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Where do you turn if you are passion
about your business, but most days
you walk around in a near state of
overwhelm and stress, running from
crisis to crisis and nobody seems to i
able to get anything done without yo

But business books just
aren’t written for you...

When you step into your local
bookstore there are hundreds of
impressive titldswould be nice
to have the time to read them!

Along with most small business
owners you are a “doer” rather than
a “reader”. You are about getting
stuff done, not talking about it... And
time? Time is for normal people.

This business book is written for yous

Open any pag&bé Ten Truths”

and you'll find something useful for
your business in two minutes. Within
the 160 or so pages of this little book|
is the essence of everything you nee
to know to help you take the next
steps to make business Fun again &
build a business that sustains you
for years to come... | promise you




So the good thing about Roland asking me to read and review
book is that it got me reading again, | haven't read a book all ye
and this one has got me into it again. It was honest, accurate,
inspiring, motivating, confronting and revitalising. | loved it.

David C JonesDavid Jones Electricians” www.djelectricians.con

Als ondernemer vraag je je soms af waarom je ooit bent begont
met je bedrijf. Dit boek laat het je (in)zien. Een ‘page turner’ me
opdrachten die je natuurlijk welmoet maken om het ‘eigen’ te m

Roland brengt sprankeling terug in jouw bedrijf.
Esther Jansg“IMK Nederland” www.IMK.nl

I have worked with Roland on and off for about 7 years now.
Roland has helped me with many of the challenges | faced grov
my company from $1.8M to $11M and from 2 to 25 staff.

One of the things that keeps me coming back to work with
Roland is his willingness to keep learning and developing
himself and this book is a great example of how his thinking
about business has grown and developed over the years.

You may not agree with everything Roland writes but you
should definitely read it and ask yourself the questions
that Roland’s book asks of you as a business owner.

Narinder Sing Badhari7Star Supermarkets”
www. 7starsupermarket.com.au

“Roland’s’ third book follows the 10 Truths theme and lands

in the day to day reality that most small business people face.
Businesses need to be well run to be successful but in the end
success can only be defined by the owners of the business
themselves. Roland provides a practical roadmap for small busi
owners. Easy to read, succinct and highly relevant 10/10".

Sebastiaan De JongeKWwikKopy Auburn”
www. kwikkopy.com.au/auburn



I've had the pleasure of reading all 3 of Roland’s Ten
Truths books and applying his truths in my business.

His third book, tackles the confronting topic of exploring
sustainability without compromising the importance
your business plays in funding your lifestyle.

Roland taps into the fine balance of running a profitable
business on the one hand and the joy of actually doing rather
than directing others in the production of your business.

This is Roland’s finest exploration of how to make money and fe
good about yourself. Highly recommended to the busy small bu
owner who is stuck and can benefit from his balanced insights.

Rick Polito,"AXSAPT” www.axsapt.com.au

“Discover the simple truth of how to be in control, successful an
inspired in your business. Read this book and reap the benefits

Geoff AndersorfSonic Sight” www.sonicsight.com.au

“Once again, Roland has provided an essential tool for us
busy, and overwhelmed small business owners to refer back
to when you start drifting away from doing the essential
things that a business owner must be doing”

Mark Nashaty, On The Go Plumbing” www.onthegoplumbing.co

With every chapter, | was inspired to stop what | was
doing and start making changes in my business.

Forget the E-Myth, this book provides simple, attainable, and ef
steps to make running your small business fun again. Read this
Do this first. Later you can decide if you need to grow more or b
happy, successful, and content right where you are... Brilliant.

Wendy Lloyd CurleyWendy The Candle Lady”
www.wendythecandlelady.com
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12 .i'i-. Introduction

Why this book?

Since the publication of my rst booke Ten Truths for
Raising a Healthy Bouncy Busiardsmy seconde Ten
Truths for Building a Great Growth Comparany people
have pointed out that writing a third book would create
‘e Ten Truths Trilogy’ and one must not ignore such a
rare and perfect alliteration.

Obviously there were a few more reasons for writing this
book and one of them was foreshadowed at the end of the
introduction in the second book:

“Don't forget: building and growing a business is meant to
be fun. Make it so.”

Also writing the rst two books and talking about them
with business owners led to the obvious question: now that
we’'ve created the business and grown it to a size we are
comfortable with, what’s next?

is book addresses the ‘what’s next?’ question and the
answer is three letters... FUN... and these three letters will
change your business and your life... | promise you.

All the Truths

e Ten Truths for Making Business Fun do not supersede
the rst Ten Truths or the second. All of the Truths from

the previous books remain just as relevant as they were
when | rst wrote them.

On the one hand, the Truths of this book go beyond the
basics of the rst two books and are designed to help you
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build truly sustainable businesses; businesses that have &
positive and lasting impact on everyone who is part of them
or touched by them.

But in another way, this book comes rst, before the others
because what | am talking about in this book are really the
foundations upon which the truths of the other books build.

And nally, the three books also re ect my journey over the
last few years in my thinking about business.

In any case, the three books are complementary and | know
you'll bene t from reading all three.

Note also that the Truths in this book follow a di erent
pattern than those in the previous two books. ere is no
Truth about sales or marketing for example. is doesn't
mean we don't need to do marketing or sales. It means that
some of the topics in the previous books are covered as far
as they need to be and they remain relevant here.

Background and Giants

As | mentioned in my rst book, | don't believe there is a lot
of original knowledge in this world, most of my thoughts
originated somewhere else. In the words of medieval
philosopher Bernard of Chartres (and variously attributed to
Galileo, Napoleon, Einstein, Newton and most of the other
great science minds of the ages), “| am a dwarf standing on
the shoulders of giants” (and if that’s the case | am a mouse
on his head).

e last 10 years have seen more and more business brains
talking about the need to change the way we think about
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business. Founders and CEOs of major global corporations,
academics, business gurus of many ilks and ages and evel
some politicians are starting to see that we cannot simply
proceed with business as it has always been since the
Industrial Revolution.

e following names are some of the giants on whose
shoulders | have climbed and who have inuenced my
thinking about business and what it means to build truly
sustainable businesses in thé& 2éntury. | mention them
not because | want to impress you with how many books
I've read, but because | don't want to lay claim to an
originality |1 don't possess. Some of the names that follow
will be speci cally mentioned at di erent points in the book
and some are simply part of the background.

e giants include: Peter Drucker, Jim Collins, Roy Spence,

Robert Greenleaf, Tony Hsieh, Chip Conley, Simon Sinek,
Dan Pink, Ingvar Kamprad, Herb Kelleher, Jack Stack,
Ricardo Semler, Richard Branson, Brene Brown, Lynne
Twist, Bo Burlingham, Kenneth lverson, Kim Chan, John

Mackey, Raj Sisodia, Bob McDonald, Kenneth Blanchard,
Seth Godin, Marcus Buckinham, Jonathan Fields, Daniel
Goleman, Oliver Burkeman, Graham Long and many
others. is is a collection of amazing people.

I am similarly convinced that building sustainable businesses
and communities in the 2icentury demands that we learn

to think about business in new ways. Hence, at a macro
and a micro level, | believe a number of things form the
foundations of this book, namely that:

R 5there is (and must be) a limit to growth
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R 5 the statement ‘business must grow
or else it dies’is a myth

R 5there is such a thing as ‘enough’

R 5 customers and employees (all of us, in
other words) are no longer interested in
working in, living besides, supplying to and
buying from ‘business as it always was’

R 5we have to nd new, e ective ways to measure the
success of a business, besides pro t, to build long
term sustainable businesses (and communities)

R 5 our exclusive focus on pro t as the purpose
of business and the measure of its success
delivers unsustainable outcomes for business,
for people and for communities

R 5 most small business owners operate in a near
constant state of overwhelm, and at the same
time generally feel a level of inadequacy about
their own e ectiveness as business owners

R 5 every individual business owner should be
able to feel 110 per cent proud of his or her
achievements in giving birth to their business
and keeping it alive, no matter if it employs
one or 10,000 people and no matter how
much it is worth in the eyes of an investor.

Most of those beliefs re ect dilemmas and contradictions,
to which | don’t profess to have ready-made answers.
More and more | nd | distrust people who tell me they
have answers. | think there are many answers, and often
the questions are much more interesting than the answers
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anyway. | do think that small business actually holds a
lot of promise for transforming how we build sustainable
communities and economies into the next 100 years. What
I hope is that | can make a small contribution to the global
conversation that may lead to a way through some of our
dilemmas.

Because nally, | believe that if and when we nd our way
through some of those contradictions we will collectively
become happier as business owners and as people, and the
planet might even support us a little longer too.

The Structure of This Book

e book is divided into 12 chapters: the Premise, the 10
Truths and a bonus Truth:

R 5 e Premise is about the idea of Fun as a
hardnosed business management tool.

R 5 e rst three Truths are about the foundations
on which to build a Fun Business.

R 5 Truths 4,5, 6, 7 and 8 are the management
Truths about how to build your Fun Business.

R 5 Truth 9 is about how building a Fun Business
that sustains you for years to come requires a
di erent kind of leadership philosophy than the
conventional ‘command and control’ approach.

R 5 Truth 10 is all about the second half of the
title of this book: a business that sustains
you for years to come, and how that sentence
is connected to the word ‘enough’.
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R 5 Finally the Bonus Truth is about the next steps.

How to Use This Book

Each of the chapters follows the same structure:

1. e Truth (or the Premise).
2. Explanation of the Truth.

3. e story of Joan: Every Truth is illustrated by
the real life case study of a business owner and
client of mine, who made business Fun and built a
business that would sustain her for years to come.

4. A series of Next Steps and questions to help
you implement the Truth in your business.

5. A series of resources for further reading,
watching and listening to support a
deeper understanding of the Truth.

6. A nal food for thought.

ere are special Ten Truths for Fun workbooks to accem
pany the book, with tons of great exercises and bonus re
sources. Go to e Ten Truths website for more informa
tion on how to obtain themvww.thetentruths.com.au

To get the most out of this book, follow the instructions in
the Next Steps sections. Get the workbook, answer all the
guestions — one at a time, actually write the answers out
longhand, and commit to take the small step at the end of
the Next Steps. You will be surprised at the di erence it will
make in your business and your life.
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Feedback, Questions, Comments and Support

I would like to talk to you and to hear your feedback on
any of e Ten Truths books. | am more than happy to
answer any question you have about the tools or resources
throughout this book.

| would especially like to hear your success stories about
implementing any of e Ten Truths.

To get in touch, simply drop me an email at roland@
newperspectives.com.au or head to e Ten Truths website
www.thetentruths.com.au. If you would like to know
more about my philosophies, background, coaching styles
and business coaching programs, please go to the New
Perspectives websitevatvw.newperspectives.com.au

| promise to respond usefully and promptly to every genuine
email. If you don't agree with anything | have written, I look
forward to discussing it with you.

From time to time | will make more resources and tools
available through e Ten Truths website, and under e
Ten Truths brand. Send me an email with your details if you
want me to keep you in the loop about the publication of
these updated resources.

A note about the text: | have again decided to refer to business
owners in this book as male (he, him, his). | could just as
easily have chosen to make the business owners females. A
a matter of fact, | have as many female as male clients. |
believe more and more women start and raise very successfu
small businesses as it becomes clear that being the owner of
a business is an e ective way to avoid the glass ceiling.
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A Successful Business

IS a Fun Business
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Are we having Fun yet?

Fun is the way out of overwhelm

It may sound strange to focus a serious book about business,
written by a serious business coach for serious business
owners on something so apparently whimsical as ‘Fun in
Business'.

Fun is about going to the pub on Friday afternoons, having
dinner with friends or lazing about on tropical islands. e
one thing all of these examples of fun have in common is
that they happen outside of business hours, and the only
connection those kinds of fun have with your business is
that your business pays for them.

is book is about ‘fun’and ‘business’ for two very important
reasons:

1. e concept of Fun in Business | am talking about
is actually a hard-nosed business management tool.

2. e kind of Fun | am talking about in this book
is a di erent kind of fun than the fun we have at
dinner with friends. e kind of fun | am talking
about is the deep sense of reward and satisfaction
you get to feel as a result of building a business
that hums along like a well-oiled machine.

| believe we need to think di erently about business than
what is normally drummed into us by all the business
gurus and business management books. We are told
business is about the serious stu of money, contracts, sta
management, sales, cash ow and IT systems etc. And of
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course those are all part of business, but it's not where we
must start. We must start with Fun because if your business
is Fun, it means you:

R 5 are making money
R 5 have enough time to do what you need to do

R 5 are proud of the stu your
business makes or delivers

R 5 know exactly where you're going and why
R 5 have happy customers

R 5 have engaged sta

R 5 have balance in your life.

And in the beginning when we get started in our business
there is usually a high level of that kind of Fun around,

because it is all new and exciting and adventurous and
challenging. But after a while, the real world comes

a-knocking and we suddenly nd that:

R 5we aren't making as much money as
we thought we were going to

R 5 we haven't been able to take our
son to soccer training

R 5 our clients haven't all become our greatest fans

R 5our sta turn out not to be the perfectly aligned
human beings we expected them to be.

And when that realisation sets in we start to feel like we
have become a slave to the business, and we get worried tha
the light at the end of the tunnel may not be the sunshine.
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Of course we tell ourselves that Rome wasn't built in a day
and we have to take the rough with the smooth. As we all
know (because the business gurus remind us all the time),
even Churchill said, “Never ever give up” (and he knew a
thing or two about managing a crisis). So let’s just push a
little harder a little longer and the good times will surely
follow.

And sometimes we do have to take the rough with the
smooth and the life of a business owner isn't always a bed
of roses, but forever chasing our tails is another matter
altogether.
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And that is what most of us spend our time doing, chasing
our tails, managing the crises, swinging the hammer and
generally being a jack of all trades and master of none. We
operate more or less in a constant state of overwhelm.

After nearly 30 years in business and working with lots and
lots of business owners, | have come to believe that the only
way out of this state of overwhelm and to avoid becoming a
slave to your business is to ensure that business itself is Fun,
deep and meaningful Fun, as | described above.

