment?	Next	week?	Okay,	is	that	Monday	

or	Friday	next	week?	Okay,	Friday.	Will	that	be	ready	in	the	morning	or	the	afternoon,	

because	I’m	going	to	send	a	courier	to	pick	it	up.”	(This	is	a	great	lesson:	Don’t	leave	it	up	to	

the	postal	system	to	collect	your	money.	Control	the	delivery	of	your	money	by	spending	

the	$10	to	$40	on	a	courier	to	go	get	it.	Yes,	it’s	an	extra	cost,	but	its	less	than	the	cost	of	not	

having	your	money	in	hand).	“Okay,	so	Friday	afternoon?	Terrific.	Just	to	confirm,	I’ll	be	

sending	a	courier	over	on	Friday	at	1:30	p.m.	to	collect	the	payment.	Thanks	for	your	help.”	

Now	they	have	agreed.	They’ve	committed	to	a	date	and	a	time	that	we	can	hold	them	to.	

There’s	something	about	knowing	a	courier	is	coming	that	makes	people	more	accountable.	

I’ve	overheard	them	say,	“Well,	what	are	we	going	to	do	now?	They’re	sending	a	courier!”	

Your	approach	should	always	be	friendly,	yet	persistent.	A	major	pitfall	for	people	trying	to	

collect	payment	is	to	become	personally	upset	and	hostile.	Once	you	sound	angry,	you’ll	be		

avoided.	The	key	is	to	always	be	so	friendly	and	upbeat	that	people	feel	bad	if	they	don’t	

return	your	call	or	talk	to	you.	Call	persistently,	every	second	day	or	even	daily,	until	you	

get	the	answers	you	want.	Be	cordial	and	warm,	firm	and	persistent.	

It’s	your	money.	You	performed	the	service	or	provided	the	product	in	good	faith.	Don’t	let	

customers	suggest	that	it’s	somehow	your	fault	they	haven’t	paid.	This	is	a	classic	ploy	

involving	role	reversal.	The	company	or	person	owing	the	money	gets	upset	in	order	to	

avoid	having	to	commit	to	anything.	In	these	cases	I	ask	directly,	“Is	there	a	reason	you’re	

acting	upset	with	me,	about	the	bill	that	you’re	avoiding	paying?”	When	you	call	them	out,	

it’s	hard	for	them	to	maintain	the	angry	charade.			
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Hold	them	to	their	end	of	the	bargain,	which	is	on-time	payment.	If	a	customer	is	a	problem	

regularly,	invite	them	to	find	another	supplier	with	less	self-respect	and	cash	sense.	
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Secret	77 

Build	Your	Profit	Buffer	
Most	companies	run	on	a	financial	strategy	of	“hope	for	profits.”	They	get	to	the	end	of	the	

year	and	send	their	financials	to	the	accountant,	then	nervously	wait	to	be	told,	“Yes,	you	

did,	in	fact,	make	a	profit.”	It’s	not	a	particularly	effective	strategy	for	ensuring	that	there’s	

money	left	over	at	the	end	of	the	year,	some	actual	payoff	for	all	your	hard,	entrepreneurial	

work.	Hoping	for	profits	is	a	non-strategy	that	fails	most	small	businesses	year	in	and	year	

out.	

Yet	there’s	a	solution.	I	call	it	Building	a	Profit	Buffer	into	Your	Business.	

A	breakeven	calculation	for	your	business	is	how	much	revenue	or	turnover	you	need	each	

month	to	cover	your	base	expenses.	Entrepreneurs	can	generally	cover	all	their	expenses	

through	the	year,	but	they	rarely	have	anything	left	over.	That’s	why	I	suggest	adding	an	

additional	“expense	line	for	Profit”	to	your	revenue	calculation.			

Yes,	you	read	me	right:	Add	an	expense	line	called	Profit.	You	are	going	to	pay	your	profit	

out	like	an	expense	every	month	to	ensure	it	exists	and	gets	accounted	for.	If	you’ve	

managed	to	pay	your	bills	until	now,	try	adding	a	buffer	for	profit	to	your	calculation	and	

see	what	happens.	

