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The Entrepreneurial Myth

Most business are doomed for failure because they are started by a Technician with the 
assumption that if you understand the technical work of a business, you understand a business 
that does that technical work.

Suddenly the job he knew how to do so well becomes one job he knows how to do plus a dozen 
others he doesn’t know how to do at all.

Develop the three parts to ourselves 
and have them work in harmony 
with each other.

Entrepreneur

The Entrepreneur is our creative personality—
always at its best dealing with the unknown, 
prodding the future, creating probabilities out of 
possibilities, engineering chaos into harmony.

Lives in future

Manager

The Manager is the one who runs after The 
Entrepreneur to clean up the mess. Without 
The Entrepreneur there would be no mess 
to clean up.Without The Manager, there 
could be no business, no society. Without 
The Entrepreneur, there would be no 
innovation.

Lives in Past

Technician

As long as The Technician is working, he is happy, but only on one 
thing at a time. He knows that two things can’t get done 
simultaneously; only a fool would try. So he works steadily and is 
happiest when he is in control of the work flow.As a result, The 
Technician mistrusts those he works for, because they are always 
trying to get more work done than is either possible or necessary.To 
The Technician, thinking is unproductive unless it’s thinking about the 
work that needs to be done.

Lives in Present

The stages of growth

Infancy: The Technician’s Phase
If your business depends on you, you 
don’t own a business—you have a job.

Adolescence: Getting Some Help

Adolescence begins at the point in the life of your business 
when you decide to get some help.

Every business that lasts must grow into the Adolescent 
phase. Every small business owner who survives seeks help.

Every Adolescent business reaches a 
point where it pushes beyond its 
owner’s Comfort Zone—the boundary 
within which he feels secure in his 
ability to control his environment, and 
outside of which he begins to lose that 
control.

The 3 reactions 
to an adolescent 
business

Getting small again

They go back to being the owner, sole 
proprietor, chief cook and bottle washer—doing 
everything that needs to be done, all alone, but 
comfortable with the feeling of regained control.

Going for broke It can just keep growing faster and faster until it self-
destructs of its own momentum.

Adolescent Survival

You’re an incredibly strong-willed, stubborn, single-
minded individual who’s determined not to be 
beaten. You go into your business every morning 
with a vengeance, absolutely convinced that it’s a 
jungle out there, and fully committed to doing 
whatever’s necessary to survive.

Maturity and the Entrepreneurial 
Perspective

Maturity, the third phase of a company’s growth, is exemplified by the best businesses in the 
world. Businesses such as McDonald’s, Federal Express, and Disney. Companies like McDonald’s, 
Federal Express, and Disney didn’t end up as Mature companies. They started out that way! The 
people who started them had a totally different perspective about what a business is and why it 
works. “The person who launches his business as a Mature company must also go through 
Infancy and Adolescence. He simply goes through them in an entirely different way.
It’s his perspective that makes the difference.

The Entrepreneurial Perspective

How must the business work VS what work has to be done.

Sees the business as a system for producing outside results for the customer, resulting in profits 
vs seeing the business as a place in which people work to produce inside results for The 
Technician, producing income.

A picture of a well-defined future, and then comes back to the present with the intention of 
changing it to match the vision vs being reactive to the present and then looking forward to an 
uncertain future with the hope of keeping it much like the present.

Envisions the business in its entirety, from which is derived its parts vs the business in parts, from 
which is constructed the whole.

An integrated vision of the world vs a fragmented vision of the world.

To The Entrepreneur, the present-day world is modeled after his vision. To The Technician, the 
future is modeled after the present-day world.

The Entrepreneurial Model

It’s a model of a business that fulfills the perceived needs of a specific segment of customers in 
an innovative way.

looks at a business as if it were a product, sitting on a shelf and competing for the customer’s 
attention against a whole shelf of competing products

Thus, the Entrepreneurial Model does not start with a picture of the business to be created but of 
the customer for whom the business is to be created.

Does not start with a picture of the business to be created but of the customer for whom the 
business is to be created.

For this business model of ours to work, it must be balanced and inclusive so that The 
Entrepreneur, The Manager, and The Technician all find their natural place within it, so that they 
all find the right work to do.

Building a highly scalable & 

automated business that 
can be sold and/or 

franchised

key mindsets
The true product of a business is the business itself.

A systems-dependent business, not a people-dependent business.

The Franchise Prototype

Ray Kroc was a man with a purpose. His purpose was clear, undiluted, and sure. He lived in an 
ordinary world, like we all do, a world in which most things didn’t work the way they were 
supposed to. At McDonald’s, he saw something that did work, exactly as it was supposed to, time 
after time after time.

Over the course of one year, Business Format Franchises have reported a success rate of 95 
percent in contrast to the 50-plus-percent failure rate of new independently owned businesses. 
Where 80 percent of all businesses fail in the first five years, 75 percent of all Business Format 
Franchises succeed!

Once having completed his Prototype, the franchisor then turns to the franchisee and says, “Let 
me show you how it works. And work it does. The system runs the business. The people run the 
system.