One of the challenges in business generally, but especially in
small business, is that there are so many competing business
development priorities vying for your attention every day
that you simply don't know where to focus next. As well as
this, you may not feel entirely con dent about your skills

in relation to a lot of those business development tasks.
After all you started the business on the back of your skills
as a carpenter or architect or accountant, not your skills in
sales, marketing, sta management etc. Nobody taught you
how to write an operations manual or create a cash ow
forecasting spreadsheet, did they?

e result of this daily challenge is that most business
owners revert back to ‘picking up the hammer’ (because
that is the one skill they know like the back of their hand)
and managing the crises, being reactive to whatever comes
up. Tell me, were you nodding your head as you read that
paragraph?
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e concept of Fun in Business is an incredibly powerful
tool to help you stay out of reactive crisis management mode
and reverting to the hammer, and to help you (and your
team) focus on what is most important for you tomorrow,
next week, next month and next yeatr.

e tool with which to apply the concept for yourself and
with your team is deceptively simple. It consists of no more
than a simple question: how can we have a little more fun
tomorrow (next week, next month) than we had yesterday
(last week, last month)?

Asking yourself and your team this question consistently
will cut through all the crises and competing priorities and
relentlessly focus your attention on what is the next most
important thing for you to do in your business.

In Truth 8 about measurement we’ll delve deeper into the
practical issues associated with the measurement of Fun in
Business and if you'd like to jump there now to see how |
suggest you do it, feel free. But make sure you come back
here, because in the next chapters the rubber hits the road.

e Ten Truths are about the key components of your
business that are Fun in themselves, deep meaningful Fun
as | mentioned above, that will sustain you for years to come.

is book is not called ‘ e Ten Tips for Happiness’ or

‘e Ten Steps to Success in Business’; there are no ready-
made, one-size- ts-all answers in business. | try to avoid
being prescriptive as much as possible in my work, because
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| believe that every small business is unique like its owner.
What you decide to implement in your business and how
you do so will be entirely di erent from the next reader of
this book.

| do believe in a number of timeless Truths however; ideas
about business that are universal and that can be applied
individually.

So every chapter from here explores an important Truth
about business, and at the end of each chapter | invite you
to do something with that idea in your own business. | have
no doubt that you will interpret and apply these ideas in
your business in your own way.

One thing applies equally to every business owner though:
when you commit to building a Fun Business and you start
by creating a culture in which you and your team constantly
ask yourself: how can we make tomorrow a little bit more
Fun than today? You truly will have taken the rst step to
building a business that sustains you for years to come... |
promise you.

Joan’s Adventures in Small Business Land

In which we are introduced to Joan and her
business, and Joan decides that she didn't start
her business to feel so stressed all the time.

Let me introduce you to Joan. roughout this book we
will follow Joan on her journey out of overwhelm and into
Fun as she builds a business that will sustain her for years
to come.
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In every chapter in the book we’ll see Joan tackle the Truth
of that chapter, one step at a time, and follow as she builds
a business that is lots of Fun, sustains her now and will
undoubtedly do so for years to come.

e story starts a few years ago in Sydney Australia.

Joan was in her mid-thirties and had operated her design
and web development agency for about three years.

Something wasn't working for Joan in her business. In

the rst year everything had been so exciting. Every day

brought another challenge and another adventure and Joan
was constantly on a high from solving the issues, dealing
with the crises, and feeling she was in charge of her own
destiny and in control of her life.

Starting her business had proved to be much more
challenging than Joan had foreseen, but in the rst year it
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was all simply so exhilarating. And besides, Joan had told
herself, things might be hard and challenging in the early
days, that was to be expected, but once the teething troubles
were behind her, life would undoubtedly get easier and she
might be able to relax a little every now and then.

But since those heady days of the rst year, things had
not settled down. Business was actually going really well,
considering how tough the competition was and how the

economy was struggling, but life hadn't gotten any easier
and Joan was starting to worry that it might never get easier.

Joan had an ever-growing list of things she wanted to do
in the areas of business development; important initiatives
in marketing, systems development, quality control, sta
management, planning, nancial management etc., but she
just couldnt get to them because she never had enough
time. ere were always crises to see to, client work that
was falling behind and deadlines to meet. Sta were forever
dropping balls here and there and Joan would have to pick
them up. And besides, Joan was still the most capable
designer in the business.

Joan had always been a great sleeper but lately she wa:
waking up in the middle of the night with a racing heart
and a dry mouth and she would usually not be able to get
back to sleep for hours. It had been months since she last
felt rested when she got up in the morning.

Joan was overwhelmed.

Joan and | had known each other for a year, and one day we
sat down for a good chat. It became clear to me that Joan
was in a state of overwhelm and wasn't able to think straight
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anymore. | suggested she needed to get back in touch with
the Fun she’d had in her business in the rst year and that a
great approach would be to simply list everything she used
to enjoy about her business, a big long list of all the small
and big things that she used to derive a lot of satisfaction
and reward from.

Although Joan wasn't sure how such a list was going to
help her move forward, she promised to nd time to do it.
e next week we sat down again and had a look through
the list, and | asked her how it felt to see all those fun
things listed out in front of her. ings such as: meeting
new clients, getting compliments from clients on her work,
feeling proud when a new client website went live, making
money, being in control, working with her team and being
seen as a leader by her peers and sta .

e list ran to two full pages.

Joan actually choked up when she read through the whole
list for me and | asked if she was ready to make it our project,
to get that feeling about her business back again.

So we got on the journey together and Joan committed to
making her business Fun again; one that would sustain her
for years to come.

e rst step on the journey for Joan was to create the
foundations on which to build her Fun Business and this is
what the rst three Truths are about.
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.EXT 3TE

As | mentioned in the introduction there is a special Ten
Truths for Fun workbook available from the Ten Truths
website. You can also create your own workbook with a
blank notebook or word processing document.

Every chapter has a Next Steps section like this one. If you
want to get the most out of this book, | strongly encourage
you to dedicate a separate notebook or a section on your
tablet just for the purpose of working through the chapters
in this book.

Each of the chapters also has an
accompanying short video giving some
further insight into the Truth. You'll nd a

QR code such as this one as well as a direct
* link in each of the “Next Steps” sections.
e link for this QR code is www.thetentruths.com.au/tttf/

premise/

I have designed the next steps as small steps because
believe in taking many small steps rather than making one
or two sweeping gestures, because the sweeping gesture:
usually fail. So, just as Joan did, set aside an extra hour a
week to complete the Next Steps section of each chapter
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in your own notebook or the Ten Truths for Fun workbook
from the website. It will make an enormous di erence to
your business and your life.

So to get started, in your workbook answer the following
questions and take the following actions:

1. Make a list of the 20 most fun experiences,
or most exciting times you've had in
your business since you started it.

2. Write down the three things you
like most about your business.

3. Write down the three things you
like least about your business.
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Resources

e resources are also available on the video page here:
www.thetentruths.com.au/tttf/premisand more resources
will be added from time to time:

R 5 Conscious capitalisnmitp://tiny.cc/johnmackey

R 5 Video of Roland Hanekroot speaking about Fun
in Business$ittp://thetentruths.com.au/tttf

R 5 Jonathan Fields, ‘Don't Build a Business,
Create a Lifehttp://tiny.cc/j elds

R 5 Simon Sinek, ‘Love Your Work’
http://tiny.cc/simonsinek
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A business that isn’t Fun won't be
around for long.



TRUTH 1

The Foundation
Truths: Being the Best

A Fun Business strives to be the
best in the world at ‘something’
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A Fun business is Built on Hedgehogs

One of the greatest business management books of the last
20 years is calle@ood to Gredty Jim Collins. e book

is the result of a research project into the question,‘'what
makes average companies turn into great companies?’

A number of the conclusions that Jim Collins comes to in
Good to Greatanslate just as well into the world of small
business.

In particular | have seen time and time again with clients,
friends, colleagues and in my own business that what Jim
Collins refers to as the Hedgehog Principles are the absolute
foundations on which to build a Fun Business ... a business
that sustains you for years to come.

| won't go into too much detail here about why Jim Collins
refers to hedgehogs, except to say that it is about simplicity
and single-mindedness. A hedgehog does one thing really,
really well to stay alive, and that is to roll up into a perfectly
formed spikey ball when under attack, and they do that over
and over, never tempted to vary their approach.

e Hedgehog Principles state that a long term
successful business must be able to answer three question:
unequivocally, and like the hedgehog never waiver from its
commitment to the answers. Many businesses can answer
one of the three, some can answer two out of three and a
very few can answer all three. Long term sustainable success
and therefore the mark of a FUN business, is absolutely
dependent on there being complete clarity in the business
about all three questions at once. e three questions lead
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to the Foundation Truths upon which a Fun Business that
sustains you for years to come is built.

R 5 e rst Foundation Truth is: A Fun Business
strives to be the best in the world at ‘something’

R 5 e second Foundation Truth is:A Fun
Business is passionate about that ‘something’

R 5 e third Foundation Truth is: A Fun Business
makes sustainable pro ts from that ‘something’

e next three chapters explain each of the three Foundation
Truths. Here is the rst one.

The First Hedgehog Question

Someone has to be the best in the world at
something ... It might as well be you.

e rst of the three questions is this: what can we be the
best in the world at?

is is a big question, but it needs to be your starting point.
What are you and your business prepared to strive to be the
best in the world at, day in day out, without fail?

It is simply not good enough anymore in the 21st century
to answer that question the way most business owners do
by saying that you give really good customer service or that
your prices are great or that you provide really good quality
products and services. All your competitors are saying
exactly the same thing. (I have never spoken to a business
owner who assures me they give average customer service
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for an average quality at an average price.) And if you and
your competitor are o ering exactly the same of most things

to most people, one of you might as well close up shop. So
what are you committed to being better at than anyone else?

SHOUT FROM THE ROOFTOPS

Customers want to know what sets you apart from everyone
else and they will actually make up their own mind about
that prior to making a decision to purchase from you or

“Trust me... I'm the best there is”

someone else. If you don't have absolute clarity about the
rst Hedgehog question and communicate that clarity to
your customers, you are leaving it in their hands to work out
what they think sets you and your competitors apart. | can
guarantee you that it will change your business if you take
control of answering this question for your customers, and
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start to shout from the rooftops what you are better at than
anyone else in the world.

Also a quick word about this part of the sentence: ‘to be the
best in the world’. Many business owners tell me that it is
unrealistic to be ‘the best plumber in the world’ for example,
because the world is a big place, and they only operate their
plumbing business in Sydney’s Eastern suburbs or as a
carpet cleaner in Perth, or a bike store in Adelaide. Who
is to say there isn't some phenomenal plumbing business
operating in New York or Paris or Timbuktu that is better
than yours? And besides that, they say, how would you go
about measuring something like that worldwide anyway,
when you operate in a small geographic area?

| have two things to say about that:

1. e Truth and the question are about an intention
to ‘strive to be’. ere is nothing to say you can't
strive to be the best plumber in the world, even if
you'll never actually know for sure if you truly are.

2. For small businesses | invite you to consider the
statement to refer to ‘your world’ as opposed to
‘the world’, so if your business is a local business
in a single suburb of a city for example, then ‘the
world’ would refer to ‘your world’. In the case
of the plumber, he could be referring to being
the best plumber in Sydney’s Eastern suburbs.

e other issue to consider is what ‘the best’ really means.
| think for most small businesses ‘the best’ refers to a quite
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narrow niche. To stick with the example of the plumbing
business, being ‘the best plumber’ is a term that is most
likely too broad to be useful.

e plumber might instead focus on a particular sub-
speciality in his profession. He might focus on being the
best emergency plumber for burst pipes, for example, or
blocked drains, etc.

One of my clients, who owns a chain of supermarkets and
who | refer to in one of my previous books, has a ‘best in the
world’ statement about being ‘the best small supermarket in
Sydney’ ... quite narrowly de ned to a geographical area as
well as a particular speciality.

Being absolutely committed to being ‘the best in the world’
at something is without a doubt the rst step to building

a Fun Business that sustains you for years to come... |
promise you.

Joan’s Adventures in Small Business Land

In which Joan is confronted with some
tough questions and starts to create
the foundation of a Fun Business
that will sustain her for years to come.

When Joan and | started working together on building her
Fun Business | explained there are three distinct stages to
the building process:

1. Laying the foundations
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2. Building the house on top of the foundations

3. Turning on the lights.
And then | explained that the foundations on which to build
a Fun Business consist of the answers to three questions:
1. What do you want to make your
business the best in the world at?

2.  What do you get more excited about
in business than anything else?

3. How can you create a consistently pro table
business model around the rst two questions?

Joan was especially confronted by the rst question and
said, “ e best in the world? at is a big question. | mean,
how could I claim to be the best in the world at anything?
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ere are many thousands of agencies just like mine in the
world, and many much larger and more successful and there
are some that have been around for maybe a hundred years
And besides that, how can | even compare myself against all
of them? Claiming to be ‘the best in the world’ at anything

is a little excessive, no?”

| explained to Joan that:

1. ‘the world’ refers to the world you and your
customers operate in. If your world is a suburb
of one city than that suburb is the boundary
of the world you commit to shine in

2. your customers will do business with the
company that holds out a promise that is
better for them than any other company, so
you might as well make a claim to that e ect

3. ‘best’can and often does refer to something
entirely di erent than the core skill of the
business. ‘Best’ doesn't necessarily refer to design

4. and nally, the commitment is about striving
to be the best, not actually being the best.

So Joan and | set out to nd the answers to the three
guestions. In chapter 3, we’ll learn how Joan found the
answers to the rst two questions.
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.EXT 3TE

™~ E Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/
: tttf/1best
. -

It's time to pull out your workbook again

and we’ll do some more preparatory work toward answering
the three Hedgehog questions.

1.

Describe in no more than one paragraph what your
‘world’ looks like. Is your world the whole world

or a suburb? Maybe your world is not so much

de ned by geography but by a type of person, or

by some kind of circumstance; for example your
world might be de ned as self-funded single
female retirees on the east coast of Australia.

List all the products or services that your
business sells to customers (not necessarily
every individual product on your shelves;

in the case of a supermarket you might list
fresh food, groceries and daily necessities).

List the ve most important bene ts customers
gain from doing business with you.
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What do you believe is the greatest pain your
business takes away for your customers?

List the three most important reasons your
regular customers keep coming back to you.
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Resources

e resources are also available on the video page here:
www.thetentruths.com.au/tttf/1besand more resources
will be added from time to time:

R 5 Jim Collins,Good to Gregummary:
http://tiny.cc/jimcollins1

R 5 Jim Collins summary video
http://tiny.cc/jimcollins2
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Customers want to know what is
in it for them.