You	will	be	withdrawing	profit	from	your	business’s	main	bank	account	just	like	any	other	

automatic	bill	payment.	It	will	then	go	into	a	second	account	that	will	not	be	immediately	

accessible.	Set	it	up	at	a	different	institution,	make	getting	at	the	money	more	challenging	

to	ensure	it	doesn’t	get	consumed	by	business	operations.	Some	companies	are	disciplined	

enough	to	simply	carve	off	the	“profit	expense”	to	a	second	savings	account.	I’m	not	that	

disciplined.	I	need	to	keep	it	further	out	of	reach.		I	once	set	up	an	account	where	my	mom	

had	to	be	a	second	signature	for	me	to	withdraw	the	money!	Decide	how	far	away	it	needs	

to	be	from	your	daily	grasp	to	not	get	touched	by	operational	cash	flow.	
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A	second	longer	term	strategy	for	Building	a	Profit	Buffer	is	what	I	call	the	“Gone	To	Shit”	

or	GTS	fund.	This	has	been	a	business	saving	tool	for	me	and	my	clients.	Similar	to	adding	

an	expense	line	for	Profit	and	withdrawing	it	to	a	separate	account,	your	GTS	fund	is	

another	account	you	will	not	touch.	You	will	regularly	debit	money	out	of	your	main	bank	

account	into	an	“in	case	of	emergency,	break	glass”	account.	In	this	way	you	are	self-

funding	your	way	out	of	an	eventual	emergency	situation.	

For	clients	who	set	up	a	GTS	fund,	it	becomes	a	point	of	pride	not	to	touch	it.	You’ll	now	

have	an	account	that	can	get	you	out	of	emergency	situations	by	simply	writing	a	check	or	

buying	a	solution.	Most	businesses	have	such	high	regard	for	their	GTS	funds	that	they	

hesitate	to	use	them	even	when	times	are	hard.	They	try	to	find	another	way.	They’ve	

invested	in	that	fund	and	want	to	maintain	the	security	of	it.	As	a	backup	plan,	the	GTS	fund	

is	empowering	to	entrepreneurs	because	it’s	always	there.		

A	mentor	of	mine,	Greg,	ran	a	personal	GTS	fund	(not	part	of	a	business),	sweeping	his	

personal	checking	account	each	month	for	10	percent	of	what	he	brought	in.	Eventually	his	

GTS	fund	had	$600,000	in	it.	By	then	his	goal	was	to	never	touch	it	and	to	be	able	to	invest	

it	for	his	children.	Now,	that’s	empowered!	

Your	business’s	GTS	fund	and	Profit	expense	line	can	be	withdrawn	in	weekly	or	bi-weekly	

transactions.	It’s	best	to	make	frequent	and	relatively	small	withdrawals,	so	you	don’t	

really	miss	the	money.		A	weekly	sweep	of	$400	is	better	than	a	monthly	sweep	of	$1,600	

(or	$40	a	week	instead	of	$160	if	you	need	to	start	that	small).	The	goal	is	to	overcome	the	

common	lament	that	“we	don’t	ever	have	extra	cash.”	

I	worked	with	a	client	who	had	a	cash	flow	of	$250,000	through	her	business	bank	account	

every	month.	Yet,	when	asked,	she	said	that	her	business	didn’t	have	the	ability	to	put	aside	

even	one	dollar	because	all	of	the	company’s	cash	was	being	spent	on	bills.	Even	so,	she	

decided	to	give	it	a	try,	and	we	began	sweeping	the	account	weekly	for	$250,	then	

increased	it	to	$300.	Soon	the	business	had	thousands	in	the	second	bank	account	and	

started	to	earn	a	profit.	Meanwhile,	they	continued	to	spend	everything	that	remained	in	
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their	operating	account.	She	learned	that	through	a	GTS	fund	and	Profit	expense	system	she	

could	ensure	that	some	profit	was	protected	each	month,	which	totally	changed	her	

mindset.		