Working On Your Business, Not In It

Your business is not your life. Your business and your life are two totally separate things. At its 
best, your business is something apart from you, rather than a part of you, with its own rules and 
its own purposes. An organism, you might say, that will live or die according to how well it 
performs its sole function: to find and keep customers. Once you recognize that the purpose of 
your life is not to serve your business, but that the primary purpose of your business is to serve 
your life, you can then go to work on your business, rather than in it, with a full understanding of 
why it is absolutely necessary for you to do so.

Go to work on your business rather 
than in it, and ask yourself the 
following questions:

How can I get my business to work, but without me?

How can I get my people to work, but without my constant interference?

How can I systematize my business in such a way that it could be replicated 5,000 times, so the 5,000th unit would run as smoothly as the first?

How can I own my business, and still be free of it?

How can I spend my time doing the work I love to do rather than the work I have to do?

If you ask yourself these questions, you’ll eventually come face-to-face with the real problem:
The problem isn’t your business; it never has been. The problem is you!
Until you change your perspective about what a business is and how one works.

Pretend that the business you own—or want to own—is the prototype, or will be the prototype, for 
5,000 more just like it. That your business is going to serve as the model for 5,000 more just like 
it.

Understand that there are rules to follow if you are to win

1. The model will provide consistent value to your customers, employees, suppliers, and lenders, 
beyond what they expect.

2. The model will be operated by people with the lowest possible level of skill.

3. The model will stand out as a place of impeccable order.

4. All work in the model will be documented in Operations Manuals.

5. The model will provide a uniformly predictable service to the customer.

5. The model will utilize a uniform color, dress, and facilities code.

Building the Prototype of your business is a continuous process, a Business Development Process. 
Its foundation is three distinct yet thoroughly integrated activities through which your business 
can pursue its natural evolution. They are Innovation, Quantification, and Orchestration.

Your Business Development Program

Step 1: Your Primary Aim

What do I value most?

What kind of life do I want?

What do I want my life to look like, to feel like?

Who do I wish to be?

The difference between great people and everyone else is that great people create their lives 
actively, while everyone else is created by their lives, passively waiting to see where life takes 
them next. The difference between the two is the difference between living fully and just existing.
The difference between the two is living intentionally and living by accident.

Step 2: Your Strategic Objective

The first question you must always ask when creating standards for your Strategic Objective is: 
What will serve my Primary Aim?

The first standard of your Strategic Objective is money. Gross revenues. How big is your vision? 
How big will your company be when it’s finally done? Will it be a $300,000 company? A million-
dollar company? A $500-million company?

Gross revenues alone are not enough. You also have to know what your gross profits are going to 
be, your pretax profits, your after-tax profits.

An Opportunity Worth Pursuing is a business that can fulfill the financial standards you’ve created 
for your Primary Aim and your Strategic Objective. If it is reasonable to assume that it can, the 
business is worth pursuing. If it is unreasonable to assume that it can, then no matter how 
exciting, interesting, or appealing the business is, forget it. Walk away from it. It will consume too 
much of your precious time and prevent you from finding a true Opportunity Worth Pursuing.

What’s your product? What feeling will your customer walk away with? Peace of mind? Order? 
Power? Love? What is he really buying when he buys from you?

Every business has a Central Demographic Model. That is, a most probable customer. And that 
customer has a whole set of characteristics through which you can define him—age, sex, income, 
family status, education, profession, and so forth.

Step 3: Your Organizational Strategy
Most companies organize around personalities rather than around functions. That is, around 
people rather than accountabilities or responsibilities.The result is almost always chaos.

Step 4: Your Management Strategy

The System will transform your people problems into an opportunity by orchestrating the process 
by which management decisions are made while eliminating the need for such decisions wherever 
and whenever possible.

How do I get my people to do what I want?” This is the one question I hear most often from small 
business owners. “You can’t! You can’t get your people to do anything.
“If you want it done,” I tell them, “you’re going to have to create an environment in which ‘doing 
it’ is more important to your people than not doing it. Where ‘doing it’ well becomes a way of life 
for them.

Step 5: Your People Strategy

The work we do is a reflection of who we are. If we’re sloppy at it, it’s because we’re sloppy 
inside. If we’re late at it, it’s because we’re late inside. If we’re bored by it, it’s because we’re 
bored inside, with ourselves, not with the work. The most menial work can be a piece of art when 
done by an artist. So the job here is not outside of ourselves, but inside of ourselves. How we do 
our work becomes a mirror of how we are inside.

The idea the Boss has about the business comes down to one essential notion. That a business is 
like a martial arts practice hall, a dojo, a place you go to practice being the best you can be. But 
the true combat in a dojo is not between one person and another as most people believe it to be. 
The true combat in a martial arts practice hall is between the people within ourselves.

Step 6: Your Marketing Strategy

Your Marketing Strategy starts, ends, lives, and dies with your customer.
So in the development of your Marketing Strategy, it is absolutely imperative that you forget 
about your dreams, forget about your visions, forget about your interests, forget about what you 
want—forget about everything but your customer! When it comes to marketing, what you want is 
unimportant. It’s what your customer wants that matters.

Step 7: Your Systems Strategy

A system is a set of things, actions, ideas, and information that interact with each other, and in so 
doing, alter other systems. In short, everything is a system. The universe, the world, San 
Francisco Bay, the office I’m sitting in, the word processor I’m using, the cup of coffee I’m 
drinking, the relationship you and I are having—they’re all systems.