TRUTH 2

The Foundation
Truths: Passion

Fun Business is passionate
about that ‘something’




48 .-:::-. Truth 2 - The Foundation Truths: Passion

The Second Hedgehog Question

Without passion there is no business

e second of the three questions of the Hedgehog Principle
is: what are we absolutely passionate about, what will we
happily jump out of bed for day in day out, year in year out?

Many other business authors have written about the
importance of this question. | refer to a number of them in
the resources section for this topic, but one of my favourite
authors on this topic is Simon Sinek who wrote a book
calledIt All Starts With Whyn which he demonstrates the
mantra that “People don't buy what you do, they buy why
you do it.”

Roy Spence, another business guru and the brain behind
marketing campaigns of some of the biggest brands in the
world, such as Starbucks, Southwest Airlines and BMW,
also wrote a book of which the title says itl&8:Not What

You Sell, It's What You Stand For.

ere is no doubt that there is a deep truth in these
statements. People want to know what you stand for, what
your values and beliefs are. ey want to know what you
run hot and cold for and it is this knowledge that helps
them decide to do business with you, rather than your
competitors, more than anything else.

I know an electrician who is passionate about safety and
who will literally not be able to sleep at night if he is not
completely comfortable that all his customers are sleeping
safely and not at risk of house res or other electrical
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accidents. He is so passionate about it that he has infused
his sta with this passion and it is re ected in everything
the business does and the way it markets itself. Customers
see his passion about safety coming through in all his
communications and in the attitude of his sta . As a result,
customers trust the business and they are keen to do business
with it.

You can be passionate about so many things in relation
to your business. Your passions do need to relate to your
customers’ needs of course. You might be passionate about
South American frogs, but that isn't going to help you
market your optometry business to your customers.

On the other hand, your passion for cleanliness or making
people smile, or being a trendsetter, or punctuality, or
quality, or helping people achieve their dreams, or building
partnerships, or seeing people improve their diet or life;
these are passions that can be clearly connected to and
expressed in the purpose of your business, and customers
will ‘get’ why they’d want to do business with you.

e point is that you must honestly ask yourself the question
about what drives you in your business, what gets you out
of bed in the morning and how that relates to what your
business does.

For example, the plumber | talked about earlier might
be passionate about punctuality, because he knows how
frustrated he gets and disrespectful he nds it when people
make him wait. So he might arrive at this statement in
relation to the rst two Hedgehog questions:
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Whatever it turns out to be for you and your business, you
have to nd this clarity, because if you don't care about your
business, your customers certainly won't either.

Oh and let me give you a hint: your passion for making
money wont do as the answer to this question. Your
customers are actually not interested in your desire to make
money, sadly. ey are very happy for you to make lots of
money but only after you give them what they want rst.

We’ll talk more about money in the next Truth.

Apples, Apples

Buy my Apples
because

“| need money”.
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If your passion and your business purpose coincide you will
nd it so much easier to take the next steps to building
a Fun Business that sustains you for years to come...
| promise you.

Joan’s Adventures in Small Business Land

In which Joan searches for her strengths
and her passions and gets excited.

e rst thing Joan and | did was to get clear on what her
most important values, beliefs and passions were. Joan went
through a series of simple exercises and honed in on her ve
top personal values:

1. Family
2. Calmness
3. Creativity
4. Beauty

5. Healthy living.
From this list she selected her three most important
corporate values for her business:

1. Calmness

2. Creativity

3. Beauty.

For her work-related passions, Joan told me how excited she
gets about designing and building websites that not only
look amazing and have a real ‘wow’ factor, but also create
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“Beauty, Creativity, Calm”

powerful commercial outcomes for her clients at the same
time.

is conversation led to the following belief statement:

“We believe that we can create stunning looking websites
that make money for our clients.”

Finally it was time to address the next Foundation question
and Joan was clear that what she wanted her business to be

1. Joan's web-Central builds websites that express
the perfect balance between beauty and pro t.
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2. We love creating beauty in a
commercial environment.

When Joan nailed those last two statements, | could see
a light go on in her head. She could barely sit still. So
many questions she'd struggled with in the past two years
suddenly became easy to answer. It became clear to Joar
how to market her business, which clients she wanted to
work with, what sta she wanted to attract, how to price her
work, what her own website needed to look like, etc.

Joan’s level of excitement was palpable and she wanted to
rush out and tell the world, but especially her sta.

| had to restrain her though, because we hadnt addressed
the third foundation Truth yet, about the pro table business
model.

So that is what Joan and | tackled next and you'll nd how
we did it in the following chapter.
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EXT 3TE

- Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/

o
I tttf/2passion
[=]

Pull out your workbook again and, just like
Joan, let’s do some work on your values and beliefs as they
relate to your business. Take your cues from Joan.

1. Have a look at the resources section below and
download the ‘Values and Beliefs’ questionnaire.

2. Take 15 to 20 minutes and complete
the values worksheet.

3.  Which of the personal values you identi ed
are most important for how you run your
business, what it does and how it relates to your
customers? List those in your workbook.

4. In your workbook, write down the basic beliefs
you hold about your business, about your industry
and about your customers and their needs.

5. Brainstorm some answers to the two Hedgehog
guestions. You may not hit upon the perfect
statements straight away, that is perfectly
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okay. You may want to toss some di erent
sentences around and get feedback from
someone else as well. Just make a start, today.
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Resources

e resources are also available on the video page here:
www.thetentruths.com.au/tttf/2passi@nd more resources
will be added from time to time:

R 5 ‘Values and Beliefs’ questionnaire :
http://tiny.cc/passionpurpose

R 5 Chip Conley’s TED talk:http://tiny.cc/chipconley

R 5 Ken Blanchard about Vision:
http://tiny.cc/kenblanchard
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It's not what you sell,
it’s what you stand for.






TRUTH 3

The Foundation
ARUTHS Ol

A Fun business makes sustainable
profits from that ‘something’
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The Third Hedgehog Question

Cash is the blood of a business

e third Foundation Truth and the third of the three
Hedgehog questions relates to money, prot, business
model and sustainability.

e question is: how can we create a long term sustainable
economic model around the answers we gave to questions
one and two?

is question is actually more complicated than it seems for
many businesses and most businesses never really sit dowt
and work the question out properly.

Let’s have a look at the dierent components of the
statement rst.

Three Components

ere are three components to the statement. Let’s work
backwards so the rst component we’ll look at is ‘the
something’. is is the answer to questions 1 and 2. Just
because we are passionate about something and we are
the best in the world at delivering that something doesn't
guarantee we are able to build a business out of it. As a
client of mine once said, “ e market for buggy whips just
isn't so big anymore.”

In the case of the plumber in the Eastern suburbs of
Sydney the situation might seem obvious, but does he
actually know if he can get enough consistent work doing
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this baby will record
a whole hour
of music.

maintenance plumbing? A problem could be, for example,
that with maintenance work ‘it never rains but it pours’,
and one moment you and your sta are standing around
wondering what to do and the next moment there are more
jobs than you can tin. So the plumber’s thinking around
the business model might lead him to keep his team small
and build relationships with a number of other plumbers in
the area who he can subcontract work out to when it gets
really busy.

Or he may decide that the Eastern suburbs is too small
a geographic area to be able to deliver a steady stream of
work. Or he could decide to add a second service to his
o0 ering, such as emergency hot water service replacement.
e consequences of looking at this question might lead
him in all sorts of directions.
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e second part of the question is about prot, about
making money. A business must make money. at is a
simple truth. A business that doesn't make money will not
survive. How much money the business needs to make is a
complex question to answer and is often muddled up with
cash ow, which is really something entirely di erent to
pro t (and which I will talk about a little further on).

Many small business owners also confuse their own
‘drawings’ or wages with the pro tability of the business.

Firstly if you are a business owner, the business will in all
likelihood need to provide for your nancial needs, unless

it is a very part-time business or you have a trust fund (and
even then it is wise to make the business pay you a ‘wage’
of some sort). So in thinking about the prot part of the
Truth, | strongly suggest that you separate your nancial
recompense for being the CEO or General Manager as
well as the general dog’s body of the business from the
pro tability of the business.

A business also needs to make a level of pro t to provide a
return on investment to the shareholders... the investors.
is might just be you of course, the business owner, but
if you or other investors have put money into the business
either through actual investment or in foregoing a reasonable
payment for time (this is called sweat equity in investor
worlds) there needs to be something in return.
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Let’s say you've invested $200,000 or the equivalent in time
into your business. You could have stuck this money into a
term deposit and received $10,000 per year (ve per cent)
for as long as the money stayed invested. Your money would
probably be a lot less risky in a bank than invested in your
business (let’s face it), so it would be reasonable to expect a
greater return from your business than the term deposit rate.

Also, a business needs funds to grow, actual cash. (By the
way, dont confuse cash with prot. Prot may simply
show up on your pro t and loss statement and not in your
bank account. Cash is what you can use to pay your own
bills; see the example below about payment terms). Many
small business owners don't truly understand the di erence
between cash and pro t and why they need cash rather than
prot to grow. is book is not the right forum to get into

too much detail on the topic, but especially while businesses
are in a growth phase, they will be thirsty for cash and the
best way to slake that thirst is by having pro ts.

e simplest example to illustrate this point is ‘payment
terms’. If a signi cant proportion of the income of a business
comes from customers who can pay their bills on 30-day
or more trading terms, meaning they pay for services 30
days after the end of the month, than there will always be a
signi cant sum of money outstanding to be collected... and
the faster the business grows, the larger that sum of money
will be and hence the more money — cash — the business
needs to have available to pay its own expenses.
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e third part of the Truth mentions sustainability. is

is not the kind of sustainability that the environmental
movement refers to specically (although that certainly
makes for good business t00), but the ability of your business
to generate prot and cash ow year in year out. In other
words, if you don’t think about the sustainability of your
business model you might end up with a ash in the pan.

In the case of our favourite plumber, let’s say he lands a
contract with a strata management company to carry out all
of their maintenance work in Sydney. e strata company
manages a whole bunch of apartment blocks, so in one swoop
our excited plumber has literally launched his business from
himself and an apprentice to four vans and six employees.
He’s tripled the revenue and at very nice margins too, thank
you very much, as long as he keeps everyone happy and doe
a good job. Happy days all round.

But now, suddenly his business is reliant for 75 per cent
of its revenue on one source, one client e ectively. And
although this might seem like a nice lark, it actually makes
the plumber’s business highly vulnerable and exposes it to
enormous risk. e strata company could go bankrupt or
some other plumber might make them a better o er, or the
company might decide to contract all their maintenance
work by public tender next year. Or one of the plumber’s
sta might do something bad on a job and the contract is
cancelled. Our plumber could stand to lose the lion share of
his revenue overnight.
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Well, okay, that’s a shame, you say, but he could just go
back to the situation as it was before, with himself and
an apprentice, couldn’t he? And there’s the rub... he can't
anymore. At least not so easily, because a lot of his overheads
are now locked in. To service this big contract appropriately,
he has taken out a lease on a small factory and three new
vans and invested in lots of equipment. His business now
employs an o ce assistant and of course they now have six
plumbers on the payroll who need to be paid every week.
He doesn't have the exibility to drop all these overheads
overnight. Many small businesses have gone bankrupt
under exactly this scenario.

A sustainable business model for the plumber and all
businesses must include a consideration of this kind of risk.
A good rule of thumb is to ensure that your business is not
reliant on one customer for more than 10 per cent of its

revenue.

And nally, the last reason why a business must make pro t:

Making money is a lot of fun.

It is simply a heap of fun to make money and to see the
balance sheet grow.

If you make sustainable pro ts from doing something you
are passionate about and are committed to being the best in
the world at, all the steps you need to take to build a Fun
Business that sustains you for years to come will fall into
place one after another... | promise you.
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(And if you are not in business to have a lot of fun, | suggest
you go and nd an easier way to make a living.)

Joan’s Adventures in Small Business Land

In which Joan works out how to make sustainable
pro ts from her purpose and passion

e third and nal foundation Truth is about the business
model:

How do we make good sustainable pro ts from the rst two
Truths?

At this stage, Joan and her four sta took on a variety of
work from a variety of clients in graphic design and web
development.

Some work was pro table, other work less so.
Business was a lot like a seesaw for Joan and her team.

| asked Joan to carry out some detailed analysis of the kind
of work that was mostly pro table and the kind of work
that wasn't, and the kind of clients that were pro table and
the kind of clients that weren't.

e outcome of analysing the numbers clearly showed
that doing logo design and rebranding contracts for small
businesses was nearly always unpro table. e work often
took more time than what was allowed for. Joan wasn't
all that surprised about that conclusion, she had mostly
suspected this to be the case for a while. What Joan hadn’t
expected was that many design contracts for marketing
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collateral (brochures, yers, folders, business cards etc.) were
similarly unpro table most of the time, and that work that
was based on hourly rate billing usually lost the business
money also (probably because people wouldn't always bill
every hour they worked on a project).

e contracts that actually paid the bills month in month
out came largely from small corporate organisations,
companies with 50 to 200 employees, in professional and
nancial services and retail, where contracts were quoted for
a xed fee with a detailed brie ng document and scope of
works. Finally the analysis showed that the most pro table
work was nearly always web related.

e conclusions were obvious for Joan and this is what she
decided to implement:

1. From here forward the business would
start saying no to new clients and contracts
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that had no signi cant web related
component as part of the project.

2.  Wherever possible work would be signed based
on a xed fee, with time allowed to develop
clear detailed brie ngs and speci cations.

3. All marketing would henceforth be directed
exclusively at small corporate organisations of
between approximately 50 to 200 employees.

Joan also decided to develop a clear pricing model for her
business and set targets for ‘utilisation’ of her sta . In other
words, how many hours each sta member had to aim to
bill to client work every week.

At the end of this work Joan was invigorated and again
wanted to rush out and share her conclusions and plans
with her sta . And again | decided to hold her back, at least
until after we had taken the next step, namely to develop
some really clear and powerful goals for Joan’s web-Central.

And that is what you can read about in the next chapter.
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.EXT 3TE

E Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/

tttf/3pro t

= Pull out your workbook again and, like Joan,

let's see if we can zero in on your sustainable pro table
business model.

1.

Now that you are much clearer about the rst two
Hedgehog questions, have a look at the exercises
you completed at the end of chapter 2 and the list of
all the products and services your business sells and
to whom. e question now is: where do you make
most of your money and where do you lose most of
your money? In an ideal world, your computerised
bookkeeping system will simply tell you, but in

the absence of such a system make your best guess.
Identify the top three and the bottom three areas.