Seeing	and	knowing	that	you	are	growing	these	two	accounts	can	be	a	huge	boost	to	your	

entrepreneurial	confidence.	We	all,	to	some	extent,	measure	our	effectiveness	based	on	our	

regular	bank	balance.	Give	these	strategies	a	try	and	feel	the	difference	that	comes	with	

being	a	solid	operator	and	a	good	money	manager.			
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Part	Eight	

Growth	and	
Performance	
Most	entrepreneurs	are	trying	to	grow	their	companies.	Few	owners	are	just	sitting	back	

and	avoiding	opportunities	that	come	their	way.	Yet	a	very	large	portion	of	owners	who	

speak	of	growth	are	really	only	hoping	for	growth	without	any	proposed	plan	or	

methodology	for	achieving	it.			

Growing	your	business	takes	a	particular	kind	of	commitment	and	mindset.	A	committed	

growth	entrepreneur	is	future	thinking,	innovation	focused,	fired	up	for	challenges,	and	

highly	enthusiastic	about	their	company.	When	you	talk	with	a	business	owner	of	this	kind,	

you	come	away	with	a	real	sense	of	their	commitment	to	growth.	Entrepreneurs	of	this	ilk	

can’t	look	at	any	area	of	their	shop	or	office	without	thinking	about	improvement	and	how	

to	change	things.	They	can’t	look	at	their	team	without	considering	performance,	who	is	

essential,	and	who	will	fit	into	the	company’s	future.	They	can’t	look	at	a	customer	without	

thinking	about	how	to	serve	them	better	and	maximize	the	relationship	for	mutual	growth.		

The	successful	growth	of	your	company	starts	with	the	mental	keys	of	commitment	and	

mindset,	then	proceeds	to	concrete	plans	for	growth.	Setting	new	targets	for	growth	and	

performance	leads	to	ideas,	strategies,	and	eventually	to	tactics	that	can	produce	the	

results	you	want.	As	soon	as	new	goals	and	targets	are	set,	innovation	follows	to	ensure	

things	shift	and	change	to	bring	the	desired	results.	

Growing	a	company	is	not	easy	and	is	often	the	most	stressful	time	for	both	owners	and	

staff.	You	are	pushing	your	people,	cash	flow,	and	systems	to	the	limit,	while	having	to	

rebuild	and	adapt	each	of	them.	It’s	as	if	your	business	were	an	aircraft	that	takes	off	while	
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you’re	still	making	structural	and	mechanical	changes,	until	it	lands	as	a	superior	aircraft.		

It	can	be	harrowing	and	challenging	for	a	business,	just	like	for	that	plane.	

Growth	is	always	risky.	It	seems	much	safer	to	play	at	the	level	you	already	know	how	to	

manage.	Growth	requires	expansion	of	skills	and	abilities.	It	stretches	the	boundaries	of	

cash,	customer	needs,	production,	and	delivery.	If	you	move	too	fast	or	too	aggressively	you	

risk	taking	down	your	business.	

The	ideas	in	this	section	are	keys	to	managing	business	growth	and	performance	with	more	

control	and	awareness.	You’ll	learn	how	to	keep	things	balanced	with	a	clear	vision	of	how	

to	grow	your	company	and	avoid	the	emotional	rollercoaster	on	your	way	to	increased	

success.		
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Secret	81 

+1	Effect	
You	may	be	hoping	for	the	one	client	account	that	changes	everything	in	your	sales	and	

cash	flow.	You	may	be	looking	for	a	revolution	in	manufacturing	that	suddenly	improves	

the	overall	performance	of	your	operations.	Neither	are	likely	to	happen	overnight.	For	

business	owners	and	entrepreneurs,	improvements	come	as	small	gains	and	innovations.	

Incremental	changes	are	the	keys	to	your	success	in	business.		

You	can	be	open	to	big	change,	but	in	the	meantime	stay	busy	pushing	for	small	

improvements	every	day.	With	every	change	I	make,	I	am	looking	for	a	1	percent,	one	

second,	or	$1	improvement.	My	team	and	I	are	always	pushing	ourselves	to	make	simple,	

incremental	improvements,	so	it	never	seems	overwhelming	or	unreachable.	When	

companies	set	expectations	for	overwhelming	change,	they	inadvertently	erect	barriers	to	

smaller	levels	of	improvement	that	would	be	more	attainable.	It’s	far	more	productive	to	

pursue	achievable	advances	that	people	can	believe	are	possible	and	can	be	completed	

quickly.	I	call	it	the	+1	Effect.	

