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Now that you have lovingly raised 
your business after reading The 
Ten Truths for Raising a Healthy 
Bouncy Business, it has become 
a ‘strapping adolescent’. 

Where to next? 

How do you help it grow and 
grow strongly into the future?

What is the stuff you really 
must know? What are the tricks 
that others before you have 
worked out? How do you avoid 
making all the same mistakes 
they have made? How do you 
avoid reinventing the wheel?

The bookstores are still no use 
to you as a time-poor small 
business owner, there is just 
so much information out there, 
where do you go next?

These second Ten Truths is 
where. Inside the next 120 
pages is everything you need to 
know to Making Your Business 
Grow. Follow the ‘Next Steps’ 
and watch your business grow 
year after year and make you, 
your employees, investors and 
customers very happy indeed.



‘Let me tell you the 11th Truth: Your success depends on your thirst 
for learning. The knowledge you need is in The Ten Truths and now 
its rests in your hands, literally.  Learn from what this book teaches, 
�F�O�L�L�O�W���T�H�E���S�T�E�P�S���I�T���G�U�I�D�E�S���Y�O�U���T�H�R�O�U�G�H���A�N�D���l�N�A�L�L�Y���B�U�I�L�D���T�H�E���B�U�S�I�N�E�S�S��
you envision.’

Mike Michalowicz, Author of The Toilet Paper Entrepreneur & The 
Pumpkin Plan

‘Very impressive. The Ten Truths for Making your Business Grow is 
a no-nonsense book full of powerful knowledge and stories that will 
help you understand how to guide your company to its full potential.’

Frederick Marcoux, Owner of BNI in Australia 

�@�4�H�E���l�R�S�T��Ten Truths showed business owners how to lay a rock-solid 
business foundation—now, The Ten Truths in Roland Hanekroot’s 
latest book will empower you to ‘build the house.’  Work through 
the ‘next steps’ outlined in these pages one by one and watch your 
business take off!’ 

Ivan Misner, Ph.D., NY Times Bestselling Author and Founder of 
BNI®

‘To be successful managers and entrepreneurs we must keep 
educating ourselves. If you can pick up a book and get one good 
point out of it to help you make your business a success, then it has 
been worth your time. The Ten Truths is an easy to understand book 
that is full of those good points. I was unable to put it down until I 
read it to the end. If you can go into work each day mindful of These 
Truths, you are bound to be a success.’

Gordon Slater, Chairman, Byron Bay Cookie Company

�@�)�N�� �4�H�E�� �4�E�N�� �4�R�U�T�H�S���� �2�O�L�A�N�D�� �(�A�N�E�K�R�O�O�T�� �R�E�V�E�A�L�S�� �T�H�E�� �S�P�E�C�I�l�C�� �R�E�S�U�L�T�S��
orientated actions you need to take if you want a ‘healthy growing 
business’. After reading this book, you will approach your business in 
a completely different manner. If you follow the 10 principles as laid 
out, success is almost guaranteed.  It should be compulsory reading 
for any small business owner’

Tim Callcott, Principal of Focus Growth Strategies, helping 
accountants create a better Practice



‘In times when there is a lot of noise out there on improving business 
�P�E�R�F�O�R�M�A�N�C�E���I�T���S���G�R�E�A�T���T�O���H�A�V�E���A���B�O�O�K���L�I�K�E���T�H�I�S���T�O���C�O�N�l�R�M���A�C�T�I�O�N�S���W�E��
know are right and spread new light on ways to apply them. Try this, 
open Roland’s book three times at random and read one page. I’ll 
�B�E�T���Y�O�U���W�I�L�L���l�N�D���A���V�A�L�U�A�B�L�E���I�N�S�I�G�H�T���O�N���I�M�P�R�O�V�I�N�G���B�U�S�I�N�E�S�S���R�E�S�U�L�T�S���T�H�A�T��
applies directly to you.’

Rich Armstrong, President, The Great Game of Business

�@�!�F�T�E�R�� �W�O�R�K�I�N�G�� �W�I�T�H�� �2�O�L�A�N�D�� �A�N�D�� �R�E�A�D�I�N�G�� �H�I�S�� �l�R�S�T�� �B�O�O�K�� �M�Y�� �D�E�S�I�G�N��
�P�R�A�C�T�I�C�E���H�A�S���G�R�O�W�N���F�R�O�M���A���S�M�A�L�L���T�O���M�E�D�I�U�M���S�I�Z�E�D���H�E�A�L�T�H�Y���P�R�O�l�T�A�B�L�E��
business. This was the perfect book to answer the question ‘what 
next’? Once again, Roland has turned complex topics into an easily 
read set of Truths and steps. I look forward to working through each 
of the Truths with my staff in our weekly huddles.’

Mathew Stubbs, CEO of Stubbs DesignTribe in Sydney

‘The 10 truths capture and articulate effectively the critical success 
factors and disciplines needed to grow a sustainable business - a 
simple yet thought provoking and action orientated read.’

Adam Dierselhuis, Director of O’Connells OBM Brisbane

‘This is a book that should be on every small business owner’s lists 
of must reads. It is informative, easy to read and extremely user 
friendly. There are many books that bombard business owners 
with theory but do little to help with practical implementation. This 
book does and does it ever so well. I recommend The Ten Truths to 
anyone looking to take their business to the next level.’

Paul Dunn, Director and Business Coach, Belief First
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Why this book?

Since the publication of my �rst book, �e Ten Truths for 
Raising a Healthy Bouncy Business, I have consistently had 
two kinds of feedback. First, many business owners have 
thanked me for putting together a business book for the 
average business owner and entrepreneur - as opposed to 
the average MBA student. Most entrepreneurs are neither 
students nor academics; they roll up their sleeves and get 
stuck into it. �e word ‘entrepreneur’ comes from the French 
verb ‘entreprendre’ and literally means ‘to undertake’, and 
not to read about it, or to sit around and think about it, or 
to discuss it and study it.  

�e second bit of feedback that has come through 
consistently has been in the form of a question. Namely, 
“when does the second book come out for those of us who 
have understood and integrated the �rst Ten Truths into 
our businesses and are now ready to take it up a couple of 
notches?”

So this is it

Once you have integrated the original Ten Truths and raised 
a Healthy Bouncy Business, you may decide that your pre-
pubescent business is ready for a growth spurt, and to go 
from crawling to running.

�ese then are the next �e Ten Truths for you. 

If you are determined to grow your business by at least 20% 
for the next �ve years, you will want to come to terms with 
the next Ten Truths - for Making Your Business Grow - and 
integrate them as well.
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For those of you who read my �rst book, you will remember 
Little Richard (no relation) and how he retired to the 
Bahamas at the end of the book. Well Rich decided to come 
back from the Bahamas, and kick it up a notch. A few years 
older and wiser he is taking his original business idea into 
2012 and beyond and ends up taking up hobbies not too 
dissimilar to his name-sake again by the end of the book.

Warning:

�e Ten Truths for Making your Business Grow do not supersede 
the �rst Ten Truths.... You have to understand that the �rst Ten 
Truths are the bottom line... Every healthy sustainable business 
has understood and implemented those Ten Truths; they are 
the foundation on which you can start to build accelerated 
growth. Be careful not to skip even one of them in your rush 
to grow, because you will falter.

Most of the following Truths are about similar ‘topics’ to the 
�rst ones, they might deepen the topic or bring some ‘advanced’ 
learning. Some Truths are about entirely new topics. 

Acknowledgements

As I mentioned in my �rst book, I don’t believe there is a lot of 
original knowledge in this world and I myself lay claim to very 
little of it. Most insights are at best an incremental variation 
or advance on what others have seen before and most books 
simply re-package knowledge that has been around for a long 
time already. 

�ere is nothing wrong with re-packaging knowledge. 
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Explaining something in a new context, in a di�erent language, 
and using new analogies can foster new understanding - and 
speak to a new group of people who might otherwise not have 
been introduced to this knowledge.

I consider myself mostly a packager and a translator. I have 
read hundreds (perhaps even thousands) of books, articles and 
blogs about business, change and coaching related topics over 
the past 25 years. Insights and ideas I have, and knowledge I’ve 
gained, are therefore �rmly based on the knowledge and ideas 
of others. 

What I hope to do in this book, as I did in the �rst Ten Truths, 
is to gather the most important insights of the last 100 years 
about what it takes to build strong, sustainable businesses in a 
form that works and is useful for the people I work with.