What conclusions can you draw from answering this
guestion? What's the best way your business can
make sustainable pro ts from being the best in the
world at the things you are most passionate about?
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3. What rst steps can you take in the next weeks
to start to focus your business on the three
Hedgehog questions? (Remember, Rome wasn't

built in a day; small steps, one at a time.)
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Resources

e resources are also available on the video page here:
www.thetentruths.com.au/tttf/3pro tand more resources
will be added from time to time:

R 5 Inc magazinehttp://tiny.cc/inccash ow

R 5 Article: http://tiny.cc/rolandpro t
about the di erence between cash and
pro t by Roland Hanekroot

R 5 Article in e Times of London:
http://tiny.cc/timespro t

R 5 Great blog “ask will online’http://tiny.cc/askwill
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A business that doesn’t generate profi
and cash is a hobby.



TRUTH 4

The Management
Truths: Goals

A Fun Business has flexible short,
medium and long term goals
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Do we know where we are going?

If you don’t know where you're going,
you'll end up somewhere else.

ere are ve Management Truths for building a Fun
Business that sustains you for years to come.

e Management Truths are all about how we actually go
about building the Fun Business we de ned in the Premise,
resting on the foundations of Truths 1, 2 and 3.

Truth 4 is about goals and goal setting. Truth 5 is about
engaging the people in the business, Truth 6 is about
planning, Truth 7 is about the rhythm of business and Truth

8 is about measurement.

Goals

e business world is full of clichés and sporting analogies
and there are probably more clichés about goals and goal
setting than any other topic.

| shall not add to the great library of goal setting clichés,
because I'm sure | would be preaching to the choir. | think
everyone who reads this will probably nod their head and say
to themselves, “Yes, | know that goal setting is a good idea”
and | certainly won't argue with that statement. Getting
clear about your goals in business will help you to engage
your people and help your business in decision making.

Furthermore, | don't believe your business will get to be
Fun if you don't practice a form of goal setting e ectively. If
you want to make your business deliver on its promise, you
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can really only do so if you set clear goals for the business,
yourself and your people and focus on achieving those goals.

Yet most of us don't ‘do’ goal setting consistently and most
of the goals that are set don't get achieved or don't have an
impact on the business.

ere are a few reasons for this and the rst reason is that
goal setting is surprisingly di cult to do well. And if you
don't start with a well-designed goal or series of goals you
have little hope of making them come true.

ere is a formula for creating goals that is widely quoted,
called SMART goals.

SMART stands for:

R 5 S peci ¢ (or succinct)

R 5 M easurable (so you know when you
have and haven' got there yet)

R 5 A chievable (is it actually realistically possible?)
R 5R elevant (for you, no one else)
R 5T imeframed (to be achieved by a speci c date).

In other words, for a goal to have a positive impact, it must
be speci ¢, measurable, achievable, relevant and timeframed.
| believe we need to add three more letters to this acronym,
which turnsitinto a weird word (SMARTSIP), butincreases
the e ectiveness of the goal structure exponentially. We
need another ‘S’and an ‘I'and a ‘P’:

R 5 S tretch (you can just see yourself reaching for it)

R 51 nspiring (for you)
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R 5P ersonal (about your personal
achievements and growth).

ere are whole libraries of books written about goal setting
and | won't go into more detail about the mechanics of goal
setting here (have a look at some of the resources on goal
setting at the end of this chapter). Su ce to say that the
trick of a good goal is that it meets all of the above criteria
and that it does so clearly.

e nal letter of the word SMARTSIP, the ‘P’, does need
some extra explanation. Many people make the mistake of
setting a speci c goal about achieving a particular prot
level or business revenue or they set a goal about buying
something with the increased pro t they’ve earned (buying
yourself a Porsche for example). ese kinds of goals rarely
have the desired e ect of motivating you to inspiring
achievements for two reasons:

1. Your unconscious brain has no interest in
material things; your subconscious cares
about other stu and without the engagement
of your subconscious brain there is no
increase in motivation and inspiration.

2. Such goals are largely arbitrary. Setting a
goal to make $200,000 net pro t in the next
nancial year has no impact on your psyche,
because at a subconscious level any number is
uninteresting. In fact, for your subconscious
there is actually no di erence between
making $100,000 or $200,000 pro t.

What is truly inspiring, rewarding and motivating for
you as a person is your personal development, personal
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achievements and growth. So the most powerful goal you
can set is a goal about what you will personally achieve.
To use a sporting analogy, the most powerful goal for
an Olympic swimmer is not winning a gold medal, it is
swimming their personal best.

ere are a number of other factors that have a big impact
on the e ectiveness of setting and achieving goals in your
business. Some of these factors have to do with ensuring
that your people are engaged with your goals (see Truth 5)
and some of them are about accountability (see the bonus
Truth at the end of the book).

GUESSING

Another big factor to consider when practicing goal setting
is the fact that the world changes every day and you with
it. Rigid xation on achieving an earlier goal, even after

“What do you mean they have a 100 tanks?...
Nonsense... We didn’t Plan for that”
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your circumstances change signicantly, is completely
counterproductive. We must remember that goal setting (and
planning equally) always involves making assumptions...
guessing in other words. We set a goal based on what we
know today, but tomorrow the world might have changed
completely and either the goal that we set is unachievable or
irrelevant or maybe even too easy. Goals need to be adjusted
constantly to suit new realities. | suggest minor adjustments
every month, major adjustments at three or six-monthly
intervals and re-writing all goals every year.

Finally an important consideration for e ective goal setting
and achievement of your goal is the integration of a long
term, medium and short term outlook in the process. e
following process works well for many people.

e rst step is to think long term, really long term,
between 10 and 25 years. Ask yourself, where do | want to
be? What do | want this business and my life to look like in
a timeframe of 10 to 25 years?

Ideally you'll nd a date that’s signi cant for you and align
your goal with it. is goal is to be a really large and visionary
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statement. In his booBuilt to LastJim Collins refers to the
BHAG or Big Hairy Audacious Goal. One of my clients,
George, recently framed his BHAG like this:

“l have just turned 50 and | have become a
true leader, my business turns over $50 million
and is established in three countries.”

is a perfect example of a goal that meets all the criteria of
the SMARTSIP goal structure, mentioned above.

Once you have created your BHAG, you need to break
it down into a rst medium term step. Ideally a two to
ve-year step, and if possible also connect this step with
a signi cant date for you. | refer to this rst medium term
step as the target. My client George made this step coincide
with his 40th birthday and the target was to open his rst
international o ce.

Lastly you break that big step down into a goal for the year.
Where do you need to be in a year to achieve the two to
ve-year target?

George made his goal for the year to be completely ‘o the
tools’ by the end of the year. In other words he would no
longer carry out any of the ‘work of the business’ and only
focus on the ‘work of the business owner’.

If you follow this approach to goal setting, ensure you treat
your goals with appropriate exibility and integrate a long,
medium and short term approach, you will have taken one
big step to building a Fun Business that sustains you for
years to come... | promise you.
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Joan’s Adventures in Small Business Land

In which Joan gets big and hairy and can
contain her enthusiasm no longer

Joan had reached the point where she had laid the foundation
to build her Fun Business on, a business that would sustain
her for years to come. She needed to take one more step
before it was time to share her excitement with her team
and with the world at large.

It was time to talk goals. | suggested to Joan that we take a
three step approach and rst look at where she'd really like
to be in a long distant timeframe, something in the order of
10 to 15 years.

We went looking for Joan’s Big Hairy Audacious Goal and
she picked her 45th birthday (11 years away) as the date for
her BHAG.
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e vision Joan came up with was:

We have a global pro le:

“It is my 45th birthday. My team of 15 sta in Sydney and

London has just delivered the new global website for Amne
International. My family is sitting in the front row as | am paid

a fee to deliver the keynote address about the interaction bet\
design and functionality at a global web developers’ confere
in the UK or the USA. e business turns over $5 million with

a 10 per cent net pro t or bétter

Both Joan and | were thrilled by this goal and it certainly
met all the requirements of a great goal to motivate and
inspire her and her team.

To make a BHAG come true, you need to break it down
into medium term stages and short term goals. So the next
guestion was: if your BHAG is where you want to be on
your 45th birthday, where do you need to be in three years,
say, to know you are on track?

Joan decided that to be on track to her BHAG, her three-
year target needed to be:

We've established our Australian pro le:

“We've got our systems and processes humming, ready for ov
expansion. Ten employees, $2 million turnover, 10 per cent |
pro t. First signi cant international web project delivered, and
| have written my badk

Setting the three-year target, in turn led to the question:
what do | need to achieve in the business this year to be on
track to achieving the target?
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Joan’s goal for this rst year was:
We’re in our sweet spot:

“All clients spend more than $10,000 per year; desig
contracts only for web, six sta , $75,000 net’pro t

Now Joan understood why I'd held her back from sharing
her excitement with her sta, because nally she truly had
an exciting, complete picture and vision to share.

And that is what our next chapter will be about: Joan’s team
and how she went about engaging them.
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.EXT 3TE

E -EE Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/

e .
tttf/4goals
u Pull out your workbook again and, like Joan,

let’s have a look at your goals.

1. What is a signi cant date for you,
somewhere between 10 and 25 years
from now, that you'd like to connect your
business’s Big Hairy Audacious Goal to?

2.  Write down what youd like your business
and your life to look like by that date...
keeping in mind the SMARTSIP structure
and the other criteria of e ective goals.

3. Now write down your target: where
you need to be in three years to be on
track to achieving your BHAG.

4. Finally write down your goal for the next
year that signi es you are well on the way
to your target and your BHAG (as with the
BHAG, using a signi cant date to connect
your target and goal to can be quite useful).
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Resources

e resources are also available on the video page here:
www.thetentruths.com.au/tttf/4goaland more resources
will be added from time to time:

R 5 Goalsetting with the GROW model:
http://tiny.cc/growwikki

R 5 e problems and dangers of goalsetting by
Oliver Burkeman and why being vague is a
good ideahttp://tiny.cc/oliverburkeman

R 5 e neuroscience of Goal setting in
Fastcompany by David Rock and Elliot
Berkman:http://tiny.cc/davidrock
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Goal setting is about the journey..
Learn to savour it.






TRUTH 5

The Management
Truths: The Team

A Fun Business
engages everyone
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Business is a Team Sport

Without the right people your business doesn't exist

Lots of businesses proclaim that their people are their

greatest asset, and to be honest, whenever | read that
statement on some website or in some mission statement, |
run a mile.

Quite apart from the fact that slavery and ownership of
people went out of fashion a while ago in most parts of
the world, companies that make such statements generally
belie their beliefs through their actions. Some bright spark
in the communications department probably thought it
was a hice thing to proclaim on the website, but nobody
in the organisation actually believes there are any serious
consequences attached to making such a statement.

In the 2T century the truth actually goes much deeper than
the lame cliché, because what most companies prefer not to
think about is that a business IS its people. A business only
gets to make pro t at the discretion of its people.

“My people are my greatest assets...”
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In other words:

Your business only gets to make money
if your people let you.

Like it or not, this is actually the stark reality of business;
the level of pro tability of a business is directly proportional
to the level of engagement of its sta . If your whole team is
enthusiastically pulling in the same direction your business
will move mountains, but if your sta have no other interest
than their paycheck, you will always struggle to make a
dollar and being in business will be anything but FUN.

So how do you nd the right people, engage them and get
them to pull in the same direction?

As | say in Truth 9 about sta in my rst book, it all starts

by ‘hiring the brightest’. You simply cannot build a Fun
Business that sustains you for years to come if you employ
the wrong people. e old saying is ‘hire for attitude, train

for skill’ and that is one of the great truisms for building
sustainable businesses. Your hiring processes and procedure
must be focused rst and foremost on nding the people
whose attitude, energy, enthusiasm and resourcefulness
match your culture and team dynamics. is book is not
the appropriate forum to delve into the techniques and
processes for being successful at that, suce to say that
you will most likely need to nd a di erent approach to
nding and selecting new employees than simply putting an
ad on an online job board and sifting through the resumes.
Attitude, energy, enthusiasm and resourcefulness can be
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gleaned from setting tests, doing role plays, getting referrals
via existing sta , personality pro ling, trial days and many
other techniques.

e next step in building a Fun Business that sustains you
for years to come is to accept that people care about many
other things besides money. Everyone needs money and
everyone likes to be paid well, but beyond a certain salary,
money simply ceases to motivate people. What turns people
into enthusiastically engaged, motivated and e ective
employees is largely related to things other than money.

Consider the following six questions:

1. Do | know what is expected of me at work?

2. Do I have the materials and equipment
| need to do my work right?

3. Do I have the opportunity to do what
| do best every day at work?

4. Inthe last seven days have | received
recognition or praise for good work?

5. At work do my opinions seem to count?

6. Does the mission/purpose of my company
make me feel like my work is important?

Questions such as these have a much greater in uence on
the engagement of your employees than how much you pay
them. ( e above questions come from a series of 12 sta
engagement survey questions by Marcus Buckingham in his
bookFirst Break All e Rulesmore in the resources section).
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One of the secrets to having more Fun in Business is to
involve your people in all of the processes of business. Your
people must be involved in and engaged with all of the
Ten Truths of this book. Your people need to be asked to
consider the three Hedgehog questions (Truths 1, 2, 3);
they need to be part of goal setting (Truth 4); they need to
be asked how much Fun they had last week and how much
Fun they want to have next week (Truth 8); they need to be
involved in regular strategic planning (Truth 6) and they
need to be involved in the rhythms of business (Truth 7). In
short, you need to involve your people, full stop.

Just ask yourself: what would motivate me more? A goal
imposed on me by my boss or a goal that | was involved in
developing? | think the answer is clear, but the funny thing

is that business owners tend to see employees as somehov
a di erent breed of human being from themselves. ey
arent; trust me on this, employees are people too (they are,
really) and they get motivated by the same things you do.

One of my favourite business heroes is Jack Stack who
built an incredibly successful business called the Spring eld
Remanufacturing Company in Missouri in the USA and
wrote a book callede Great Game of Busine&ee the
resources section). Jack makes the analogy that business ca
be thought of in the same way we think of playing sporting
games.
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“And here we see a perfect example of the genus
RIAFLXV ZRUNHUXYV \RX FDQ V&I
EHKDYLRXUV WKH\ GLVSOD\ ZKHQ
managerus comes in sight”

PLAYING THE GAME OF BUSINESS

On a soccer team everyone knows and understands the
rules of the game; everyone plays the game because the)
enjoy it and because they want to win. Every team member
is completely clear what their role on the eld is and
understands exactly how their e orts have a direct impact
on the outcome of the game. All team members have a
shared goal and they all run in the same direction and keep
each other accountable to give their best performance.