You	and	your	team	can	regularly	be	celebrating	small	gains	and	wins	that	lift	everyone’s	

pride	and	performance.	With	a	+1	Effect,	expectations	for	incremental	betterment	are	

attainable,	and	a	rhythm	is	set	for	success	in	smaller	stages	of	growth.	It’s	a	version	of	

what’s	called	kaizen	culture	in	Japan,	which	translates	as	constant,	never	ending	

improvement.	

One	of	the	best	examples	of	the	+1	Effect	at	work	occurred	in	my	friend	Jerry’s	print	shop.	

Since	opening	his	business,	Jerry	hadn’t	consistently	hit	daily	breakeven	sales.	In	fact,	he	

often	lost	some	money	each	day,	so	his	operation	was	falling	short	of	being	profitable.		

Jerry	brought	me	in	as	an	advisor	and	business	coach.	The	first	thing	I	asked	him	was	

whether	his	team	knew	what	the	breakeven	figure	was	for	business	daily.	He	told	me	they	
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didn’t,	and	that	he	was	afraid	to	share	it	with	them.	So	we	sat	down	with	the	entire	staff	and	

explained	that	they	had	a	goal	of	sales	to	reach	each	day.	That	goal	allowed	everyone	to	get	

paid,	to	pay	all	the	bills	on	time,	to	leave	a	little	extra	to	build	a	reserve	of	cash	for	

emergencies	and	for	future	growth	of	the	business.	

Staff	often	think	that	increased	sales	just	puts	money	in	the	pocket	of	the	owner.	Therefore	

it	was	important	for	them	to	know	what	was	really	at	stake	where	they	worked.	They	

needed	to	understand	why	a	healthy	level	of	business	was	vital	for	everyone	involved	to	

succeed.	The	business’s	daily	costs	were	about	$1,100,	so	we	started	by	creating	a	small,	

achievable	buffer	of	$100	above	those	costs.	The	only	change	we	made	was	to	set	that	goal	

for	the	team.	Within	ten	days,	the	staff	moved	the	business	from	an	average	of	$1,015	a	day	

in	sales	to	an	average	of	$1,262.	We	shared	the	sales	progress	a	few	times	each	day,	so	they	

knew	when	they	were	on	track.	The	dynamic	we	created	was	enough	motivation	for	the	

staff	to	intuitively	change	how	they	approached	their	work	activities	and	interactions	with	

customers	to	manage	their	daily	success.			

We	gathered	the	team	and	told	them	how	fantastic	they	were	doing,	and	shared	the	

numbers	with	them.	Then	we	said,	we’d	like	to	move	the	sales	goal	to	$1,325	a	day.	Within	

weeks	they	were	hitting	the	new	sales	number.	Then	we	set	the	target	just	a	little	higher	to	

$1,450,	a	goal	that	we	thought	was	still	reachable.	Each	time,	the	team	adjusted	their	efforts	

and	methods	to	raise	sales	without	any	special	training	or	substantial	alteration	to	the	

business.	Why	did	the	team	work	so	hard	to	achieve	the	goal?	Because	people	inherently	

want	to	contribute	and	succeed!	

This	went	on	for	about	five	months	until	the	business	was	doing	around	$1,475	a	day.	

Jerry’s	business	was	now	healthy	and	profitable	with	an	upbeat	culture	of	performance.	

This	same	approach	can	be	used	in	any	aspect	of	a	business,	not	just	financial.	It	involves	

four	basic	steps:	

1. 	Sharing	the	existing	performance	
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2. Setting	a	new	marginally	higher	level	of	performance	(with	an	explanation	of	

why	this	is	important)	

3. Measuring	the	gains	

4. Celebrating	the	success	with	everyone	

Like	a	track	star	trying	to	shave	just	a	few	hundredths	of	a	second	off	their	time,	you	can	

grow	and	master	your	business	with	regular,	small	improvements	across	the	board.	
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Secret	83 

Create	the	Desired	Experience	
Life	is	a	series	of	experiences,	many	of	them	emotional.	We	remember	the	first	time	we	

rode	a	bike,	our	first	day	of	school,	our	first	date.	Hopefully	our	experiences	are	pleasant	

ones,	but	of	course	they	can’t	all	be.	Your	business	is	a	series	of	emotional	experiences	too,	

for	you,	your	customers	and	staff.	The	question	is:	Are	those	experiences	pleasant	or	

unpleasant?	Successful	businesses	are	highly	effective	at	creating	the	desired	experience	

for	the	people	they	serve.	