Sadly, my brain hasn’t the capacity to recall where all the stu� I 
know comes from. �ere are many books, resources and people 
who have had an in�uence on the creation of this book that I 
can’t name. I hope I will be forgiven. �ere are a few authors 
and books, however, which stand out. In no particular order:

�R�5 Bo Burlingham: Small Giants, Companies �at Choose 
to be Great Instead of Big

�R�5 Chan Kim and Renee Mauborgne: Blue Ocean Strategy

�R�5 Chris Zane: Reinventing the Wheel

�R�5 Gary Erickson: Raising the Bar

�R�5 Jack Stack: �e Great Game of Business, and A Stake in 
the Outcome

�R�5 Jason Fried and David Heinemeier-Hansson: Rework
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�R�5 Jason Jennings: It is not the Big Who Eat the Small, It is 
the Fast Who Eat the Slow

�R�5 Jim Collins: Good to Great and Built to Last

�R�5 John Case: Open Book Management and �e Open Book 
Experience

�R�5 Mike Michalowicz: �e Toilet Paper Entrepreneur

�R�5 Seth Godin: just about anything he has written

�R�5 Simon Sinek: Start with Why

�R�5 Verne Harnish: Mastering the Rockefeller Habits

 
I will refer to some of these books again in the Resources 
sections of each of the Truths, but all of them are worth reading 
for no other reason than that they are brilliant.

Besides the kind of knowledge and experience that comes from 
books, the inspirational small business owners who are my 
clients have taught me more than anyone else, and continue 
to do so every day.

I love youse all.
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How to Use This Book:

Each of the chapters is about one of �e Ten Truths and follows 
the same structure:

1. �e Truth

2. Explanation of �e Truth

3. A real life story illustrating �e Truth  or part of it

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

5. A series of Resources for further reading, watching 
and listening to support a deeper understanding of  
�e Truth

�R�5A �nal ‘food for thought

To get the most out of this book, follow the instructions in the 
Next Steps sections. Get yourself a nice workbook, answer all 
the questions - one at a time, and actually write the answers 
out long hand -, and commit to action the small �nal step at 
the end of the Next Steps. You will be surprised what positive 
di�erences this will start to make for you.

Feedback, Questions, Comments & Support

I would like to talk to you to explore if either the Small Business 
Bootcamp™ or �e One Page Growth Program™ may be what 
you need to support the health or growth of your company 
over the next few years. I would also love to hear your feedback 
on either of �e Ten Truths books. I will be more than happy 
to answer any question you have about the tools or resources 
throughout this book.
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I would especially like to hear your success stories about 
implementing any of �e Ten Truths. 

To get in touch, simply drop me an email to  
roland@thetentruths.com.au or head to the 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 
website at www.newperspectives.com.au 

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

From time to time I will make more resources and tools 
available through �e Ten Truths website, and under the �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: I have again decided to refer to business 
owners in this book as male (he, him, his). I could just as easily 
have chosen to make the business owners females. As a matter 
of fact, I have as many female as male clients. I believe more and 
more women start and raise very successful small businesses as 
it becomes clear that being the owner of a business is a pretty 
e�ective way to avoid the glass ceiling.

�e world’s favourite editor Amanda Crawford has weaved 
her magic again – www.periplum.com.au

My gorgeous and amazing wife Daniela Cavalletti removed 
my idiosyncratic punctuation and spelling (read ‘bad’) –  
www.cavacom.biz
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Emma Firns created the illustrations, graphics and designed 
the book – e�rns@gmail.com

Of course, any errors are mine and mine alone.





About Vision

Healthy Growing Businesses have 
a Purpose for Existing far beyond 
Maximising Shareholder Value

TRUTH 1
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Where Are We Going?

What do we want? We want meaning! 
When do we want it? Now!

Accelerated sustainable growth starts with Values, Beliefs, 
Principles and Purpose. �ere is no substitute for being part of 
a company that is infused with a strong and unwavering sense 
of Purpose. 

To imagine that in the 21st century you can grow 20%, 40%, 
100% or more a year, year in year out, with no other aim in 
mind than to ‘maximise shareholder value’ is simply short-
sighted and nonsense.  Also, don’t forget that some of the 
greatest excesses and corporate disasters of the end of the 20th 
and start of the 21st century eventuated through the relentless 
and blinkered focus on that simplistic mantra.

Pro�t and shareholder return are important in business (see 
Truth 4: About Money), but as a secondary focus only. 

Pro�t is like the food and water of your company, or as 
business guru and bestselling author Jim Collins says: “pro�t 
is your lifeblood and cash is your water”. Human beings need 
food and water to survive and to make good on our Purpose 
in life. Good food and good drink also provide some of the 
greatest joys for people, but eating and drinking are not our 
Purpose in life (however much a cold beer on a hot summer’s 
day at the cricket might tempt us to think we are in touch with 
something great and good). 

Similarly, businesses need pro�t and they need cash. Without 
pro�t and without cash businesses cannot survive. Minimal 
pro�t and cash can stunt a business’s growth, and without 

Vision
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CASH

PURPOSE

PROFIT

enough pro�t and cash the business will not be able to make 
good on its promise and ful�l its Purpose.

�e Purpose of healthy growing businesses is therefore 
something greater and more meaningful to all of the 
stakeholders than ‘maximising shareholder value’.

Customers, sta� and shareholders want to do business with 
you, work for you, or invest in you because it is abundantly 
clear what your business stands for, what beliefs it holds, and 
why it exists on this earth.
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Josh, Carla and Ben’s Excellent Adventure 

Once upon a time, a long long time ago in a country not unlike 
Australia, I worked with Josh, Carla and Ben who had started 
an entertainment business in a big capital city. �e business 
created parties, festivals and other events, and either sold those 
to bars and clubs or put them on themselves and marketed the 
happenings to young people all over the world.

�e problem was that although there was no shortage of good 
ideas in the business, most projects didn’t get o� the ground 
quickly enough, and all kinds of projects stalled before they 
were implemented.

�e three partners came to realise that they had never 
actually agreed and become clear amongst themselves what 
the business was actually about. �ey didn’t have a shared 
vision for the business beyond making money and having fun. 
With that kind of thinking, any project would be a potential 
opportunity, and they had no way of deciding what was right 
for the business and what wasn’t.

So the guys set out to develop a common Purpose and vision 
for the business. And they did: they agreed that what their 
business stood for was to create ‘�e Coolest Backpacker 
Parties In Australia’.

Now, a year later, the di�erence is amazing. Every idea that 
comes up is discussed and the one question: ‘Will this be one 
of the coolest backpacker parties in Australia?’ quickly helps 
them decide whether to focus their energy and resources on 
the project or not. Growth in the year since has exceeded 100%.

And Josh, Carla, Ben – and thousands of backpackers – are 
living happily every after.
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Next Steps 
 
 
 

1. Get yourself a nice, blank A4 or A5 workbook to carry 
out the Next Steps at the end of each of the chapters.

2. Label the �rst page with the words Purpose or Vision 
or Mission or Why or all of the above

3. Write down the answers to each of the questions 
below, in long hand:

�R�5 Why does your business exist? Why would 
anybody else care about that (customers, sta�, 
shareholders, suppliers, the community)?

�R�5 If we asked your sta� the same question, how 
would they answer?

�R�5 And how would your customers answer it?

�R�5 What gets you most excited in your business? 
What do you get out of bed for every morning?

�R�5 What are your top �ve personal Values and how 
are they re�ected in your business?

�R�5 Are any of those Values in con�ict with the 
Purpose of the business and how it runs?
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4. Draw a line across the page and label it like so:

5. Rate your business on this scale for the clarity of your 
Business Purpose. In all scales, ‘10’ is the best you could 
imagine being, and ‘0’ is as bad as it could be.

6. What steps are you prepared to commit to, to move 
your business one increment up the scale you drew 
above in relation to the clarity of the Purpose of your 
business?

7. Organise to take your best friend or most valued 
business mentor to lunch, and work with him or her 
through these questions. Dig into these questions 
as deep as you can and get as clear as possible. 

0 5 10
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Resources

 

�R�5 http://www.thetentruths.com.au/resources/Purpose/

�R�5 Jim Collins Building Your Company’s Vision:  
http://tiny.cc/hbr-vision

�R�5 Sample Prosperity Plan, �e Toilet Paper Entrepreneur - 
follow this link:  
http://www.toiletpaperentrepreneur.com/resources/
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Remember 
 
 
 

“Customers don’t buy what you do; 
They buy why you do it.”  

– Simon Sinek



About  
Planning

Healthy Growing Businesses have 
a 5-10 year Strategic Plan that is 
Rewritten every 3 and 12 Months

TRUTH 2
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How Are We Going To Get There?

�e only reality is this current moment, but only by preparing 
for the future can we get the most out of it when it becomes real.