I am not always a fan of sporting analogies because they
get overused and tend to oversimplify the issues, but
thinking about business as if we are playing a very large and
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complicated game of sport (sort of like a cricket test match
that goes on for 25 years instead of ve days, and a lot more
exciting) can be quite helpful.

It demonstrates that people enjoy working together and

pulling in the same direction and having shared goals

and outcomes. It shows that everyone on the team has an
important role to play.

Getting your people to start thinking like team members,
playing a game they all enjoy and want to win is an enormous
step to building a Fun Business that sustains you for years to
come... | promise you.

Joan’s Adventures in Small Business Land

In which Joan makes a tough decision
and gets people excited.

Finally, Joan was ready to get her team involved. By this
stage she had four full-time sta and one part-timer.

So Joan set the stage and organised a two-hour lunch
session in the o ce.

Joan prepared a simple set of slides illustrating the process
she had gone through, the corporate values, the belief
statement, what passion she'd like re ected in the business,
how pro ts were generated in the business, what shed like
all of them to strive to be the best in the world at and nally
her goal, target and BHAG.

Joan was excited, passionate and inspiring and four of her
ve sta got infused with her passion and excitement and
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Playing the ‘Game of Business’

immediately started imagining themselves in a design
organisation with a global reach.

One of her sta members, Jane, didn't get the vibe. Jane was
Joan’s longest serving employee. She’d been with Joan nearly
from the beginning, and Joan saw Jane as her right hand. But
Jane clearly didn't get it. She threw in all sorts of objections
and negative comments and clearly felt very uncomfortable
with the new direction that Joan was proposing.

When Joan came to see me next, she was quite despondent
and disappointed. She felt that the wind had been taken out
of her sails and she wasn't sure how she was going to move
forward now that Jane was obviously not on board. Jane was
integral to Joan’s plans. We spoke about the problem for
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some time and | asked Joan how committed she was to her
Hedgehog Truths and her BHAG. ere was no question

for Joan; she wanted to achieve these things with all her
being. So | suggested that it might be time for a proper sit
down with Jane.

Next week Joan organised a meeting with Jane. Joan told
Jane how disappointed she had been in her reaction at the
lunch session and the two of them had a proper heart to
heart. e upshot of the conversation was that Joan decided
that although she had great respect for Jane, she was no
longer a good t with the team and where the business was
going, and Joan made the excruciatingly di cult decision
to tell Jane so.

Having this conversation and putting things on the line was
one of the toughest things Joan had ever done. What she
hadn't foreseen though, was that Jane actually agreed with
Joan’s assessment and the two of them agreed on a three-
month time frame in which Jane would be able to nd a
new job and Joan could look for exactly the right person to
join the team.

ree months later, Joan and Jane shook hands and wished
each other good luck, and Joan had found the perfect
replacement. Joan's team was now ring and excited and
everyone was pulling in the same direction. Joan had learned
that only with the right people on the bus, in the right seats,
facing the right direction, and with the wrong people o

the bus was it possible to set goals, make plans and drive
forward.

And as it happens, planning is the next part of the story.
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EXT 3TE

Here is the link to the video that goes

Wlth the chapterwww.thetentruths.com.au/
tttf/Steam

= Back to your workbook again — it is time to
think about your people:

1. Make atime in your diary in the next month
for a session with your team about the
Hedgehog questions and your goals (like
Joan did; | suggest two hours is su cient,
depending on the size of your team).

2. Prepare a 10-minute presentation to your
team about your corporate values, your beliefs,
what you want to be ‘best in the world’ at,
what you are most passionate about, what the
long term business model is going to be about
and what your BHAG, target and goal are.

3. Create some handouts for your team to
give out during the presentation.

4. Ensure you allow plenty of time for a
facilitated discussion in the session to get
feedback, ask questions and gain input.
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Facilitate discussion in the session to gain
agreement on the top three priorities to focus
on in the coming months to achieve the goals.

Book a follow up session with the
team no more than a month later to
talk about progress and planning.

Organise a one-on-one sit down chat with each
of your employees to gain feedback, answer
guestions, address concerns and assess enthusiasm.
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Resources

e resources are also available on the video page here:
www.thetentruths.com.au/tttf/5teanand more resources
will be added from time to time:

R 5 Brilliant article in the New York Times about
training your husband... equally applicable to
your sta : http://tiny.cc/nytimeshusband

R 5 Ken Blanchard talks about managing
people and the one minute manager
http://tiny.cc/kenblanchard?

R 5 Marcus Buckingham about the 12 questions
that predict how engaged and motivated your
people arehttp://tiny.cc/mbuckingham

R 5 Jack Stack and Norm Brodsky talk about Open
Book Managementhttp://tiny.cc/jstack
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Deciding that someone is no long
the right fit for your business is
no reflection on them as a person






TRUTH 6

The Management
Truths: Planning

A Fun Business has a ‘living’
business plan that drives
the business forward
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Where are we going and how

are we going to get there?

Planning is an internal practice

Most small businesses do not have a formal business plan
and if they do, they haven't looked at it since it was written
and it lives in a bottom drawer somewhere.

But nothing useful was ever achieved without a plan.
Human beings don't accomplish anything without a plan. |

have heard it argued that it is our ability to plan that sets us
apart from other animals.
Right men....les

attack uhhh........ when you arg
........... and hmmm...
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However, ask business owners about their business plan and
they get a guilty, defensive look on their face and tell you
they haven't gotten around to writing one yet. Yet, when
you ask these same business owners what they have in minc
for their business next month or next year, they are likely
to answer you without a moment’s hesitation. What that
means is that a plan does actually exist for the business,
except not in a formal sense, on paper; it exists informally in
the business owner’s head.

We make plans all the time, about our lives and also about
our business. But mostly our planning is informal in our
heads or in shopping lists or to-do lists, so why isn't that
good enough?

Here are some of the reasons why it is important to get that
informal plan out of your head and onto paper; it:

1. allows other people to engage with the plan
and know where the business is going

2. allows you and others to check
progress against the plan

opens the opportunity to brainstorm with others
4. makes the achievement of the plan concrete

opens the opportunity for contingency
planning and ‘what if’ scenarios

6. encourages the quality and
consistency of decision making
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7. helps maintain focus on the important stu
and reduces the temptation of distractions

8. reduces crisis management.

| could come up with a lot more benets of business
planning. But from this list alone, it should be obvious that
planning, on paper, is a good idea.

What’s more, most business owners know this. What | just
wrote didn't come as a complete surprise to you, did it? You
were possibly even nodding your head while you read the
points above. All of us know we ‘should’ have a business
plan, yet most of us don't or we have one but haven't looked
at it for a year or more.

If we all know we should have a plan, yet none of us do, then
there’s a basic misunderstanding or misexpectation going
on.

And that is exactly where the problem lies. e reason so
few business owners have or use a business plan is that the
format we are taught by accountants and consultants and
government bodies is all wrong and not designed to be
useful for you, the business owner.

e misunderstanding revolves around the fact that there
are two basic uses of business plans:

R 5 External

R 5 Internal
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External business plans are created as a snapshot of the
current state and expected future of a business to give
to banks, accountants, investors, shareholders, potential
partners etc.

Internal business plans are created as a tool to support
decision making and internal communication about the
focus and direction of the business with the team that makes
up the business: owners, partners, investors, executives,
managers and sta .

An external plan is a document that is created at a specic
time for a speci c purpose, such as applying for business
nance. Once that purpose has passed, the business plan
is shelved and not refreshed until the next time a bank or
investor needs to be communicated with for some specic
purpose.

External plans need to be in a comprehensive and formal
structure to give in-depth insight into the business to an
external party. External plans that accompany a bank
application have executive summaries and separate section:s
covering all aspects of the business. ey are often big
thick bound documents that are designed to impress with
addenda and indices etc. External plans are forbidding
tomes and might have all sorts of con dential information

in them that cannot be shared with the rest of the company
and certainly not with the rest of the world.

Internal plans are a dierent beast altogether. Internal
business plans are living documents and business
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management tools. Internal plans are usually much shorter
documents (ideally even as little as one page). Internal
plans are shared with everyone in the company and ideally
everyone in the company has had some input into the
creation of it. A copy of the current business plan lives
on everyone’s desk and probably has co ee stains on the
cover and scribbles in the margin. Everyone is aware of the
content of the plan and people use it to check their actions
and decisions for consistency and alignment.

Another feature of e ective and inspiring internal business
plans is that they are revised all the time. | believe a good
internal business plan is edited in a minor way every month,
certainly every quarter, and totally re-written every year.
(Note the comments | made about the need for goals to be
exible in response to changing realities in Truth 4 about
goal setting.)

e business plan we all picture we should have (but don't)
is the external version. Once you let go of your idea of
what a business plan ‘should’ look like and just get around
a table and a ip chart with a group of your people and
ask: what do we want this year to be about? What do we
want to achieve this year and how do we think we are going
to get there? What might get in our way? What are our
opportunities, etc.? You'll nd that business planning is not
actually daunting at all, but instead really powerful and a lot
of Fun.



e Ten Truths for Making Business Fu,,- 107

| believe there are six key criteria that an internal business
plan must meet for it to be a truly useful tool in the
development of your business; it must:

1. Dbe a‘live’document and be kept ‘live’ by
the people directly a ected by it, monthly,
quarterly, annually (see Truth 5)

2. be designed with the people who are
directly a ected by it in mind

3. be easy to use and easily accessible for
the people directly a ected by it

4. be designed to address the short, medium and
long term goals of the business (see Truth 4)
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5. re ect the Hedgehog Truths of the
business (see chapters 1, 2, 3)

6. be short... one page... ideally.

In the resources section of this Truth you’ll nd templates
for e ective and inspiring internal one-page business plans
that you can have a look at and experiment with. Pick one
of them or combine them all into your own version. It truly
doesn’t matter how it looks, as long as it works for you and
your people.

When you commit to this kind of regular planning in your
business you and your team will have taken another massive
step to building a Fun Business that sustains you for years
to come... | promise you.

Joan’s adventures in Small Business Land

In which Joan learns another four-letter word
that is quite useful and the business gets going.

With her team red up and rearing to go, her goals set, and
clarity on the purpose and values of the business, it was time
for Joan to start making clear plans on how to make it all
happen.

Until then the word PLAN had been a dirty four-letter word

for Joan. When she'd started her business Joan’s accountant
had given her a business plan template and told her to write
a business plan. e outcome was a beautifully bound folder
with lots of documents, which consumed many hours’ work
and that was buried in the bottom of some ling cabinet
and has not been opened since.
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After | had explained to Joan what kind of plan | was
suggesting and how she could go about creating it, Joan
reluctantly agreed to give it a go. e rst thing | explained
was that it was critical to engage the team with the process
of developing the strategic plan, the milestones, the hurdles,
the opportunities and the measurements.

So Joan and her team spent the next few weeks in a series of
lunchtime meetings nding the key priorities that needed
addressing, such as:

R 5implementing a more systematic approach
to following up leads and proposals

R 5 developing a set of documents that outlined roles
and responsibilities for everyone in the business

R 5implementing a weekly operations
and work-in-progress meeting

R 5 nding and implementing a software
package to manage projects, etc.

e team also identi ed some of the key strengths of the
business to build on, such as:

R 5 going back to past clients and asking
for testimonials and referrals

R 5 submitting key projects for industry awards, etc.

e team also identi ed opportunities such as developing
an in-house capability in two particular niche products that
would allow the company to tender for certain web projects
more e ectively.
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Once Joan and her team had identi ed the most important
development priorities, the next step was to break the rst
year goal into monthly milestones. e rst milestone was

to instigate the weekly operations meeting at a set date and
with a set agenda. e next milestone was to free up one
member of the team to quickly get on top of one of the two
niche products identi ed. Another milestone was for Joan
to do some initial research into the project management
software packages that could be appropriate for the business.

In this way the whole year was divided up in a series of
monthly goals and milestones and everyone in the team
took on certain responsibilities. Everyone was to report back
on their monthly targets at the new monthly operations
meeting.

ere were two more things to include in an e ective and
inspiring strategic plan:

Firstly, measurement; chapter 9 is about measurement so
you can read about Joan’s work in that area there.

e last topic to add to the strategic business plan was
celebration.

When developing a big plan for a year it is a really great idea
to also plan your celebration for when you achieve the plan.
e question Joan asked her team was: what shall we do to
celebrate an amazing team e ort, when we achieve our goal
this year?
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In the end they decided that when the goal was achieved,
Joan would close the business for a day and the whole team
including partners would spend a day on a beautiful yacht
on Sydney Harbour with champagne, oysters and all kinds
of yummy foods.

Joan felt sure that a day like this would remain burnt in
everyone’s memory for years to come.

With the plan down on paper and a copy on every desk, the
team was starting to re on all cylinders.

More importantly at the rst follow up meeting, a month
after the plan was completed, the team hit all its milestones.

Next, it was time to start dealing with the all-pervasive air
of crisis management in the business and start to build some
rhythm and regularity from day-to-day and week-to-week.

And hence, rhythm is the topic of chapter 8.



112 £ Truth 6 - The Management Truths: Planning

EXT 3TE

'E Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/

tttf/6planning

It's time to start creating an e ective plan.
Now that the team is engaged with the business goals, you
can start deciding how you are going to get there:

1. Go to the resources section below on
e Ten Truths website and download
the ‘New Perspectives One-Page Plan’,
as well as the ‘Business Model Canvas’
and the sample ‘Prosperity Plan’.

2. ere are many other ways to create a
powerful one-page plan: in mind map
form or with cololured sticky notes on a
white board, for example. Decide what
format suits you and your team best.

3. Book a team planning session and go
through the process that Joan went through:
decide on monthly priorities and milestones
and ensure that people take ownership
of the delivery of those milestones.
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Book in a monthly progress and planning session
to update the plan and decide on new priorities.

Agree on a celebration for achievement
of the one-year goal.
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Resources

e resources are also available on the video page here:
www.thetentruths.com.aul/tttf/6planning and more
resources will be added from time to time:

R 5 e One-Page-Business-Plan
http://tiny.cc/rolandplanby New Perspectives

R 5 e Business Model Generator
Template:http://tiny.cc/canvasl

R 5 A nice Youtube video explaining the Business
Model Canvashttp://tiny.cc/canvas?