In	retail	and	service	industries—clothing	stores,	restaurants,	hotels,	spas—it’s	easier	to	

gauge	the	quality	of	customer	experience.	Interactions	are	easier	to	see,	customer	

engagement	is	upfront	and	close.	But	what	if	your	business	is	a	machine	shop?	What	if	

you’re	a	warehousing	operation?	It	can	be	more	challenging	to	identify	the	touch	points	of	

your	clients’	experience	and	create	the	experience	they	desire.	

As	an	example,	let’s	look	at	an	industry	that’s	infamous	for	creating	“less	than	satisfying”	

customer	experiences:	your	neighborhood	mechanic.	You	go	into	the	front	office,	which	is	

outdated,	dirty,	and	smells	of	motor	oil.	There	are	two	worn-out	chairs	and	a	small	table	

with	decade-old	magazines,	many	of	which	are	inappropriate	for	a	place	of	business.	The	

guy	who	comes	out	to	serve	you	says,	“Yeah?”	You	explain	the	problem	that	needs	fixing		

and	that	you	have	an	appointment.	He	takes	your	keys	and	phone	number,	but	gives	no	

indication	of	when	they’ll	call	or	what	he	thinks	might	be	causing	the	mechanical	problem.	

You	call	Uber	or	a	cab	and	go	back	home	or	to	work.	That’s	your	underwhelming	

experience	of	dropping	off	your	car	for	repair.	

Now	contrast	that	with	an	auto	repair	shop	that	values	customer	experience.	Fresh	coffee	is	

brewing	in	the	waiting	area	for	customers	and	the	team,	comfortable	chairs	are	available	

along	with	recent	magazines,	music	is	playing	in	the	work	area	at	a	reasonable	volume.	A	

service	manager	or	the	owner	talks	with	you	about	the	car	problem,	offers	to	call	a	cab,	and	
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gives	an	approximate	time	of	when	they’ll	call	with	a	diagnosis.	During	that	call	they’ll	

explain	the	work	that’s	necessary,	the	parts	needed,	how	long	it	will	take,	and	the	

approximate	cost.	When	the	work	is	completed,	you	are	shown	the	old	parts,	the	repair	is	

explained	in	more	detail,	and	the	receipt	shows	the	tally	of	time	and	parts.	When	your	car	is	

pulled	around	front	it	has	also	been	washed	and	its	glowing.	

The	experience	is	entirely	different,	you	leave	satisfied,	and	the	shop	has	earned	your	

loyalty	and	repeat	business.	Any	business	can	provide	customers	with	their	desired	

experience.	It	is	about	simply	the	commitment	and	desire	to	offer	more.	It’s	the	absolute	

winning	method	for	growth	and	longevity	in	any	industry.			

Delivering	the	desired	experience	is	not	all	that	complicated.	Start	by	making	a	list	of	items	

you	can	improve	to	raise	the	bar	of	customer	service	and	interaction.	Get	your	staff	

involved	in	defining	that	experience.	Brainstorm	everything	the	team	can	do,	no	matter	

how	outrageous,	then	select	the	best	ideas	and	start	to	implement	them.	See	how	they	work	

out.	What	works	best	can	then	be	systemized	into	a	series	of	precise	steps	that	become	the	

standard	for	consistency	in	your	business	process.				

Start	with	what	you	can	do	for	free,	then	be	generous	with	added	cost	ideas.	Expect	to	

spend	a	little	money	on	improvements,	it’s	well	worth	it.	The	added	costs	for	delivering	

great	experiences	to	your	customers	and	staff	will	be	recaptured	in	increased	business,	as	

well	as	small	price	increases	that	your	customers	won’t	even	notice,	or	will	gladly	pay	for	

the	service	they	receive.		

For	years	friends	and	I	went	on	an	annual	NFL	boys	weekend.	We	always	chose	the	hotel	

chain	that	offered	the	warm	chocolate	chip	cookie	when	we	checked	in.	We’d	spend	

thousands	on	hotel	rooms	based	on	ten	dollars	worth	of	cookies.	