�ere is only one way to get where you are going, and that is by 
starting out knowing where you want to go. �e Cheshire Cat 
in Alice in Wonderland said it best: “Well, my dear, if you don’t 
know where you are going, any road will do.”

Planning is crucial to achieving long-term sustainable growth 
targets. �e problem with strategic plans is that they tend to 
be out of date the moment they are printed. �e mistaken 
conclusion many business owners draw from this fact, is that 
planning is a waste of time. �e right conclusion is in fact the 
opposite: we must always be planning. �e value of creating a 
Strategic Plan is in the ongoing process of planning.

�e diagram shows the most powerful planning model that 
exists. �is is how it goes: we start a plan from our personal 
Values and Beliefs (the CEO, partners, managers and 
potentially the whole of the company), from which we distil 
our Corporate Values and Beliefs, and then our Purpose and 
Guiding Principles (or Immutable Laws).

Our Purpose and Immutable Laws frame ‘How we do 
things around here’ and ‘How we make decisions’. With that 
foundation in place, we create our long term Vision or ‘Big 
Hairy Audacious Goal’ (the BHAG, pronounced Bee-hag, as 
christened by Jim Collins). �e Vision/BHAG is an enormous 
inspirational statement about how life, business and the world 
will look in ten to 25 years.

ision Planning
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Corporate Values and Beliefs

Purpose and Immutable

BHAG Brand 
Promise

Celebration!

Personal Values

Target Key 
Strengths

Goal Key 
Priorities

Milestones

From the BHAG, via in-depth analysis of our Strengths, 
Weaknesses, Opportunities, �reats (SWOT analysis) and 
potential bottlenecks, we develop our 3 to 5 Year Target: 
‘Where do we want our company to be in three to �ve years?’

Finally the Target leads to this Year’s Goals, then our Quarterly 
Milestones and Monthly Priorities.
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Monthly Priorities lead to our actual Daily and Weekly Action 
Steps.

�e Plan is the one tool that is used to determine roles, 
responsibilities and accountability, and it is the one instrument 
that creates focus and sets direction. It is visible to everyone 
in the company and provides a ‘Line of Sight’ connection 
between everyone’s individual daily activities and company-
wide outcomes. It is the reference frame within which it is 
possible for everyone to know whether the business as a whole 
is ‘winning the game’. (also see Truth 9: About Sta�).  

And every three months we adjust, edit and manage the Plan; 
and every year we rewrite the Plan completely. As a matter 
of fact, as Verne Harnish in Mastering the Rockefeller Habits 
states, if our planned and actual growth is signi�cantly more 
than 20% per year, we might have to entirely rewrite the plan 
every six months, or even every three months. 

In any case, if we �nd at our 3-monthly revisions that the plan 
is signi�cantly out of date for whatever internal or external 
reasons, we rip it up with gusto then and there - and start 
again. 

Arnold’s Excellent Adventure

Once upon a time, a long long time ago in a country not 
unlike Australia, I worked with Arnold, who owned a software 
consultancy. �e business sold high-end business software 
applications to corporate customers, consulted to these 
businesses on implementation of the applications, customised 
the software, and trained the employees of the business in its 
use.
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�e problem Arnold had, was that he was constantly involved 
at the basic levels of the business to make decisions about 
direction and priorities. His sta� simply didn’t seem able to 
consistently make the right decisions themselves.

Arnold came to realise that the reason his sta� seemed so 
challenged making decisions about priorities and direction for 
themselves, was the lack of a coherent strategic plan for the 
business. A simple plan that everyone could understand and 
could use as a kind of hand-hold.

So Arnold set out to create a strategic plan. And he did. 
�rough a six-week process, and involving his managers and 
sta� at various points, Arnold created a 5-year plan on one A3 
sheet of paper. �e plan included everything from corporate 
values at one end, through 5-year targets then, on down to 
monthly mile stones for the �rst year. 

�en Arnold blew up the plan to A1 size and stuck it on the 
wall of the boardroom, his own o�ce, as well as the lunchroom.

Every three months, Arnold and his managers went through 
the plan to re-align it, and every year the whole planning 
process was started over – involving the whole company at 
various points and producing a new 5-year plan.

Two months after the �rst plan was hung up on the company 
walls, Arnold noticed that people were starting to think for 
themselves. He was being asked less and less to make decisions 
for his managers and sta�. His managers understood what was 
required, and usually knew the right decisions to make.

Now, a few years later, Arnold has been able to focus on 
developing the business in line with each 5-year plan. �e 
business has grown consistently and strongly year in, year out; 
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and Arnold has had a number of very serious and lucrative 
o�ers to sell the business.

Arnold will clearly live happily ever after. 
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Next Steps 
 
 
 

1. Label a new blank page in your workbook ‘Planning’  
(see ‘Next Steps’ at Truth 1)

2. Answer the next questions in your workbook:

�R�5 Do you have a clear picture of where you want 
your business to be in three to �ve years? How 
about ten to 25 years?

�R�5 What is your Business Goal for this year?

�R�5 Do you have a Strategic Plan in place for achieving 
these short, medium and long-term Goals? Do 
you regularly work the Plan?

�R�5 Who else in the business is engaged with the 
Strategic Plan?

�R�5 What is the one most important thing for you to 
work on in the business in the next six months, 
for it to be a better company?

�R�5 What is the one most important thing you should 
work on in the next six months, for you to be a 
better business owner?

3. Organise a meeting with the most important people 
in your business (or even with all of them) and work 
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through these questions one at a time and get them 
engaged with the outcomes.

4. Include a SWOT (Strengths, Weaknesses, 
Opportunities, �reats) analysis as part of this meeting. 

5. Book a date in the diary in three months to have the 
next meeting to follow up and make adjustments

6. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of planning. How 
well does your business perform in this area?

7. What is one small step you are prepared to commit to, 
which will move your business one small increment up 
the planning scale?

8. Write this action down, announce it to your favourite 
business adviser, and agree to be kept accountable to 
this action.

0 5 10
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�R�5 http://www.thetentruths.com.au/resources/planning/

�R�5 Extended SWOT analysis worksheet: 
http://www.thetentruths.com.au/
Downloads/SWOT-extended.pdf

�R�5 Blank Template of ‘�e New Perspectives One 
Page Growth Plan’: http://thetentruths.com.au//
Downloads/�e-One-page-growthplan.pdf

�R�5 Business Plan template from the Tasmanian 
Government:  http://www.thetentruths.com.
au/Downloads/businessplan_tas_gov.dot

�R�5 One of my favourite business books: Rework by 
David Heinemeier Hansson and Jason Fried, 
speci�cally the chapter Planning is Guessing

�R�5 �e Toilet Paper Entrepreneur - you don’t need a 
business plan to start a business and other things you 
don’t need: http://thetentruths.com.au/Downloads/
planning/TPE-you-don’t-need-a-business-plan.pdf

Resources
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Remember 
 
 
 

Planning is a verb, not a noun:  
Always be planning.



About  
the Numbers
Healthy Growing Businesses 

Manage the Numbers –daily, weekly, 
monthly, quarterly and yearly

TRUTH 3
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How Are We Doing?

Jack Stack: ‘Numbers tell Stories about people’

Business is all about the numbers. Business owners of healthy 
growing businesses understand that, because numbers tell the 
stories of the business.  

Numbers tell stories about people, and numbers tell stories 
about the future. Numbers tell you if you are going to meet 
your Goals, and numbers tell you what needs to be done to 
make sure you do - and hence numbers are your path to your 
Purpose. 

It is absolutely no use thinking that the numbers can be left to 
the �nancial brains, the accountant and the bookkeepers, and 
other clever people like that. It is one of the greatest mistakes 
a business owner can make. �ese clever people have to be 
engaged to produce the numbers, that is what they are so 
clever about. But the decision makers have to decide which 
numbers they need to see - daily, weekly and monthly - and 
what to do with them.

�ere are all sorts of numbers. Simple numbers like the daily 
bank balance, or the number of boxes shipped that day, or how 
many jobs the varying crews have carried out that day or week; 
and complicated numbers that are derived from formulas 
from a few di�erent numbers, such as a ‘debtor days’ ratio, or 
a ‘return on capital’ ratio, or an average customer satisfaction 
rating, compiled from various sources.

�ere are some numbers that need to be seen every day, many 
need to be looked at weekly, others again can only be obtained 
monthly, and some only once a year. 

Planning Numbers
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�e secret to working the numbers in the business is to make 
sure the numbers are produced as soon as possible to the actual 
events. Weekly numbers that arrive a week after the fact are a 
lot less useful than weekly numbers that are on your desk the 
next morning. 