R 5 Brilliant chapter from “Rework” by Jason Fried:
“Planning is Guessinghttp://tiny.cc/jasonfried
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Planning is guessing...
Plans need to be
adjusted constantly.






TRUTH 7

The Management
Truths: Rhythm

A Fun Business has

rhythm and regularity
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Do we know what we have
to do every day?

Crisis management is bad management

Business owners are the busiest people on the planet.
Business owners tend to work long days and weekends and
they dream of their businesses at night.

As a matter of fact, business owners often feel guilty when
they’re not busy, because they believe that the owner has to
be a role model for hard work and that if they are not the
hardest worker in the business, they can't ask others to work
hard for them either.

| often say that business owners are the most guilt-ridden
people on the planet. e little voice on the shoulder of
most business owners holds a megaphone and drowns out
most other sounds: “Work harder... you've got to be the
rst in the door in the morning and the last out the door at

!

“harder”, “faster
“you lazy
bugger”
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night... no slacking o ... don't ask anybody else to do what
you're not willing to do yourself... keep all those balls up in
the air, don't you drop one...” etc. etc. etc.

As a result most of us business owners operate as crisis
managers. We run from one brush re to the next all day
long and that has many undesirable consequences:

1. You will invariably drop one or more balls;
sometimes they’re little balls and sometimes
they’re big balls, but drop them you will.

2. e stu thatis important in your business over
the long term doesn't get done. is is the long
term important stu , the business development
stu, the true ‘work of the business owner’. e
only work in the business that can't be delegated
or outsourced to others. is work is what is
sometimes referred to as ‘Quadrant 2’ work
after the four quadrants of time management
by Steven Covey (see the resources).

3. You'll burn out or not spend enough time with your
family, or end up with an ulcer, or all of the above.

Finally, an atmosphere of crisis, stress and last minute
problem solving is one of the main reasons for lack of
morale and employee turnover in small business. As you
forever sort out the crises yourself, it leads to a sense of
disempowerment in your team. People want to be in control
of their lives and their work. Not being trusted and given
the tools to see a job through to its end, having your boss
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drop in and take over when the going gets tough, leads to
high levels of disengagement.

"6HDJXO PDQDJHPHQWu« ALHV LQ
QRLVH« GXPSV RQ HYHU\WKLQJ D

In order for people to be motivated and e ective they
need to feel safe. We feel safe when we feel we can predict
the future, when we feel we know what’s coming. An all-
pervasive sense of crisis and emergency leads to feeling
unsafe and out of control.

“Easier said than done,” | hear you say, “ e nature of crises
is that they need to be dealt with right now. I'm sure that as
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soon as | have a day without a crisis, | will very happily not
run around like a chook without a head either.”

It is another version of the chicken and egg dilemma that
| have talked about in my previous books. Dilemmas such
as: “Will I invest in the extra vehicle now, hoping that it
will get busy enough to nd the work for it or wait until we
are truly bursting at the seams?” Or: “Shall | hire an o ce
manager now while | am still just coping or wait until | am
making enough money and can a ord that person?” Or my
personal frustration: “I'd love to take on a business coach
but I better wait until | have more time available?” etc.

If you are running around from brush re to brush re, you
don't have time to train your people to handle the crises
themselves and you don't have time to develop the systems
and foster the predictability... and because of that there will
always be another crisis... and round and round we go.

e way through this dilemma is rstly to recognise that
you are stuck in an endless loop and that nothing is going to
happen until you succeed in breaking out, somehow.

Secondly, once you've recognised the never-ending cycle,
it requires a commitment from you, the business owner, to
start the process of building regularity and predictability
into your business.

One of the best rst steps you can take is to start a weekly
operations meeting, a ‘work in progress meeting’, a ‘project
meeting’, or a ‘sales meeting’... whatever is most relevant
for your business and your circumstances.
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Every Monday morning for example from 9.00 AM to
9.45 AM everyone sits around a table and you go through:

R 5 What went well last week and

what didn't go so well?

R 5What did you learn?

R 5 What can we implement from that

learning this coming week?

R 5 What big issues can we see coming up this week?

R 5 What can we do to prepare for those?

Watch out though because nothing can be a greater drain on

the business and a greater waste of time than badly run and

badly structured meetings. ere is a way to do meetings
and there is a way not to do meetings.

e secrets of an e ective operations meeting structure are:

1.
2.

Every week, at the same time.

Firm start time, rm nish time and
everyone commits that everything that
must be dealt with, will be in that time.

A meeting without an agenda achieves everything
in it... always have an agreed agenda.

Insist that everyone is at the meeting, on
time, no exceptions (that includes you,
you cannot make other appointments,
no matter how big the client is).

Telephones o, emails o ... no exceptions.
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6. Everyone takes their own notes and one
central record is kept of the actions that
people commit to for next week.

7. e purpose of meetings is to ‘coordinate action’
and that is certainly the case for operations
meetings. Hence when running such a meeting
ensure you stay on track. When the meeting gets
stuck in a problem that needs to be resolved,
park it and agree to have a separate meeting
between the two or more people a ected and
allow them to report back the next week.

8. Dont allow the meeting to get stuck
into negative problem space. Look for
solutions and the next step forward.

Implementing a weekly operations meeting is the rst step
to creating rhythm and predictability in your business.

Next you might decide to look at some of the systems in
the business. Systemisation is an important contributor to a
sense of calm predictability in a business.

A de nition of a system is simply a predetermined response
to a certain event or situation: “If ‘X’ happens... we always
do LY’.H

A system can be as simple as having a script for answering
the phone in your business: ‘ e phone is picked up inside
three rings and answered as follo@sod morning, this is
XYZ company and | am Sally, how can | helpe/oeRt

step in the system might be a script on how to respond to
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the various di erent types of phone calls, such as suppliers,
prospects, current clients etc. Each of the dierent
categories of phone calls might have a di erent set script
so that nobody needs worry about enquiries being handled
inappropriately.

e system may also include a standard form/checklist that
is lled in for each phone call.

e telephone script example is a really simple system, but
systems can of course get as complicated as you like. e
one thing that systems have in common though is that they
remove uncertainties and the need for * y by the seat of your
pants’ management.

Making rhythm and predictability your major focus as a
business owner will change your business FUNdamentally
(sorry, | couldn't resist that one), and you will be taking
another giant step to building a Fun Business that sustains
you for years to come... | promise you.

Joan’s adventures in Small Business Land

In which Joan builds rhythm and momentum
and learns about predictability

Joan’s business was already unrecognisable from just a fev
months previously, but some sticking points remained.
Everyone in the business was engaged with the values, the
vision and purpose, pro tability, short, medium and long
term goals, the key priorities and opportunities, and the
coming year’s milestones. e level of engagement in the
team was phenomenal, but a feeling of great restlessness
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and a sense of crisis management still prevailed on a daily
basis.

Joan was worn out and impatient to implement all the new
initiatives and plans, but she was forever running short on
time and tended to spend her day extinguishing brush res
and managing crises all over the place.

It was time to start to bring the business on a more even
keel.

| told Joan that every Fun Business needs rhythm, rhythm in
schedules and rhythm in systems. Rhythm is about building
predictability, people know what to expect on a day-to-day
basis. When a business has rhythm, people know their roles
and responsibilities and what is expected of them and what
they can expect of others.
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| suggested that the rst place to start was implementing a
simple system of weekly team-wide ‘work in progress’ (WIP)
meetings and monthly strategic operations meetings.

Every Monday morning an hour after everyone starts work,
there would be a WIP meeting in which the team quickly
goes through all the current contracts, how the projects are
progressing, what the issues and challenges are and what is
needed to ensure the ‘key deliverables’ are met.

Every month at a xed date and time is the strategic
operations meeting at which the strategic plan is pulled out
and progress to the goal, milestones and targets evaluated.

e meetings are business-like, structured formal meetings
with agendas. People who carry responsibility for projects,
tasks or milestones make their report and tasks and actions
are agreed and minuted in some form so there is a level of
accountability.

Joan could see the sense of implementing these meetings
and got started straight away with a weekly WIP meeting.
She issued every sta member a special notebook to
keep notes for themselves about commitments made and
decisions reached.

After a couple of weeks of the structured WIP meetings,
Joan started noticing that the o ce was much calmer and
there was a little less frantic energy about the place... good
signs.

In the following months, as Joan started getting less and less
stressed, we started developing an operations manual, as wel
as systems and processes, and Joan worked with the team tc
develop work ow charts and roles and responsibilities for
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everyone on the team. For the rst time in years Joan was
starting to feel like the business was working for her again,
instead of the other way around.

A month later, Joan also started the monthly strategic
operations meetings and we’ll talk about what happened at
the rst one in Truth 8.
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.EXT 3TE

Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/

tttf/7rhythm

Let’s focus on predictability. Now that you

have made a start on setting goals, started engaging your
team and begun the process of implementing an e ective
one-page business plan, it is time to start building more
regularity and predictability into your business:

1.

Follow the resources links below and download
the standard agendas for the weekly WIP
meeting and the monthly operations meeting.

Book in your rst WIP meeting at the most
convenient time for everyone next week and advise
everyone to lock this time into their diary from

here forward. (If a ‘work in progress meeting’isn't
relevant for your business substitute the words
‘management meeting’ or whatever term suits you).

Starting with the standard WIP agenda, prepare
your own standard agenda for the rst meeting.

Obtain a WIP meeting notebook
for every participant.
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Hold the rst meeting. Assess what worked
well and what didn’'t work so well in the
meeting and make adjustments to the
agenda and arrangements to suit you.

Repeat the process for the rst monthly
strategy meeting, incorporating your
goals and one-page business plan.

Download the standard telephone answering
script, adjust to suit your business and implement.

Create a one-page list of simple systems
you can create for your business.
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e resources are also available on the video page here:
http://www.thetentruths.com.au/tttf/7rhythm and more
resources will be added from time to time:

R 5 Book: Verne Harnish writes how a
Rockefeller had lunch with his top managers
every dayhttp://tiny.cc/vharnish

R 5 Zingermans Guide to weekly huddles
downloadhttp://tiny.cc/huddle

R 5 Harvard Business Review article about business
rhythms by Ron Ashkenéttp://tiny.cc/hbrrhythm

R 5 e 4 stages of an e ective meeting
article:http://tiny.cc/fastmeeting
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Remember

People want to feel safe;
safety starts with knowing
what the future holds.






TRUTH 8

The Management
Truths: Measurement

A Fun Business measures the
fun Weekly, Monthly, Yearly
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How much FUN did we have last
week... How much FUN do we

want to have next week?

Energy ows where attention goes

Measurement is another topic that attracts its fair share of
business clichés. is time | do want to repeat one of them
because I think that without making the measurement step,
our project of having more Fun in Business will founder.
Management guru Peter Drucker said this some 40 years
ago:

You can't manage what you don’t measure.

Notwithstanding the quote attributed to Einstein that, “Not
everything that can be counted counts, and not everything
that counts can be counted,” | certainly believe that being

“Regulation 27c¢ states that broken lines are to be 634 mm long”
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able to measure the outcome of a process will make it much
easier to improve on that process. Measurement is also a
key component of the goal setting process | spoke about in
Truth 4.

ere are of course quite a few things that need to be
measured (and managed) in a successful business. It is not
my intention to tell you what and how you should measure
in your business. ere certainly are common indicators
that should be measured in any business, such as how much
money is in your bank account and what your stock levels
are. But beyond the most obvious measurements, every
business and every business owner has di erent priorities
that might well change from time to time depending on the
goals, plans and circumstances of the business.

However, as | explained in the Premise, there is one key
measurement all business owners should consider starting
with in order to build a Fun Business that sustains them for
years to come, and that is Fun itself.

Fun is the only success factor that cuts across all the di erent
aspects of business, is in uenced by all those aspects and in
turn in uences them.

In e Great Game of BusineSButh 5 about the team),
Jack Stack writes about the importance of having a ‘critical
number’ that everyone understands. As | mentioned in the
Premise, | think that the most useful critical number you
can focus on is a number that represents how much Fun in
Business you have at any given time.

One of the reasons Fun doesnt get measured in most
businesses is that most people believe you cant measure
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it... it is intangible, like happiness, sadness, friendship,

honesty and other values, beliefs and emotions. Much

easier to measure dollars in the bank and number of widgets
produced per hour.

But you can measure intangibles such as Fun.
Quite easily and accurately as a matter of fact.

You see, as human beings we are able to put measurements
to all kinds of fuzzy notions. For example let’s have a look at
happiness. We would normally say that happiness is one of
those things you can't measure; we know when we are happy
and we know when we don't feel happy but measuring it
somehow seems an impossible task. So let’s say | ask you
to think of a number scale between 0 and 10, and that we’ll
call this your happiness scale. Let’s say the number 10 on
the scale means that you are the happiest you have ever beel
and can even imagine being and 0 means the opposite, you
are very unhappy and can’t be bothered getting out of bed.

So if | had asked you, at a certain time yesterday, to tell
me what number on that scale you were right then, at that
moment, you would most likely have been able to give me
an answer. Depending on your mood and where you were
and what kind of day you've had (and whether the hot guy
you met the day before returned your text message) you
might have said a 6.

If I now asked you the exact same question today at more or
less the same time you might say 7 for example.
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Obviously these scores are very personal and not scienti c
numbers in the sense that being a 6 on a personal happiness
scale is something a scientist can do much with. After all
what does 6 on the scale really represent? But what we can
know is that when you rate your level of happiness a 7 on
the scale today after rating it a 6 on the scale yesterday, that
you are feeling happier today than you did yesterday.

is process is called relative scaling. Volumes are written
about the process and the concept of relative scaling in
several streams of psychology for example, and it turns out
that we can apply the same process very e ectively to all
sorts of business management issues.

Let’s say you asked your team every Friday afternoon to
give an anonymous rating on your Fun in Business scale
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from O to 10, with 10 being the most fun you've ever had in
business and 0 the opposite. Next you collate and average
those numbers and come up with a single ‘Fun number’ for
the week in business.

You could then have a sta meeting with your whole team
every Monday morning and share last week’s Fun number.