Make	your	business	an	experience	everyone	appreciates	and	brags	about	to	others.	

Exceptional	service	experiences	replace	expensive	marketing	as	the	key	to	driving	more	

business.			
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Part	Nine	

Owner	Management:	
Yes,	Managing	Yourself	
The	biggest	asset	to	your	business	is	you.	The	biggest	hindrance	to	your	business	is	also	

you.	It	works	this	way	because	the	owner	or	entrepreneur	is	the	single	most	significant	and	

influential	force	in	a	company.		

Being	an	entrepreneur	demands	more	energy,	time,	skills	that	any	other	job.	It	means	

knowing	all	aspects	of	the	business	from	marketing	to	sales,	operations	to	finance,	planning	

to	administration,	team	management	to	business	strategy.	Being	an	entrepreneur	demands	

that	you	consistently	raise	your	game,	and	ultimately	find	a	way	to	manage	yourself.			

Self-management	requires	strong	self-awareness.	It	requires	honest	recognition	of	what	

you	do	well,	what	you	need	to	do	better.	A	strong	entrepreneur	knows	their	personal	

scorecard	and	has	a	good	understanding	of	their	limits,	and	how	those	limits	can	affect	the	

business.	This	allows	for	correct	decision-making	and	delegation	of	responsibility,	to	see	

where	opportunities	lie	and	how	to	use	the	team	to	reach	them.		

Self-management	is	something	entrepreneurs	rarely	discuss	and	few	practice	well.	An		

entrepreneur	who	is	keenly	self-aware	doesn’t	let	personal	needs	or	ego	come	before	the	

needs	of	the	business,	the	team,	and	customers.	Owners	who	are	disciplined	in	self-

management	practice	appropriate	work/life	balance	and	see	to	it	that	their	staff	do	also.	

Many	business	owners	and	entrepreneurs	wear	life	imbalance,	and	incredibly	long	hours,	

as	badges	of	accomplishment.	Long-term	business	sustainability	and	success	demand	that	

the	business	owner	recognize	the	physical,	emotional,	and	spiritual	needs	that	inform	the	

direction,	focus,	energy,	and	drive	of	an	organization.	
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As	anyone	who’s	flown	on	a	commercial	jet	knows,	in	order	to	help	others	in	an	emergency,	

you	need	to	put	your	own	oxygen	mask	on	first.	The	entrepreneur	therefore	needs	to	work	

on	himself	or	herself	first,	each	and	every	day.	Small	improvements	in	your	mindset,	habits,	

and	knowledge	lead	to	long-term	improvements	in	your	company.	You	need	to	stay	sharp,	

focused,	and	energized	to	guide,	grow,	and,	sustain	your	organization.	Success	begins	with	

self-management.	
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Secret	93	

Decisions—Make	Them	Fast		
Momentum	is	essential	in	business.	You’ve	probably	felt	it	in	sales	when	everything	seems	

to	be	rolling,	and	orders	are	coming	in	effortlessly.	You’ve	probably	also	felt	the	opposite,	

when	you’re	doing	the	work,	trying	everything	you	can	think	of,	and	nothing	seems	to	be	

selling	or	working	for	you.	

Momentum	is	either	there	or	it	isn’t.	One	of	the	keys	to	making	sure	it	is	there	involves	fast	

decision-making.	The	opposite	is	also	true:	dragging	your	feet	will	slow	your	company’s	

momentum.	I’m	not	advocating	snap	decisions	on	everything.	It’s	not	like	the	“speed	round”	

on	a	game	show	with	your	hair-trigger	finger	on	a	buzzer.	It’s	about	the	effectiveness	of	

timely	and	regular	decisions	that	keep	innovation	and	operations	progressing.	