Above all there is one (sometimes two) ‘Critical Number’. 
�is is a number that is decided on in the annual strategic 
planning process (see Truth 2: About Planning) as representing 
the one big focus for the year. It is the one number that, if you 
gain control over it, has the biggest impact on the health and 

CRITICAL NUMBER

Numbers Numbers Everywhere 
and not a beancounter in sight. 
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growth of the business. Some years the Critical Number might 
be Net Pro�t, other years it might be Cash Reserves, other 
years it might be a number to do with diversi�cation of the 
business, or market share, or product range, etc.

Besides the Critical Number, every Strategic Plan will include 
two to six ‘Smart Numbers’ or ‘Ratios’. Smart Numbers are 
company-wide ratios that have a direct impact on the Critical 
Number. For example, if the Critical Number for a particular 
year is decided to be a measure of liquidity, cash in the bank, 
for example, a number that has a direct impact on cash in the 
bank is a ratio that is known as the ‘Debtor Days Ratio’. �e 
Debtor Days Ratio is a measure, expressed in days, of how 
long it takes on average to collect payment from customers. A 
Debtor Days Ratio of 36.5 means that it takes your company 
on average 36.5 days to get paid after raising an invoice. �e 
lower the ratio, the quicker your invoices are collected, and 
hence the quicker the cash hits the bank.

Finally, there are the departmental ‘Drivers’. Drivers are 
numbers that sta� in a department have direct control over, 
and that give them a Line of Sight connection to the company-
wide Critical Number. In the example above, a Driver could be 
the number of phone calls an accounts receivable o�cer has 
made in a week to chase up overdue accounts. �e higher that 
Driver, the quicker the overdue accounts get paid up, leading 
to lowering of the Debtor Days Ratio, ultimately leading to a 
higher liquidity, the Critical Number. 
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Ramon’s Excellent Adventure

Once upon a time, a long long time ago in a country not unlike 
Australia, I worked with Ramon, who owned a balustrades and 
pool fencing company. Ramon’s factory manufactured glass 
and aluminium components, and then installed the railings on 
commercial and residential buildings around the state.

�e problem that Ramon had, was that he seemed to have 
so little control over the quality, customer satisfaction and 
pro�tability of his contracts. E�ectively he held his �ngers 
crossed for every contract he signed.

Ramon came to realise that the old saying ‘what gets measured 
gets managed’ had a lot of value. He was simply not able to 
keep his sta� accountable for the quality or the speed of their 
work. In the o�ce, he had no measures in place in relation to 
scheduling, paperwork and accuracy of estimating. Nor did he 
have any Key Performance Indicators (KPIs) established with 
his teams in the factory or his guys on site in relation to speed, 
quality and cleanliness.

Ramon set out to develop a series of KPIs for each of the facets 
of his business, with the full involvement of his sta�. He decided 
to brainstorm the development of the Drivers with all of his 
employees so that there would be broad understanding and 
agreement on the measures of ‘Great Work’. �ose measures 
that had a direct impact on the quality of the balustrade 
projects that the company delivered - and hence on customer 
satisfaction.

So Ramon organised meetings with sta� members in each 
department and asked them three questions:
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1. What can we all agree on to be the three most 
important aspects of the work you do?

2. What can we all agree on what Great Work, in respect 
of those three aspects, looks like?

3. How shall we all agree to measure what Great Work 
looks like for those aspects of your work?

Ramon now has 15 numbers that he and his manager and 
foremen use to measure the quality and pro�tability of the 
projects. His manager, foremen and other sta� love the clarity 
of knowing exactly what Great Work looks like. Because most 
people actually really enjoy doing Great Work, given half a 
chance.

Ramon’s company, in the meantime, is growing in leaps and 
bounds. And Ramon is living a lot more happily ever after 
than he had been for a long time.
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Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label 
a new blank page ‘�e Numbers’ (see ‘Next Steps’ at 
Truth 1)

�R�5 What do you measure in your business, daily, 
weekly, monthly, and yearly?

�R�5 What is the one number that, if you gained 
control over it, would have the biggest positive 
impact on the health and growth of the business?

�R�5 What critical functions of the business are you 
not measuring at all?

�R�5 Write a list of 25 things you could measure in 
your business (even if you are not quite sure how 
yet).

�R�5 Pick one item of this list of 25 and implement a 
measuring system (with regular reporting) for it 
in your business, this week.

2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of numbers: How 
well does your business perform in this area?  

0 5 10
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3. What is one small step you are prepared to commit to, 
which will move your business one small increment up 
the ‘numbers’ scale?

4. Write this action down, announce it to your favourite 
business adviser, mentor or coach, and agree to be kept 
accountable to this action by a speci�c date.
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Resources

�R�5 http://www.thetentruths.com.au/
resources/�nger-on-the-pulse/

�R�5 Sample dashboard from �e Toilet Paper 
Entrepreneur:  http://thetentruths.com.au/
Downloads/dashboards/TPE-Daily-Metrics.pdf

�R�5 Bill Collier, What’s your Number:  
http://ggobstl.wordpress.com/

�R�5 Dashboard template spread sheet by Stacey Barr:  
http://thetentruths.com.au/Downloads/
StaceyBarrDashboard.xls
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What gets measured  
gets managed, and what gets 

inspected gets respected.

Remember 
 
 



About Money

Healthy Growing Businesses make Great 
�0�R�O�l�T���A�N�D���B�U�I�L�D���'�R�E�A�T���#�A�S�H���2�E�S�E�R�V�E�S

TRUTH 4
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Are We Winning?

Money tells us how we are playing the game.

I mentioned in Truth 1 that making pro�t cannot be the 
abiding Purpose of a business, and that is a fact. Healthy 
Growing Businesses are highly pro�table, however. Because 
to do great things in business, you need to make money so you 
can use those pro�ts to pay investors a reasonable dividend, 
and to have money available to invest in the growth of the 
company. 

Healthy Growing Businesses are also companies that other 
people want to invest in, banks want to loan money to, and 
great people want to work for. �ese are all conditions for 
accelerated and sustainable growth, and pro�t is a prerequisite 
for all of these conditions.

Healthy Growing Businesses �nd out what the benchmark 
pro�tability in their industry is and strive to exceed that 
percentage by at least 50%. 

Money

IN OUT

RESERVE
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Besides a focus on pro�t, healthy growing businesses also build 
signi�cant cash reserves. A solid cash reserve allows you to 
dance to your own tune, rather than to that of your investors or 
your bank. Having a signi�cant cash reserve means you are less 
vulnerable to the sometimes wild and unpredictable swings of 
the market and economy from time to time. Cash reserves also 
allow you to move quickly when an opportunity presents itself, 
such as acquiring a competitor or making some other kind of 
strategic investment. With little or no cash in the bank you 
would need to go to the bank to apply for �nance, and by the 
time that has been approved and organised the opportunity 
may have passed.

One of the legacies Steve Jobs left Apple was a cash reserve of 
some $75 billion. �is means that the Apple leadership can do 
whatever it wants and gain the best �nance, supply terms, and 
attract the best people available.

Mike Michalowicz suggests in �e Toilet Paper Entrepreneur 
to use a ‘Pro�t First’ account in which you deposit your pro�t 
margin (or part of your pro�t margin) of every dollar you 
collect as soon as you collect it, religiously.

Danny’s Excellent Adventure

Once upon a time, a long long time ago in a country not unlike 
Australia, I worked with Danny, who owned a residential 
building company. Danny’s company was very busy and in 
demand with homeowners in upmarket inner city areas, to 
build renovations and new homes.

�e problem that was bedevilling Danny was this: Danny’s jobs 
were pro�table and the company as a whole was also pro�table, 
but he always found himself short of cash to pay his bills when 
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they fell due. In the building industry in Australia, paying your 
suppliers, and especially your subcontract tradespeople, on 
time is one of the major factors that determine which of the 
projects on his books a subcontract tradesman gives priority to. 
If you are the most reliable and quickest payer, your jobs will be 
built quickest and smoothest as well.

Danny came to realise that his cash shortage was severely 
restricting his ability to grow the company, and he needed 
more working capital to fund the growth. �e bank took one 
look at Danny’s balance sheet however and made it clear that 
the only way they would be prepared to loan him the money 
he needed, was by taking a second mortgage on his home. �is 
meant that the renovations that Danny and his wife wanted 
to carry out on their own home would have to be put o� for 
a while.

Reluctantly Danny went ahead and obtained the �nance he 
needed this way. On the day the �nance came through Danny 
made himself a promise: in the next two years he would turn 
the company around to such an extent that the bank would be 
happy to furnish him with the �nance he needed solely based 
on the strength of the company balance sheet.