Let’s say it came out that the average Fun number for last
week was 6.3. en you ask the team what you could all do
to get the number to 6.5 for example in the coming week.
And then on Friday you ask the same question again and
discuss it in the same way on the following Monday.

e rst few times you do this with the team, of course
everyone is going to make silly suggestions, about doubling
their wages and about casual Fridays and paintball outings
and such, because it is all such a novel idea. Obviously you
will need to do some educating around this idea and have
some patience to get everyone on board with the whole
concept.

But | guarantee that soon enough it will become obvious to
everyone, what REAL FUN is all about in business and you
will start to have conversations such as:

“Well... the last few weeks we've all been ridiculously stres
because of that project for client X that just doesn't seem tc
nished. It would really improve the mood around here if w
could nish it and get it out the door. How about getting som
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extra people on that project or authorising some overtime to
it nished so we can get on with some other stu again?”

Or maybe the discussion will be:

“Well it is really stressful that every time we get to the end of
month, we run out of cash. Every second phone call is from ¢
irate supplier who wants to be paid and it just isn't very nice
e problem is obviously because we have so many outstand
debtors. Can we make some extra e ort to collect some of
overdue payments this week? Or maybe you, Mr Boss, shoul
and get a larger overdraft?”

Using the relative scaling method you will start to have
entirely di erent conversations with your team.

And when you start to measure how much REAL FUN
you are having in your business, you will be taking another
big step to building a Fun Business that sustains you for
years to come... | promise you.

Joan’s adventures in Small Business Land

In which Joan starts measuring and
has fun with numbers

At our next session, | explained to Joan that the most
important next step was to start measuring. Management
without measurement is like playing golf with your eyes
closed.

e rstthingto do is to identify what needs to be measured.
ere are things in a business that are easy to measure, such
as dollars in a bank account, and there are other aspects
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of business that don't allow themselves to be measured as
simply. But just because something isn't easy to measure,
doesn't mean it shouldn't be measured.

ere are high level measurements and low level
measurements. A low level measurement might be how
many printer cartridges are used every month, or how many
email enquiries have come in during the month. A high
level measurement might be net pro t for the business as a
whole for the month. e low level measurements normally
have an impact on the high level measurement, but it may
not always be clear exactly what the actual impact is.

So | explained to Joan that as she had decided that her most
important improvement this year was to have more Fun in

":KHUH ZRXOG \RX OLNH PH WR SX\
reports, boss?”
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Business, we must nd a way to measure how much Fun she
and her people are having month by month.

Once | explained the concept of relative scaling to Joan
she got quite excited and set up an online survey tool that
allowed her team to score how much Fun business had been
at the end of each week. In the rst of the new monthly
strategic operations meetings Joan presented the average
Fun in Business rating for the whole of the month.

e average Fun in Business number for the rst few weeks

of measurement came in at 5.73. Joan was a little challenged
by presenting such a low number, but she stuck to her
guns and facilitated a discussion with the team around the
guestion: what can we do to get our Fun in Business number
for the next month up to 6 or above?

What Joan had never expected was the level of engagement
from her people, and everyone immediately agreed that
the most important thing to focus on was to free Joan up
to be able to work ‘on’ the business more, instead of being
distracted with too many details.

e outcome of the meeting was that every member of
Joan's team took on a speci ¢ area of responsibility to give
Joan more time. For example, Cathy o ered to open all
the mail every day and manage it so that Joan would only
need to look at the most important pieces. Wendy became
responsible for keeping an eye on Joan’s email and manage
it in a similar manner to Cathy. Joan in turn committed to
only check her email at three speci c times during the day.

In our session the next week Joan was just beside herself.
She'd never imagined that her team was just as red up
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about making the business a success as she was herself;
changed her way of thinking about her business completely.

Now that Joan had started measuring her highest outcome,
namely Fun in Business, | explained that it was time to
look at other measures, and the rst one to start with was
to measure how much time Joan got to spend each week
‘working on the business’. After all it was important to
ascertain if the decisions taken at the meeting had an actual
impact on how Joan got to spend her days.

So Joan started to keep track of her time on a daily basis. She
started recording times that she turned o her phone and
email and worked on long term strategy and development,
the true work of a leader in any organisation. Leadership
and what makes a true leader is the topic of the next chapter,
Truth 10.

(And by the way a couple of years later Joan told me that the
moment her life as a business owner changed forever was
during that rst operations meeting.)
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.EXT 3TE

Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/
tttf/8measurement

Business can't develop without measurement
So it is time to get measuring. You may already measure the
normal things like pro t and cash and accounts receivable
etc. But what is the highest outcome you want to measure
in your business? Is it Fun in Business like Joan or is there
something else that is more important for you?

1. Inyour workbook, brainstorm the topmost
indicator you want to measure in your
business, your critical number. Is it Fun
in Business or is it something else?

2. How can you measure this topmost number?

3. Listthe ve most important factors that
have a direct impact on your topmost
number (example: pro t, cash ow, customer
satisfaction, work/life balance, sales pipeline).

4. Create an agenda item in your next operations
meeting to discuss how to obtain these
weekly and monthly measurements.
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e resources are also available on the video page here:
www.thetentruths.com.au/tttf/8measuremenand more
resources will be added from time to time:

R 5 Youtube: A nice introduction to Continuous
Improvement... KAIZEN meets the dishwasher
unloading teanittp://tiny.cc/kaizenl

R 5 And here is a nice roundup of continuous
improvement and the Japanse concept of
“Kaizen” from Wikipediahttp://tiny.cc/kaizen2

R 5 TED Talk by Jason Fried, author of “Rework”
a great book about doing things di erently and
experimentinghttp://tiny.cc/jasonfried2

R 5IDEO: Big Innovation Lives Right on the Edge
of Ridiculous ldeakttp://tiny.cc/ideoblog
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Remember

The highest ‘good’ you
measure is the highest ‘good’
you'll achieve.
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About
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A Fun Business has a leader who
builds a business that sustains
everyone for years to come
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What kind of Leader are you?

Your people want to be led by you

e second last Truth is about you, not because this Truth

is the least important, quite the opposite in fact. Great
leadership can, for a while at least, compensate for less than
perfect scores on the rst eight Truths or even some of the
Truths from my previous books. If you are a great leader of
your people, you've taken the Leadership Truth from my
rst book to heart:“Your time, your health and your brain
cells are goldcind you live the Truth from the second book
about leadership:You have passionate beliefs, you walk the
talk, and you are not afraid to drégomn you will more than
likely have a business that does better than most.

| wrote in e Ten Truths for Building a Great Growth
Companyhat “A leader is simply someone we trust, and who |
courageous, authentic and passionate.”

And that is clearly a great starting point. If your people
don't trust you, no amount of systemisation, marketing and
planning will get your business past a subsistence level.

And inversely, when your people trust you absolutely, when
they see your courage and feel your passion, you will be
forgiven many other shortcomings.

e leadership Truth of this book goes a step further though.

| want to invite you to build a business that is Fun and that
sustains you for years to come, not just a business that does
okay for the moment.
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But a business that is truly Fun, in the sense that | have
been talking about in this book, is a business that is Fun for
everyone involved and that sustains everyone for years to
come, not just the owner.

When | say everyone, | actually do mean Everyone (with a
capital ‘E’): you, your family, your sta, your sta s family,
your suppliers, your contractors, your customers, your
investors and even your community.
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| am completely convinced from everything I've seen and
studied in business in the past 30 years that truly great small
businesses that are Fun for everyone and that do sustain for
years to come are founded by and built around a leader who
is committed to building such a business for everyone.

In Good to Gredivhich we've talked about in Truths 1,

2 and 3), Jim Collins talks about the concept of ‘level 5
leadership’. Leaders who operate at level 5 are passionate.
authentic, driven and ambitious, but not for themselves.
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Level 5 leaders are ambitious for their organisation and
their people. eir ego doesn't get in the way of how they
run their businesses. ey might be running massive global
corporations but they still y economy (the founder of lkea)
or do their own shopping at the supermarket on Saturdays
(the founder of Walmart) or answer their own phones (the
CEO of Nucor steel).

What Jim Collins refers to as level 5 leadership has a lot of
parallels with the concept of ‘servant leadership’, the leader
as servant. Robert Greenleaf at Harvard University coined
the term in the 1970s but the idea has been around for a
lot longer (a famous Chinese general wrote about a similar
idea thousands of years ago). As Robert Greenleaf explains:
“ e servant leader is servant rst... It begins with the natural
feeling that one wants to serve rst. en conscious choice brir
one to aspire to lead... (versus one who is leader rst...).”

Every business I've seen, small, medium and large, that

is truly Fun and sustains all for years to come, is run by a

leader who sees him or herself as a servant rst and a leader
second.

A great example of the idea of the leader as servant is my
client who owns the supermarkets. I've mentioned him
previously. | remember the day when we were discussing
the structure of his business and we had drawn a new
organisational chart in the traditional hierarchical model,
the classic pyramid structure. My client sat on top of the
pyramid as the CEO, with two dierent top managers
below him and a bunch of store managers in the middle
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and all the shop sta at the bottom. We spent a lot of time
talking about the structure and the chart and it became
clear that my client was feeling uncomfortable.

We got up and walked around the room a little and suddenly
his eyes lit up, when he stood on the opposite side of the
table. “ at’s it,” he said, “I am going to turn the pyramid
upside down... | see my role as being at the bottom, not the
top. My role is to support everyone in the business to do
great work and grow as people.” My client had that insight
in 2010 and now in 2014 his business truly is starting to
become a Fun Business that sustains everyone and will
undoubtedly do so for years to come.

ere is a quote by sales guru Zig Ziglar that illustrates the
same principle: “You can get everything in life you want, if
you will just help enough other people get what they want.”

So... if you step up as the leader of your business and you
make it your mission to ensure that the business is Fun for
everyone and sustains everyone for years to come... you will
have taken the greatest step of all towards building a Fun
Business that sustains you for years to come... | promise you.

Joan’s Adventures in Small Business Land

In which Joan steps up to be a true leader

Joan and | had now worked together for the best part of a
year and we took some time to re ect on her journey to date.

When Joan and | rst met she was frazzled, stressed and
overwhelmed. She just scraped through the days and the
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weeks and she couldnt remember when shed last felt
energised and excited to come to work. Most mornings Joan
would arrive at work with a sense of dread in the pit of her
stomach and she'd wondered how she was going to survive
the next 30 years of this.

Nine months later, that sense of dread and weariness had left
Joan completely and she jumped out of bed most mornings,
eager to get to work. Joan told me how her partner had
mentioned a couple of weeks previously how relieved he
was with her new vitality as he had started to become quite
concerned a year ago. Joan and her partner had even decidec
to book a two-week holiday, their rst proper holiday in
nearly four years.

Not that Joan wasn't working hard, far from it, she was
working harder than at any other time in her life, but now
she felt she was working on the right things and she could
see progress and development every week and every month

| told Joan that she’d come a long way and that | was inspired
being part of her journey over the past nine months, and
that she'd developed amazingly as a leader. Joan looked at
me quite strangely when | described her as a leader, she
said: “Me, a leader? Don't be silly, how is running a small
business with 4.5 people classed as being a leader? | have
just changed a few things because | was going stark raving
crazy and couldn't continue as | was.”

One de nition of leadership is that a leader creates a vision
for a group of people and supports that group to make the
vision come true, and | told Joan that that is exactly the kind
of leadership she'd displayed over the past year.
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Leadership is also one of the last Truths because it is always
the area open for most development. Leaders never stop
learning and forever strive to be better.

| told Joan about some of the greatest business leaders of
the modern era, not the rock star leaders who are household
names for a while and then cash out and let the business
fall apart behind them. But the quiet enlightened leaders
of businesses that grow and develop year after year without
fanfare. | explained that to build a Fun Business that
sustains you for years to come, you need to strive to become
an enlightened leader. Enlightened leaders are committed
and driven and ambitious, but not for themselves, rather for
the business and its people.

Joan said: “So you mean that to build a business that sustains
me for years to come, | actually need to build a business that
sustains everyone for years to come?”
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And that is when | knew that Joan understood what
enlightened leadership was all about. It is actually impossible
to build a business that sustains only you; it might work
for a little while, but it will not last. e truly great small
businesses are great organisations to be a part of for everyone

Joan was very quiet at the end of that session. It had become
clear to her that today wasn't the end of her journey... it was
the beginning.

e old joke came to mind:

| have good news and bad news for you... let me give you
the bad news rst:

e bad news is that it is going to take the rest of your life
to master this skill.

Now let me give you the good news: the good news is that
it's going to take the rest of your life to master this skKill.

Joan had found her ‘lifetime’s work’.
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.EXT 3TE

Here is the link to the video that goes with
the chapter: www.thetentruths.com.au/

tttf/Qleadership

Leadership is a big topic and whole libraries

have been written on it. I've included some links to articles,
book summaries and videos in the resources section.

1.

Spend one hour watching some of the videos
or reading some of the articles and book
summaries on leadership, or nd your own.

In your workbook, write down the top
three things you learnt from watching
the videos and reading the articles.
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e resources are also available on the video page here:
www.thetentruths.com.aul/tttf/9leadership and  more
resources will be added from time to time:

R 5 Colleen Barrett about Servant leadership at
Southwest Airlineshttp://tiny.cc/cbarrett

R 5 Simon Sinek, ‘Leaders eat last’:
http://tiny.cc/simonsinek?

R 5 Bob David talk about leadership without
ego:http://tiny.cc/bobdavids

R 5 Servant leadership de ned:
http://tiny.cc/wikiservant

R 5 How Martin Luther King wrestled with
anger and what you can learn from him about
leadershiphttp://tiny.cc/martinluther




158 Truth 9 - About Leadership

Remember

If you want to have something
you've never had before,
you've got to be someone
you’'ve never been before.
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Business doesn’t have to
grow to be healthy

Enough is a good place to be

e Tenth Truth is a little di erent from the rst nine. It is

an epilogue of sorts and it explains the second half of the
title of the book and the closing sentence of each chapter,
“building a business that sustains you for years to come.” You
might also remember something | wrote in the introduction
of this book: “ e three books also re ect my journey over
the last few years in my thinking about business.” at
re ection is particularly visible in this Truth, about business
growth. Let me explain.

After 1 wrote my second book, | felt both proud and
pleased but at the same time there was also a little sense
of discomfort in my subconscious that | couldn't place. For
over a year, that sense of discomfort was nagging at me in
the background.

e title of my second book is e Ten Truths for Building

a Great Growth Compamyd whenever | re-read sections
and chapters of the book, | did actually come away feeling
excited and pleased with the content.