Indecision	hampers	your	business	growth.	Staff	members	of	a	struggling	company	often	

know	what	they	want	to	happen,	they	know	what	needs	to	be	done,	but	they	are	left	

waiting	while	owners	or	managers	deliberate.	Frequently,	the	underlying	“brakes”	on	

decision-making	involve	concern	about	risk.	Holding	off	on	making	a	decision	because	of	

“what	ifs”	only	leads	to	a	state	of	analysis	paralysis.	Business	owners	try	to	find	solutions	

where	all	variables	are	controlled,	or	they	simply	wait,	hoping	that	with	more	time	another	

option	might	materialize.	It	rarely	does.	This	kind	of	cautious	deliberation	delays	decisions	

and	actions	that	help	serve	customers,	gain	new	business,	and	improve	operations.	

You	cannot	eliminate	risk	in	business.	It’s	an	inherent	part	of	the	game.	There	are	too	many	

influences,	outside	factors,	and	variables	to	control.	You	must	embrace	risk	while	also	

trying	to	reduce	or	minimize	it.	It’s	a	balancing	act	that	requires	thinking	on	your	feet.	

My	favorite	story	about	poor	decision-making	involved	company	discussions	with	a	former	

boss	about	going	to	an	expensive,	but	critical,	tradeshow	event.	All	of	our	key	partners,	

vendors,	and	major	clients	were	set	to	be	there.	In	April,	we	submitted	a	budget	to	the	boss	
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for	our	participation	in	the	August	event.	Around	the	middle	of	September,	a	month	after	

the	show,	he	came	back	to	us	with	his	decision,	proudly	announcing	that	he	was	approving	

the	budget	for	the	tradeshow.	He	said	he’d	run	the	numbers,	evaluated	the	opportunity	

against	the	costs	repeatedly,	looked	at	the	probabilities	of	signing	new	business,	and	had	

determined	it	was	a	good	place	for	us	to	meet	larger	prospects.	He	couldn’t	figure	out	our	

muted	reaction,	until	we	showed	him	the	website	with	photos	of	the	event	from	the	month	

before.		

What	he	failed	to	recognize	all	along	was	that	his	decision-making	process	was	broken.	His	

leadership	style	was	like	driving	a	car	with	one	foot	constantly	on	the	brake	pedal.	He	was	

so	risk	averse	that	he	was	constantly	working	against	his	own	company’s	momentum.	

	I	recommend	setting	decision	guidelines	for	yourself	and	your	management	team.	Here	are	

the	basic	target	timelines:	

• 	Important	strategic	decisions	are	given	one	to	two	weeks		

• Purchase	decisions	are	given	forty-eight	hours		

• Assessments	of	return	on	investment,	also	forty-eight	hours		

• Operational	decisions	are	given	one	hour		

Situations	and	opportunities	don’t	all	have	to	be	an	immediate	yes	or	no.	Set	reasonable	

guidelines	that	allow	you	to	consider	options,	evaluate	your	gut	reaction,	and	still	make	

timely	decisions	to	keep	momentum	rolling.			

Sometimes	you	will	be	wrong.	Sometimes	your	decisions	will	clearly	be	incorrect	or	

misdirected,	and	you’ll	need	to	correct	that	course	to	mitigate	risk	and	damage.	However,	

with	practice	making	timely	and	effective	decisions,	you’ll	become	good	at	making	course-

correcting	decisions	too,	reducing	your	risk	to	manageable	levels.	
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Trust	yourself	and	embrace	your	power	to	decide.	Combine	decision-making	with	active	

research,	reflection,	and	input	from	your	team.	This	combination	will	ensure	stronger	

decisions	and	a	smooth	operational	momentum	to	keeping	your	business	momentum	

flowing.	
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Secret	98	

Your	Entourage	
It’s	become	a	cliché	in	the	music	business	that	pop	stars	travel	with	a	big	entourage—a	

personal	chef,	a	body	guard,	a	massage	therapist,	you	name	it.	While	it	might	seem	

farfetched,	as	a	business	owner	you	could	use	an	entourage	of	your	own.		

Of	course,	the	entourage	you	need	is	decidedly	different.	It’s	not	fulltime,	and	it	doesn’t	

travel	with	you.	Instead,	your	entourage	should	be	composed	of	experts	in	their	field	and	

operate	on	two	levels:	professional	and	personal.			