So Danny created a ‘Pro�t First’ account (PFA) and decided 
that from that day on 5% of every deposit made into his bank 
account would immediately be transferred to the PFA. �e 
PFA would be a long-term investment account that couldn’t 
be touched except in dire emergencies. He gave his trusted 
accountant control over the account.

Two years later, Danny’s PFA had accumulated nearly $200,000. 
So when he went to see the bank they fell over themselves to 
provide him with all the �nance he asked for. Danny now has 
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a $500,000 working capital and overdraft facility purely based 
on the strength of his balance sheet. 

Danny’s company has grown solidly for the past �ve years, and 
his projects are given priority by all of his tradies.

Danny and his family lived happily ever after in their newly 
renovated home.
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Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label a 
new blank page ‘Money’  (see ‘Next Steps’ at Truth 1)

�R�5 Do you know what the average net pro�t percentage 
for your industry is?

�R�5 Does your business do better than this percentage?

�R�5 Are you always able to pay your debts as and when 
they fall due?

�R�5 Can you forecast your cash �ow and cash needs; 
and are you achieving your targets?

�R�5 Do you have a way of knowing what the most 
pro�table and the least pro�table operations of your 
business are?

�R�5 Do you have adequate �nancial resources to fund 
your current growth?

�R�5 Have you made an informed assessment of the 
�nancial resources you will need to fund your 
planned growth over the next three years?

�R�5 What needs to happen to ensure you get those 
resources in place at a reasonable and a�ordable cost 
to the business?
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2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of money and 
�nancial management. How well does your business 
perform in this area?   

3. What is one small step you are prepared to commit to 
that will move your business one small increment up the 
money management scale?

4. Write this action down, announce it to your favourite 
business adviser or coach, and agree to be kept 
accountable to this action by a speci�c date.

0 5 10
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Resources

�R�5 http://www.thetentruths.com.au/resources/�nance/

�R�5 �e lovely Little Pebbles Make Big Ripples tool:  
http://tiny.cc/little-pebbles

�R�5 Great, easy tool to determine your �nancial 
strengths from the Tasmanian Government: 
http://tiny.cc/cash�owsheet

�R�5 Nice breakeven analysis tool from E-Myth:  
http://tiny.cc/emyth-breakeven
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Remember: 
 
 
 

Cash is the lifeblood  
of your business.

Remember 
 
 





About  
Predictability

Healthy Growing Businesses 
have Rhythm

TRUTH 5
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Are we doing what we are supposed to?

A mark of a good manager is how rarely 
he has to extinguish brush �res.

Healthy Growing Businesses might be exciting places to 
work, but they are also regular and predictable places. Healthy 
Growing Businesses are not managed ‘by the seat of their pants’, 
nor is there an atmosphere of constant crisis management. 
Predictability is achieved through having a company-wide 
focus as designed in the Strategic Plan (see Truth 2), and by 
having a system of highly e�ective and e�cient meetings that 
the whole of the company is involved in at some level.

�ere are many possible systems. One could be a system of 
weekly half-hour company-wide huddles, leading to monthly 
delegated meetings and quarterly plan re-alignment meetings; 
as well as company-wide revisions of the last quarter and 
celebrations of wins (see also Truth 9: About Sta�). 

�e important things to remember about meetings are: 

�R�5 Regularity and consistency. If you are going to have a 
daily meeting, you best make sure it actually happens 
daily and at the same time, following the same agenda.

�R�5 Insist that those who are expected to be at the meeting 
are there (via Skype if need be), rain, hail or shine, on 
time and with their phone o� for the whole of the 
meeting.

�R�5 Only have people at the meeting who should be there 
because they have ownership of one or more of the 
numbers discussed in the meeting.

Vision

Predictability C
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�R�5 Have a clear, tight agenda that is followed every time.

�R�5 No detailed discussions in the meetings: detailed 
discussion are to be taken o�-line.

�R�5 Have a system for keeping everyone accountable, 
be it through minutes or another method, so that 
decisions made in meetings are assigned to someone 
and followed up.

Predictability is about more than holding regular meetings. 
Healthy Growing Businesses foster a culture of predictability 
in all their processes such as: Predictability is about more than 
holding regular meetings. Healthy Growing Businesses foster 
a culture of predictability in all their processes such as:

�R�5 Systematic professional hiring practices, so 
that decisions about when and who to hire are 
understandable.

�R�5 Regular, professional and constructive performance 
reviews and coaching with all sta�, at all levels.

�R�5 Clear career development paths and opportunities.

�R�5 Clearly de�ned and written roles and responsibilities.

�R�5 Measurable targets, KPIs for all sta�. Clear de�nition 
of what constitutes ‘Great Work’ around here.

�R�5 Clear policies, guidelines and expectations around 
behaviour, with everyone at all levels expected to ‘walk 
the talk’.

�R�5 Sensible, understandable and common sense HR 
policies.
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Predictability

�R�5 �e Strategic Plan is treated as ‘�e Bible’ for all 
decision making. At all levels of management, �e 
Plan is the �rst reference for all decisions, actions and 
policies.

Healthy Growing Businesses practice the opposite of knee-jerk 
reactions. �is doesn’t mean that healthy growing businesses 
are slow and bureaucratic, far from it. Healthy Growing 
Businesses act swiftly and most often pro-actively. Healthy 
Growing Businesses are trailblazers, because they are always 
planning (see Truth 2). Because they are always planning, 
Healthy Growing Businesses are prepared for most things and 
can make sensible and quick decisions when opportunities 
arise. 
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Anthony, James and Rachel’s 
Excellent Adventure

Once upon a time, a long long time ago in a country not 
unlike Australia, I worked with Anthony, James and Rachel 
who owned a civil engineering company with an o�ce in 
Sydney, one in Melbourne, and 12 sta� in addition to the three 
partners.

�e problem the three partners had was that the left hand 
often didn’t seem to know what the right hand was up to, or 
had been up to last week. �e partners and a lot of the sta� 
were forever travelling between Sydney, Melbourne and other 
parts of the country, and there were a lot of double handling 
and ine�cient work practices of all kinds. What was worse, 
was that a culture of ‘Us against �em’ between Melbourne 
and Sydney was developing and a lot of negative competition 
took place amongst the various teams.

�e partners came to realise that the situation was untenable 
and hindering their growth potential enormously. �ey 
decided to �x the situation by focusing on building better 
communications and by creating common goals and focus. 
And by putting in place systems for keeping each other �red 
up about those goals, and accountable to the agreed outcomes.

After developing a comprehensive strategic plan in a similar 
manner as described in Arnold’s Excellent Adventure in Truth 
2, the partners instigated a weekly company-wide meeting via 
Skype, every Tuesday morning at 9.00 am. Attendance at the 
meeting was compulsory for all partners and sta�. �e agenda 
included reporting - on a scoreboard that was visible for 
everyone - on the key indicators of the health of the company, 
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and forecasting next week’s indicators. All ‘live’ projects were 
brie�y discussed, and challenges and wins reported. 

Once a month the partners would hold a further meeting with 
the Sydney and Melbourne Senior Associates where more 
time was spent allocating resources, scheduling projects, and 
brainstorming di�cult challenges.

In this manner and in a very short time they could tell from all 
indicators that the company was starting to turn around, and 
that everyone was pulling in the same direction.

Two years later the partners took on a fourth partner, Daniela, 
and opened an o�ce in Brisbane; another o�ce in Perth 
followed soon after.

And Anthony, James, Rachel, and Daniela all lived happily 
ever after.
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Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label a 
new blank page ‘Rhythm’ or ‘Predictability’ (see ‘Next 
Steps’ at Truth 1)

�R�5 When was the last time you met with your whole 
sta�? When will you meet with them again?

�R�5 How often do you meet with your direct 
managers?

�R�5 Do you have an agenda and a speci�c timeframe 
for these meetings?

�R�5 When was the last time you and your management 
team consulted your Business Plan, Strategic Plan 
or Marketing Plan before making a decision?

�R�5 Have you identi�ed (in a plan or other such 
document) who you want to do business with and 
sell to - and who you don’t?

�R�5 Is everyone in your business aware of the written 
direction and focus of the company?

�R�5 When is the last time you or your business said 
‘no’ to potential business because it fell outside 
those parameters?
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�R�5 When you hired your last sta� member, did you 
have a database of prospective employees to call 
on?

2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of predictability 
and rhythm. How well does your business perform in 
this area?  

3. What is one small step you are prepared to commit to, 
that will move your business one small increment up 
the rhythm scale?

4. Write this action down, announce it to your favourite 
business mentor or coach and agree to be kept 
accountable to this action by a speci�c date.