About a year ago | suddenly realised where the sense of
discomfort came from. e discomfort wasn't with the
content, but with the title of the book, speci cally the term

‘a great growth company’. What | realised is that | had
stopped believing in the whole business growth myth and
the entrepreneurial model.
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e business growth myth sounds something like this:

Every healthy business must grow;
a business that doesn't grow, dies.

Every business coach, guru, mentor, consultant, author,
academic and MBA student will tell you that this is a
foundation principle of business, capitalism and society at

large.

| admit that until not too long ago, | sang from the same
songbook as an enthusiastic member of the choir. Today, |
realise that the principle sounds good, but is wrong... quite

wrong.
| am reminded of the quote by American journalist HL
Mencken:

For every complex human problem, there is a
plausible solution that is simple, neat, and wrong.
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I don't know who rst stated that businesses must grow (and
by extension, that more growth is better than less growth)
and | don't know in what context, but it’s rubbish.

And what’s more, it's dangerous rubbish and has caused all
kinds of damage to business owners, their families, their
friends and society.

e idea that business must grow or else it will fail exists
alongside a number of other ideas on which we base the
management of our society. | believe the idea is closely
related to our celebrity worship culture, the Western
world’s depression epidemic and other mental health issues,
anorexia nervosa in young people and the basic belief in our
society that nothing is ever enough.

Because in the 21st century, we are never:

R 5 thin enough

R 5rich enough

R 5 good enough parents
R 5 educated enough

R 5 successful enough

R 5 beautiful enough

R 5 clever enough.

And we are de nitely never good enough as business owners.

e measure of success for business owners is whether or
not we get to sell our business for $100 million or more.
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Or more speci cally, the role models and shining light
examples we are told we must aspire to as business owners ar
people such as Richard Branson, Steve Jobs or Larry Page,
people who started businesses and ended up billionaires.
And don't get me wrong | think they are amazing people,
no doubt about it, but I know many other people who | nd
just as amazing and just as inspiring and they will never be
billionaires, probably not even millionaires.

Let me explain how | have come to the conclusion that
business doesn't actually need to grow, with an example of
one of my clients.

| have a client who is a plumber and he has three vans on the
road and employs three people. He might end up employing
one or two more people and have one or two more vans on
the road in the next few years, but that’s probably where he
will stop growing. He may continue to operate his plumbing
business for the next 20 to 30 years and then, possibly, one
of his kids might take over, or one of his employees.

But in any case, someone will probably run the same business
more or less in the same form and the same size for the bulk
of this century and beyond.

His business isn't dying, far from it.

His business is providing him and his family and his
employees and their families a good, meaningful, rewarding
life. A life that allows him to feel proud of himself and to
look after the people he cares about and do the stu he
wants to do. His business is a perfect model of a business
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that sustains him and everyone in the business and will do
so for years to come.

“Day 723 in paradise... what'll we do today?...
Let's lie around some...ok?”

Now | haven' talked about this with my client speci cally,
but | can guarantee you that there is a small part of him
at least, the little voice in his ear, the famous critic on his
shoulder (mine is called Ted by the way... what's yours?)
who will be whispering: “You suck as a business owner”;
“Obviously you aren't tto polish a true entrepreneur’s boots,
because a proper business owner would by now have built
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the business up to at least 20 vans and he would have set ¢
big enormous goal to be dominating Sydney and Australia
in a few years, with o ces everywhere and managers and
executives... ready for a lucrative take-over by Lend Lease
or some other conglomerate like that”... “You suck.”

What does your little voice whisper
to you in the quiet moments?

We are told by all the self-development and business deve-
lopment gurus, by all the business coaches and entrepreneurs
who ‘made it’, that we have to have an abundance mindset,
that there are unlimited growth opportunities and there is
unlimited money for all of us. All we have to do is think
right and have the right attitude. As long as we have the
right entrepreneurial mindset, we can all do as the title of
one of Richard Branson’s books sugg&steew It, Let's Do

It, and we too shall have an island in the Bahamas.

Allow me to be blunt;
You will not have an island in the
bahamas, and nor will I...

And you know something? at is perfectly okay (who
needs all that sun and sand and sea without 4G mobile
reception anyway, right!).

Famous researcher, professor at the University of Houston
and author Brene Brown says in her baxdring Greatly,

How the Courage to Be Vulnerable Transforms the Way V
Live, Love, Parent, and Ledkat the opposite of scarcity
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is not abundance. She says that scarcity and abundance are
two sides of the same coin. Instead, the opposite of scarcity
is enough, or su ciency.

And it is. My client the plumber will get one or two more
vans, which will allow him to do a certain kind of work and
employ a full time admin assistant and allow him to spend
two days a week no longer ‘on the tools’ and then it will
probably be ‘enough’ for him.

at doesn't mean the business goes to sleep and stagnates...
of course not. ere are all sorts of things that can be
improved and run more smoothly in his business, there
are e ciencies to be gained and his people can get better
and develop and the business can steadily become more
pro table as well. e challenges don't stop, life doesn’t stop,
but business growth can stop.

When we are told to let go of our scarcity beliefs and
embrace the abundance mindset, we are told a fantasy. e
pressure to embrace the abundance mindset sets us up to
feel bad about ourselves, it sets us up for failure and shame.

ere is only room for one Richard Branson and one Donald
Trump on this earth and 99.99999999999 per cent of the
people on this earth are not going to become billionaires.

Neither you nor | will sell our businesses for $100 million.
is book may end up being read by 100,000 people for

example, and it is possible there might be one or two in
that group who will sell their business for some enormous
amount of money but the rest of us, all 99,998 of us will
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simply arrive at the end of our lives and have to nd another
way to measure how well we've done with the 75 years we
were given.

e entrepreneurial myth, the business growth myth has
done us all a lot of damage. We walk around with feelings
of inadequacy, guilt and shame because deep down we know
that we are not going to be the next celebrity entrepreneur.
Venture capitalists are not going to stake us with a few
million dollars, only to cash out a few years later. And so we
walk around feeling ashamed.

Stop it.

Enough is a great place to be. As Brene Brown says in her
rst TED talk... “You are enough.”

So in the last words of this book about building a Fun
Business that truly sustains you for years to come, | want to
encourage you to ask yourself what enough looks like.

In closing and before | let Joan have the last word, | truly
hope you will use this book and commit to build a Fun
Business that sustains you and everyone who is part of it
for years to come, a business that strives to be the best at
something, passionately and that makes great prots. A
business in which everyone knows what they are trying to
achieve and how. A business that has predictability built-in,
so people feel safe and know what to expect. A business in
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which you grow and blossom as a true leader, and that will
stand the test of time.

I hope you will have as much Fun as you can have with your
clothes on.

Joan’s Adventures in Small Business Land

In which Joan gets stressed again
and says: enough!

Joan and | had stopped working together regularly after
that rst year, but we kept in touch regularly and over the
following two years’ Joan’s journey continued to be amazing
and inspiring.

Once Joan had implemented all of the rst nine Truths in
that rst year, her business had taken o . At the end of year
four, Joan employed ve people and at the end of year ve
she employed 11 designers and project managers.
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But something was going wrong. Joan was slowly but surely
losing the sense of Fun she'd found again in the previous
two years and we spoke about it at length.

Joan was achieving her goals, she was making money and
she was proud of her team but something was starting to
bother her.

It turned out that the big problem was that Joan simply never
got the opportunity to do any design work anymore herself.
Joan was still passionate about design, she missed doing
it herself and even felt jealous sometimes of the designers
on her team who could spend the whole day dreaming up
amazing looking websites and beautiful things, where she
herself was going from meeting to meeting, managing and
developing and strategising. All good stu , but Joan missed
the actual design work. Besides, the business was producing
so much work these days for so many clients, she didn't even
get to see 50 per cent of the work that the business delivered
and she was feeling increasingly uncomfortable about that.

So | reminded her that it was her business rst and foremost
and if it wasn't sustaining her at some level, it needed to be
changed.

Joan felt so committed to her long term goals though that
she couldn't imagine any other way to go.

| explained that part of what was going on, | felt, was that
the little voice on her shoulder was having a eld day. It was
saying things like, “If you don’t continue growing you aren't
a proper entrepreneur,” and that now she’d committed to
the goal she couldn’t give up on it, that would be quitting
and weak.
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So | challenged her:

Who says that business needs to grow? Who says that you
must continue to chase the long term goal you set a couple
of years ago? at goal sounded like a good idea two and a
half years ago, maybe it doesn't sound like such a good idea
anymore.

| was reminded of a lovely quote attributed to Winston
Churchill, when he was sneeringly accused by a fellow
parliamentarian that he had changed his mind. To this
Churchill responded: “Yes sir, | did change my mind, as a
matter of fact | do that when | nd I'm wrong... What do
you do, sir?”

| said to Joan maybe it was time to take stock, change her
mind and reassess her goals.

So Joan did. She and her partner went away for a weekend
and spent the whole time thrashing though the various
challenges and options.

| saw her the week after and she told me that she'd decided
to shrink the business back down to about seven people and
to keep it there. At seven people and not being driven to
grow further, she could become more discerning about the
kind of clients and projects she took on. It would free her
up to do some of the design work herself again from time to
time and most importantly maintain an overview of all the
work that the business carried out.

It took Joan nearly a year to shrink down to the size she
set, but when she got there, she did nd the Fun again. A
year later she was as happy and content as she'd ever bee
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in business. She was making money, her sta were highly
motivated and engaged, her customers were all raving fans,
Joan was proud of her team and the work that was produced
and she was nding time to do some of the other things
in life she enjoyed doing, such as spending time with her
partner.

And Joan’s business was Fun and Joan's business sustaine
her and Joan's business sustained everyone... for years ftc
come.

e end.



172 Truth 10 - About Business Growth

.EXT 3TE

Here is the link to the last video of
the book, including some nal words:
www.thetentruths.com.aul/tttf/10growth

In these nal Next Steps | would like you to
spend some time becoming clear on what is most important
to you in life and what ‘enough’ means for you.

1. Read the extract of Steven Covey'’s
chapter, ‘Begin with the end in mind’.

2. In your workbook, write a one-page eulogy you
would like someone to read at your grave site.

3.  Watch the two videos by Brene Brown and
Lynne Twist listed in the resources section.

4. Brainstorm in your workbook a paragraph
about what constitutes ‘enough’ for you in
your business and what you need to achieve
in your business that would mean you would
be content with your achievements.
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e resources are also available on the video page here:
www.thetentruths.com.au/tttf/10growth and more
resources will be added from time to time:

R 5 Brene Browns TEDx talk, ‘You are
enough’http://tiny.cc/brenebrown

R 5 Lynne Twist, ‘ e soul of money,
su ciency’ http://tiny.cc/lynnetwist

R 5 Article in the Guardian newspaper: e top-5
regrets of the dyindnttp://tiny.cc/top5regrets




174 Truth 10 - About Business Growth

Remember

You are enough.
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e way out of overwhelm and towards Fun is rst of

all about knowing what to do next and feeling con dent
about your ability to carry out the next task. As | said in
the introduction, business owners often operate in a state
of overwhelm because they don't know what to do next and
even if they do, they don't feel comfortable that they know
how to do it.

ere’s a famous Chinese saying that “the journey of a
thousand miles starts with the rst step.” And although it

is obviously true, we sometimes forget we have to take the
second and the third and the fourth steps as well.

Consistency is the key; it is the one thing that makes
everything come together in the end. Just as the only way to
lose weight is to eat less today, tomorrow and the day after,
that is consistently, so you will only achieve your goals in
business if you practice consistency.

Consistency is hard

Consistency is hard for everyone, but for small business
owners it is especially hard, because you are all alone out
there. One of the things | hear most often from people new
to being a business owner is how surprised they are about
all the little things that eat their time; how hard it is to get
anything done because of the endless lists of little and big
things that need doing and that there is no one else to do
them and no one else to talk to.

As a business owner, there is no one to keep you accountable
No one will pull you into line and no one will keep you
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focused on the things that are important in the medium and

long term. No one to brainstorm with and no one to reach

out a hand to keep you steady when the oor under your
feet starts to wobble every now and then. Friends, family,
partners or sta cannot give you this kind of support.

All through this book you have been reading about Joan,
who remains a client of mine as | write this today. Joan felt
all alone and was overwhelmed when we met. Anyone who
operates on their own, in such a state of overwhelm simply
doesnt function as well as they can. eir brains just don't
operate at anywhere near optimum capacity.

But for some reason many business owners believe they
need to do it all themselves, because if they don't it means
that they failed some mythical test of entrepreneurship.

Believe me: nothing could be further from the truth. Most
business owners need external support to build a Fun
Business that sustains them for years to come, just like Joan
did.

Support can come in many forms, such as in a mentor, or in
a board of advisers (formal or informal) or in people like me.
So in the nal words in this book | urge you to go out and
nd some form of external support.

| would be very happy to talk to you about the range of
support programs | o er small business owners of course,
online and face-to-face. Please feel free to have a look at
my website www.newperspectives.com.au or contact me by
email at roland@newperspectives.com.au.
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But whether you talk to me or someone else, let me assure
you, if you truly want to build a business that sustains you
for years to come... it is so much more Fun if you don't try

and do it all on your own.

| promise you.
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.EXT 3TE

Re ect on the next questions:

1.

When was the last time you received
independent feedback from someone who
is not an employee, a friend or a spouse?

When was the last time you asked someone
for help to keep yourself accountable?

When was the last time you brainstormed a
problem with someone outside your organisation?

When was the last time someone
pulled you back on track and reminded
you where to keep your focus?
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R 5 http://www.newperspectives.com.au
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Remember

Knowledge doesn’t lead
to success... Action does.
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Roland Hanekroot
NEW PERSPECTIVES COACHING
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4: Raland Hanekroot is a small busine
mentor, coach, adviser, consultant g
sp8aker, living in Sydney, Australia.
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e FRoland founded a residential
construction company in Sydney in
2948y 80’s. When in 2003 his junior
ih oPAINer “made him an offer he could
refuse” he turned his attention to
E Foooaehing and mentoring and suppo

other small business owners.
Management
Roland founded New Perspectives
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U0 8ivth Clusson after.

nageversince he has been running
a successful practice supporting
Externai ]
small business owners to step out
¢ T0fitheir comfort zones and build
businesses that sustain them at

emeall [Bvéls:for years to come.

uthsRekanddives with his wife
in Elizabeth Bay overlooking

he $&5utiful Sydney Harbour, and
| TruRragtices internationally.
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