Your	professional	entourage	should	include:	

• Lawyer	

• Accountant	

• Business	coach	or	advisor	

• Mentors	

• Marketing	agency	or	marketing	consultant	

• Technology	advisor	

• Senior	banker	(not	just	a	guy	or	gal	at	the	branch	level)	

• Sales	coach	or	sales	expert	

• Mastermind	group	
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Your	personal	entourage	should	include:	

• Trainer	or	workout	partner	

• Massage	therapist	

• Chiropractor	

• Nutritionist	or	dietician	

• Counselor	or	therapist	

• Clothing	consultant	or	stylist	

• Hairstylist	or	barber	

Most	often	you’ll	go	to	them.	They	are	your	go-to	people	in	their	areas	of	expertise,	and	you	

need	to	seek	them	out.	It	may	require	some	interviews	and	tryouts	to	see	who’s	the	best	fit.	

They	may	also	change	over	time,	as	you	recognize	what	you	need,	and	who	fits	the	bill.		

Many	will	be	referred	to	you	by	your	network.	You’ll	need	to	test	your	level	of	confidence	in	

their	skills,	and	see	if	it’s	a	good	match.	Compatibility	is	an	important	factor,	as	well	as	

availability	and	commitment	to	your	success.	I’ve	met	some	incredible	professionals	whom	

I’d	love	to	have	added	to	my	entourage,	but	schedules	and	other	commitments	often	

conflict.	Your	entourage	may	change	over	time	with	your	needs,	or	as	the	needs	of	your	

business	change.	Your	circle	of	support	will	widen,	and	so	will	your	options.	

Before	you	schedule	work	tasks	and	obligations,	schedule	time	with	key	members	of	your	

entourage.	Book	time	with	your	mentor	a	month	out,	so	it	is	in	your	calendar.	Schedule	

meetings	with	your	accountant	months	in	advance,	so	they	make	time	for	you.	If	you	don’t	

get	your	entourage	scheduled	in,	you	won’t	be	using	them	to	your	advantage,	and	it	will	

affect	your	personal	and	organizational	performance.	
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The	challenges	of	entrepreneurship	require	a	business	owner	to	create	a	network	of	

support	and	knowledge	to	lean	on	and	leverage.	It	isn’t	about	pampering,	extravagance,	or	

ego.	It’s	about	being	a	business	“athlete”	who	needs	support	and	training	to	perform	at	the	

highest	level	week	in	and	week	out.	You	deserve	it,	and	so	does	your	business.	
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Conclusion	

Become	a	Tiger	Tamer	
To	master	these	99	secrets	in	operating	your	business	is	a	big	task.		It	can	take	years	to	

have	all	these	things	in	place	and	running	smoothly.		Please	don’t	judge	where	you	are	at	

now,	but	simply	recognize	all	the	new	ideas	and	approaches	you	could	take	to	further	your	

success.			

Not	all	of	these	will	apply	to	your	company	today.		There	are	seasons	and	cycles	that	will	

make	each	of	these	secrets	relevant	eventually.			

I	hope	you	continue	to	reference	this	book	as	a	tool	to	give	you	ideas	and	perhaps	to	

remind	you	of	things	you	lost	sight	of.		Strengthening	your	skills	as	a	business	owner	and	

entrepreneur	takes	time,	focus	and	patience	with	yourself.			

This	book	is	the	tip	of	the	iceberg.		Many	of	these	short	secrets	are	things	that	we	could	dive	

into	for	an	entire	week	to	really	drill	down	on	the	strategy,	mindset,	tactics	and	

implementation.		I	want	to	help!	I	have	provided	a	lot	more	resources	on	the	website;	tools	

to	help,	templates	to	guide	you,	and	a	community	of	people	to	support	you.	My	mission	is	to	

help	and	empower	entrepreneurs.	Please	visit	the	website	frequently	to	see	what	else	

we’ve	introduced.		

http://www.tigerbythetailbook.com/	

I	recognize	that	owning	a	company	often	feels	like	having	a	Tiger	by	the	Tail.	It	can	be	

daunting	and	dangerous.	I	also	know	that	you	have	the	talent,	heart	and	drive	to	become	a	

Tiger	Tamer.		To	be	that	entrepreneur	and	business	owner	that	others	look	to	as	an	

example	of	success.	To	internally	know	you	are	in	control	and	creating	your	dreams.	

I	believe	in	you.	Go	make	it	happen.	