0 5 10
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Resources

�R�5 http://www.thetentruths.com.au/resources/predictability/

�R�5 Verne Harnish writes how Rockefeller had lunch  
with his top managers every day:  
http://amzn.com/0978774949

�R�5 Open Book Management introduction video:    
http://youtu.be/HOfXQI8c2T8

�R�5 �e SRC story and Jack Stack’s �e Great Game 
of Business: http://youtu.be/Do9zeFpBoPI

�R�5 Zingermans guide to weekly huddles: 
http://tiny.cc/zingermans-huddles

�R�5 �e Rhythm of Business by Je�rey C. Shuman:   
http://amzn.com/0750699914

�R�5 Harvard Business Review article about business 
rhythms by Ron Ashkena: http://tiny.cc/hbr-rhythm
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Remember 
 
 

If you spend a lot of time and 
�E�N�E�R�G�Y���E�X�T�I�N�G�U�I�S�H�I�N�G���B�R�U�S�H���l�R�E�S����
�Y�O�U�R���P�R�O�l�T�A�B�L�E���G�R�O�W�T�H�����I�F���T�H�E�R�E���I�S��

any at all) will be hampered.



About Customers

Healthy Growing Businesses know their 
Customers intimately and give them One 
Thing They Need Better than anyone else

TRUTH 6
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Who Are We Doing it For? 

Chip Conley: ‘Disappointment is the natural 

result of badly managed expectations’.

Customers are the people who decide whether your business 
gets to exist and thrive, and grow and pro�t. Without enough 
people who are prepared to pay money for the thing your 
business has to o�er (and to pay more than it costs you to 
deliver), you have no business. No matter how good it looks, 
how fast it goes, how e�cient it is, or how clever its concept is. 
�e customer may not always be right, but customers always 
have the �nal say.

Healthy Growing Businesses therefore take the time to 
understand their customers and their needs deeply. And once 
they do, they ask themselves how they can meet one of those 
needs better, cheaper, faster, more beautifully than anyone else 
within reach of the customer.

Some of the most inspiring growth companies in the world 
have built their expansion around just one customer need. 
Healthy Growing Businesses know that trying to be everything 
to everyone is a recipe for disaster, and usually leads to being 
nothing to anyone. Companies that do well, year after year, 
know that sometimes you have to say ‘no’ to a customer. 

Healthy Growing Businesses go to great lengths to understand 
their customers. �ey �nd out where they live, how old they 
are, if they have kids; and how many kids, how old they are and 
where those kids go to school. �ey �nd out what TV programs 
their customers watch and what they do on the weekends; and 
what their interests, their dreams and their hopes are. Above 

edictability Customers
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all, they also �nd out what the customers’ pain points are. 

For example, imagine you are a plumber and your customer 
is a much su�ering real estate agent who manages hundreds 
of rental properties. �e greatest pain point for the real estate 
agent is the time and energy taken up by irate tenants ranting 
and raving in one ear while in the other ear he has a complaining 
property owner he is trying to placate about maintenance that 
needs to be carried out. As a well-informed plumber you know 
this, and you therefore ensure that every job you are asked to 
carry out is a completely painless experience for the agent.

And further, you also know that your client the real estate agent 
is a golf enthusiast and likes to play a regular game with his 
friends on �ursday afternoons from 3 pm. As the switched-
on growth oriented plumber that you are, you ensure that any 
issues that come up in relation to your work for this customer 
are well and truly dealt with by lunch time on �ursday, so he 
won’t have to cancel his game.

Understand though that this may not be the stated ‘want’ of 
the customer, because the agent might only say that he ‘wants’ 
a low price for the work. His actual ’need’ though is to have 
the job carried out with the minimum of fuss, as quickly as 
possible, and not on �ursday afternoons so that he can use 
that time to worry about all the other properties he manages 
and enjoy his golf game with his mates.

As Verne Harnish says in Mastering the Rockefeller Habits, 
“customers will ‘want’ you all the way to bankruptcy, always 
take the trouble to dig deeper and �nd what their ‘need’ is”.
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Great 
Customer

Profession

Education

Income

Likes

Dislikes

No. of Kids

Stephany’s Excellent Adventure

Once upon a time, a long long time ago in a country not 
unlike Australia, I worked with Stephany, who owned a 
networking company. Stephany organised networking events 
and gatherings speci�cally for women. She booked speakers, 
venues and catering, and women would be invited to attend, to 
learn and to ‘network’.

�e problem Stephany had was that the business model relied 
to a large extent on making sales of ‘value added’ products such 
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as CDs, books, and training and seminar series to the attendees 
during and after the events. But not enough of these sales were 
made at the events or afterwards to generate su�cient revenue 
to attract top-line speakers. And without consistent top-line 
speakers, it was hard for Stephany to attract enough attendees 
- and hence she had a circular problem.

�e reason the problem existed was that Stephany had her 
marketing and strategic focus aimed at women, all women, 
51% of the population in other words. As a group, women are 
incredibly diverse and have wildly varying hopes, dreams and 
needs, and so Stephany’s focus was much too broad. 

Stephany came to realise that she needed to de�ne and 
understand her customers and their needs much better. 

Firstly, Stephany designed an in-depth questionnaire and used 
a couple of assistants to survey a number of attendees at each 
event. She also designed an online survey that was connected 
to her ticket booking service, and women were o�ered a 
discounted ticket price for taking �ve minutes to �ll in the 
online survey. 

It became evident in just a few months that there were two 
very distinct groups of women who attended Stephany’s events 
regularly. But only one of those two groups consistently spent 
money beyond the entry price by buying the speakers’ CDs, 
books and workshops during events. 

�is group of women was single, highly career focused in 
corporate city jobs, and aged between 30 and 40 years. Stephany 
gained a clear and detailed picture of these women, where they 
lived, what TV programs they watched, what entertainment 
they looked for and what kind of books they read. She started 
to get a good feel for what their dreams and hopes in life were.
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From here Stephany changed her marketing strategy, as well 
as the design of her events, selection of speakers and venues, 
and especially the value-added o�erings that determined the 
viability of her business. Stephany started focussing speci�cally 
and exclusively on this particular group of women. 

In a very short period of time Stephany’s attendance and sales 
shot up, and now, three years later, she has a waiting list of top 
line speakers who are knocking on her door to speak at her 
events.

Stephany, her speakers, and all her customers are living happily 
ever after.
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Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label 
a new blank page ‘Customers’ (see ‘Next Steps’ at  
Truth 1):

�R�5 Describe your ideal customer in great detail: age, 
sex, position, business type and size, where does 
he or she live, etc.

�R�5 Do you have any more ideal customers besides 
this one?

�R�5 If you do, describe these other one or two ideal 
customers in the same detail.

�R�5 What is the greatest need of each of these ideal 
customers? What is their real pain point?

�R�5 How can your product or service be o�ered to 
these ideal customers addressing their deepest 
pain points and their deepest needs?

�R�5 What does that mean for the way you market and 
deliver your product and service?

�R�5 How do you think your ideal customers would 
like to be communicated with? How often, and 
in what form?



74             Truth 6: About Customers

�R�5 Create a printout, spread sheet or other listing of 
all your customers over the past year, how much 
they spent with you, and how much pro�t you 
derived from them.

�R�5 Does the 80/20 rule apply to this list? �at is: 
does 80% of your pro�t come from 20% of your 
customers? 

�R�5 If it does, what might that mean for your approach 
to marketing and delivering?

2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of customers. 
How well does your business perform in this area?  

3. What is one small step you are prepared to commit 
to, that will move your business one small increment 
up the customer scale?

4. Write this action down, announce it to your 
favourite business adviser or coach and agree to be 
kept accountable to this action by a speci�c date.

0 5 10
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Resources

�R�5 http://www.thetentruths.com.au/resources/customers/

�R�5 Wikipedia about the Net Promoter Score system:  
http://en.wikipedia.org/wiki/Net_Promoter

�R�5 �e o�cial Net Promoter Score website and 
resources:   
http://www.netpromoter.com/resources/index.jsp

�R�5 Microsoft business article about customer surveys:   
http://tiny.cc/customersurveymsn

�R�5 About.com management articles on designing 
customer surveys:   
http://tiny.cc/management-cust-survey

�R�5 Video: How well do you know your customers?  
http://www.youtube.com/watch?v=1c89LCituR8
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Remember 
 
 

People do business  
with people they  

know, like and trust.



About  
the Market

Healthy Growing Businesses have 
a Clear Niche and Dominate it

TRUTH 7



78             Truth 7: About the Market

Are We in the Right Place? 

Someone has to be the most expensive,  

it might as well be you.

Someone once said that to be successful in your niche, it 
must be ‘an inch wide and a mile deep’. I also like to think of 
the book Blue Ocean Strategy: How to Make the Competition 
Irrelevant by W. Chan Kim and Renée Mauborgne, and the 
image of swimming by yourself in a shimmering blue ocean - 
rather than the crowded and polluted sea near Blackpool.

It seems clear that, with very few exceptions, the days of the 
conglomerate ‘generalist’ companies are over. Customers more 
and more look for specialists to trust their business to. Most 
of the exceptions to this observation are companies that have 
existed for decades, such as GE and Hyundai. And even in 
those ‘exceptions’ each of their subsidiaries has a very clear 
niche and does work extremely hard to dominate it.

�ere are many great companies that found a market to operate 
in, in which they could go to their hearts content without 
worrying about the competition, and in doing so became the 
dominant force in that niche.

Some famous examples include companies like Southwest 
Airlines in the United States, which decided not to compete 
against other airlines but against car travel. Or the Australian 
company Yellow Tail Winery, which created a signi�cant 
and pro�table business exporting wine into America. When 
Yellow Tail created their strategic and marketing plans they 
decided to, in the words of one of the directors, “aim for people 
who didn’t own a cork screw”. Personally, I love the example of 

omers Market
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Cirque Du Soleil that never actually set out to compete with the 
established circuses of the time, but with the opera and other 
theatrical and large-scale entertainments.

But you don’t need to have quite such lofty targets as those. Just 
because you are plumber doesn’t mean you are bound to follow 

the well-worn path that every plumber before you has trodden, 
and make the same o�ering to the same market that all the 
other plumbers make who are advertising side by side in the 
local papers. A couple of years ago, I worked with a plumber 
who realised that there was a small but signi�cant market in 
laboratory plumbing in Sydney. He decided to focus all his 
e�orts in that direction and as a consequence now e�ectively 
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owns that market. Similarly you might decide to make water 
�ltration the unique specialty of your plumbing business, and 
do nothing but supply and install a unique range of specialty 
water �ltration systems to a market that currently doesn’t use 
them much and has few specialists to call on. 

In these days of ‘Googli�cation’ of our world, you could also 
say that your focus must be to ‘own’ the �rst page of Google for 
a certain keyword. You set out to own the search term ‘water 
�lters’ in Google searches, for example.

As the Yellow Tail Winery director said, when the company 
went looking for opportunities to export Australian wine to 
the USA, they went looking for non-customers of wine: ‘Who 
is not currently using my kind of products or services but who 
might be persuaded?’

Miriam’s Excellent Adventure

Once upon a time, a long long time ago in a country not unlike 
Australia, I worked with Miriam. Miriam owned a travel 
agency in the city. Miriam was good at her job; her customers 
loved her and came back again and again. Miriam found it very 
challenging to grow the business much beyond an organic 5% 
per year, because competition was �erce and margins were very 
tight. At this slow growth rate, Miriam would have to continue 
to do everything six days a week, answering emergency phone 
calls from distressed clients stranded in European airports at 
midnight on Saturdays for years to come, and that is not how 
Miriam envisaged her future.

It seemed to Miriam as if anyone with a mobile phone and a 
bank account could start a travel agency at the small end of 
the market, while at the other end there were a few really large 
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players who had the lucrative corporate work all sown up.

It was as if Miriam was swimming in a crowded suburban 
swimming pool on a summer’s afternoon, and she needed to 
�nd a piece of quiet blue ocean without other swimmers to 
annoy her.

�e solution to Miriam’s problem was actually staring her in 
the face, but it took her a while to see it. Miriam had come 
to Australia ten years ago as an ‘expat’ on a two year contract, 
working for a big corporate in the city. She had become quite 
active in the expatriates community in the city, joined an expat 
social group, and became the president of this fun group of 
people with similar backgrounds to herself.

One day, Miriam experienced an aha! moment. She had been 
telling me about her experiences from when she �rst came 
to Australia, and she suddenly remembered what it had been 
like for her coming to a foreign country where she knew 
no-one (and everyone spoke a dubious form of English). 
Organising accommodation and shipping belongings, going 
back and forth to the UK a couple of times every year. When 
Miriam remembered all the stu� she had to research and learn 
when she packed up her life and moved to another country, 
the solution to her marketing direction and focus suddenly 
became clear in a �ash. Miriam’s travel agency would become 
a specialist expat travel and related services agency. Miriam’s 
company would o�er travel, accommodation, removalists and 
shipping services, concierge and social services all rolled into 
one. A true one-stop shop for people who come to Australia 
on temporary work visas and work contracts, and have no 
established networks to lean on. 

Because of her connections, relationships and visibility in 
the expat community, Miriam quickly became known as the 
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expat specialist. �e niche wasn’t enormous in Sydney alone, 
but it has allowed Miriam to grow an average of 40% every 
year for the next three years. Miriam has now expanded into 
Melbourne and Perth, and will likely open a Brisbane o�ce in 
the near future. International growth plans are developing as 
well with Auckland and Singapore the likely �rst cabs o� the 
rank. More importantly, Miriam’s margins have nearly doubled 
and she doesn’t work weekends anymore... ever.

Miriam and all of her expat friends continue to live happily 
ever after, in paradise.
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Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label 
a new blank page ‘�e Market’ (see ‘Next Steps’ at  
Truth 1):

�R�5 On average, how many organisations compete 
with you in the same market?

�R�5 How often do you lose a job or a sale because you 
are perceived to be more expensive than others?

�R�5 How often do you ‘get the business’ even though 
you are more expensive than others?

�R�5 Who is not currently using your products or 
services, but who might / could be?

�R�5 Make a list of 25 communities, groups and 
associations you are or could be part of. �ink 
about your kids’ school, your parents’ retirement 
community, your gym, networking groups, etc.

�R�5 In which of these communities might there be a 
possibility for developing a new niche market for 
your business?

�R�5 What could your company be ‘�e Experts’ in?

�R�5 What could your company be the best in the 
world at?
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2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of markets and 
marketing. How well does your business perform in 
this area?  

3. What is one small step you are prepared to commit to, 
that will move your business one small increment up 
the marketing scale?

4. Write this action down, announce it to your favourite 
business adviser or coach and agree to be kept 
accountable to this action by a speci�c date.

0 5 10
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Resources

�R�5 http://www.thetentruths.com.au/resources/marketing/

�R�5 Book - Small Business Marketing for 
Dummies by Barbara Findlay Schenck: 
http://amzn.com/0764578391

�R�5 Interview in the Sydney Morning Herald 
with Wendy Kenney: Low Cost and No-Cost 
Marketing Tips: http://tiny.cc/smh-nocost-tips

�R�5 Book - W. Chan Kim and Renée Mauborgne, Blue 
Ocean Strategy:   http://amzn.com/1591396190

�R�5 Slideshare presentation on Blue Ocean Strategy:  
http://tiny.cc/slideshare-blue-ocean

�R�5 Book - Meatball Sundae by Seth Godin: 
http://amzn.com/1591841747
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Remember 
 
 

If you offer the market what many 
others do, your product or service 
is a commodity – and all that is left 

to compete on is price.



About  
Innovation

Healthy Growing Businesses constantly 
practice Creative Destruction to 
improve things that work already

TRUTH 8
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Can We Do It Better?

If it ain’t broke...  

break it every now and then.

�e old saying “If it ain’t broke, don’t �x it” is a recipe for 
stagnation and developing a sleepy company. Healthy Growing 
Businesses are constantly looking to ‘break’ things to see if they 
can make them work better, faster, cheaper. A business that 
stands still withers on the vine and dies. 

Perfectionism is just as dangerous, of course, forever delaying 
the launch of your new product or service until it is ‘just so’ 
leads to stagnation and paralysis just as much. ‘Close enough’ 
is indeed sometimes ‘good enough’ in the short term. As Seth 
Godin says, ”the �rst principle for growing a business is: Ship 
it!” In the medium to long term, however, sticking with a 
process because ‘that’s how it’s always been done around here’ 
is a recipe for disaster. A competitor is bound to come along 
and ride straight in on the back of your apathy. 

I like to use the term ‘Creative Destruction’ for the process of 
pulling things apart which may look like they are working ok, 
but that may have opportunities for innovation within them. 
Being prepared to pull things apart, even encouraging it, fosters 
a culture of experimentation, playfulness and curiosity; of 
“let’s try something di�erent and see what happens”. Healthy 
Growing Businesses encourage and reward a mindset in their 
people that gets them to ask “I wonder what would happen 
if…”. I know of companies that have instituted a ‘Failure of 
the Month’ award to acknowledge people who have a go, even 
if the result ends up less than hoped for. Only through ‘having 
a go’ does innovation and improvement happen. 

Innovation
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It may feel uncomfortable and risky to encourage people to 
‘have a go’ all the time, because what happens when the ‘go’ 
goes wrong? Not to mention that you have taken Truth 5: 
About Predictability to heart, and feel that things are already 
hectic enough as they are. 

Just so there is no confusion, I am not advocating a return to 
the days of ‘knee-jerk’ management, nor do I want to suggest 
that the best way to grow your company is to increase your 
taste for risk. Quite the opposite in fact: the great secret of 
‘continuous improvement’ is to be experimenting with many 
small things, regularly. Experimentation is not a big thing, 
experimentation is predictable as well; it is just the way we do 
things around here.
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Healthy Growing Businesses don’t wait until the process 
that has been working ok for a while becomes obsolete and a 
millstone hanging around its neck. Smashing such a millstone 
becomes a formidable re-engineering process that may take 
a year or two to implement. It comes at enormous cost in 
capital, time and stress for the people in the business. Worse 
is the potential for catastrophic failure of a big re-engineering 
process. Great big new shiny millstones may turn out to look, 
feel and operate di�erently than you thought they might, and 
not give you the bene�ts you planned for. Besides that, the 
world changes very quickly now. A year or two years from now 
the landscape might have changed a lot and the millstone you 
thought you needed is already looking a little heavy.    

What I have often seen happen is that a great big re-
engineering process is commenced. And as it unfolds, it 
becomes clear that the process isn’t going where it was 
expected to. Because so much money, time and energy is 
invested in the new system, it can’t be allowed to fail, though. 
Failure is not an option anymore: going back to square one, 
two years after it was decided that a new system is urgently 
needed, is too painful to contemplate. So the new system is 
pushed and pulled in all sorts of directions to ensure it doesn’t 
fail, that it will at least go ‘live’, somehow. We end up with a 
shiny new car that somehow seems to need �ve wheels to stay 
upright and has three steering wheels (two of which need to 
be operated at any one time to keep the car on the road). �e 
�nal product of big re-engineering processes is often a ‘semi-
failure’ that hamstrings the growth of the company for years 
after. Of course, no one in his right mind will be game enough 
to suggest a re-engineering process again for a long time.

Constantly pulling small things apart, and making incremental 
changes and improvements, is the much less risky approach. If 
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this month’s experiment in one of your processes or systems 
turns out to be awarded the ‘Failure of the Month’, you can just 
go back to the way it was and not much has been lost. 

Bill’s Excellent Adventure

Once upon a time, a long long time ago in a country not 
unlike Australia, I worked with Bill. Bill owned an IT 
supply, maintenance and repair business. Bill’s business 
serviced medium corporate clients all over the state, as well 
as interstate.

Bill employed some 50 sta�, mostly technicians and systems 
engineers. Bill felt that his business was going well, but his 
�rst �ve-year 25% average growth had slowed signi�cantly. 
Bill had a dilemma. He knew very well what the root cause 
of this slowing growth was: systems were creaking and 
causing bottlenecks. Fixing the bottlenecks was another 
matter entirely, however.

Several consultants had advised Bill to invest $100,000 or 
more in a new fully integrated work�ow, CRM, resource 
planning, and accounting system. Although Bill could 
see the potential for such a system, the cost and risk of 
implementation was frightening. �e process of purchase, 
customisation, training and implementation would take 
nine to 12 months at least. Bill knew from experience that 
a wholesale process overhaul like that was fraught with 
danger.

In the end, Bill decided to take the gently-gently 
approach. Working with a consultant who understood 
Bill’s trepidations, they developed a two-and-a-half year 
step-by-step plan, utilising the latest generation of ‘cloud’ 
applications. �e ultimate outcome of this plan was also a 
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fully integrated system, including everything from resource 
planning, to CRM, project management and accounting – 
but Bill only implemented one small application at a time. 
Each of the applications was selected because of its ability 
to be seamlessly ‘bolted on’ to all the other independent 
applications. 

�e �rst step was the implementation of a small application 
for timesheet tracking of his employees. A simple CRM 
application was the second cab o� the rank, and so forth. 

Two-and-a-half years later, Bill’s business was unrecognisable 
in its operations. �e process of change had been largely 
painless. Some of the little applications that he had planned 
to implement had turned out to be not appropriate. But 
because each of the implementations was a relatively small 
step in the plan, it wasn’t very painful to take a step back 
again and try a di�erent approach. 

Bill also realised that at the end of the two-and-a-half year 
plan, the gently-gently approach was going to need to be 
continued constantly.

For example, Bill had come across a new application for 
timesheet tracking that looked to be doing something quite 
clever so he decided to experiment with it straight away. �e 
application turned out to o�er some really nice new features 
that proved to be bene�cial. So the new application stays... 
for how long? Who knows. Likely until the next brilliant new 
little time tracking application that can easily be integrated 
into Bill’s systems appears.

In the process, Bill’s company got its mojo back again – and 
Bill recently employed sta� member number 80.

Bill and all of his 80 sta� members are living happily ever after.



�e Ten Truths for Making your Business Grow              93

Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label 
a new blank page ‘Innovation’ (see ‘Next Steps’ at  
Truth 1):

�R�5 When was the last time you asked any of your 
managers, “I wonder what would happen if we 
tried…”?

�R�5 Do you believe you have a system of operations 
that needs an overhaul?

�R�5 How long have you known (in the back of your 
head, maybe) that this process needs overhauling?

�R�5 Is one of the reasons that you haven’t started this 
overhaul yet because it is simply too big to a job 
to contemplate at this moment?

�R�5 Is it conceivable that you could break this big 
overhaul up into a series of small steps that your 
business can work through gently-gently?

�R�5 What would be the smallest, most simple process 
or system in your business that you might be 
able to practise experimentation and ‘creative 
destruction’ on?
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2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of innovation 
management. How well does your business perform in 
this area?  

3. What is one small step you are prepared to commit to, 
that will move your business one small increment up 
the innovation scale?

4. Write this action down, announce it to your favourite 
business mentor or coach and agree to be kept 
accountable to this action by a speci�c date.

0 5 10
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Resources

�R�5 http://www.thetentruths.com.au/resources/operations/

�R�5 Video: A nice introduction to Continuous 
Improvement. Kaizen meets the dishwasher 
unloading team:  http://youtu.be/E6rRHqb5MV0

�R�5 And here is a nice roundup of Continuous 
Improvement and the Japanese concept of ‘Kaizen’ 
from Wikipedia  http://en.wikipedia.org/wiki/Kaizen

�R�5 A little YouTube set of slides of an operation 
that could have done with some deeper 
thinking about Continuous Improvement: 
http://youtu.be/lCrsebfDkvQ

�R�5 TED Talk by Jason Fried, author of Rework, a 
great book about doing things di�erently and 
experimenting: http://youtu.be/5XD2kNopsUs

�R�5 Video blog by Gary Hamel, Say Goodbye to Business 
as Usual:  http://bigthink.com/ideas/16157

�R�5 Treat Life as an Experiment, Tom Kelley: 
http://youtu.be/ib0BcnK8wKc

�R�5 Blog: IDEO, Big Innovation Lives Right on the 
Edge of Ridiculous Ideas: http://tiny.cc/ideoblog

�R�5 �e Importance of Play to Innovation; TED Talk 
by Stuart Brown: http://tiny.cc/stuartbrownted
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Remember 
 
 

Edison said: “I haven’t failed;  
I have just found 10,000 ways  

that do not work”.



About  
the People

Healthy Growing Businesses Hire 
A-players - and let them Play the 

Game, with Line of Sight Connection 
to the Purpose and the Numbers

TRUTH 9
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Who’s on the bus?

One Truth to Rule them All.

 
Part of this Truth would also be at home in Truth 10: About 
Leadership. Because it is one of the marks of an inspiring and 
e�ective leader of a healthy growing business, to always be 
focused on hiring people who are better at the role they are 
hired for than the leader is himself. Guy Kawasaki in Reality 
Check tells of the early Macintosh days at Apple, that there 
was a saying that went: “A-players hire A-players, but B-players 
hire C-players”. 

�ere is also a clear overlap from this chapter to Truths 1 to 
3, Truth 5 and Truth 8. None of that is surprising, of course, 
because after all, it is the people in your business who have 
to make vision, planning numbers, rhythm and innovation 
happen.

Truth 9 is a statement about three di�erent, but related, issues. 
Firstly, this Truth is a statement about the kind of people that 
belong in a healthy growing business (the A-Players). Secondly, 
it says something about the culture that the organisation fosters 
to let its people ‘play the game’. And thirdly, it’s a statement 
about the company’s people knowing how the game is going 
and how they are performing in the game.

�e Truth about A-players is self-evident. To build and grow a 
remarkable company you can‘t a�ord to have passive ‘passengers’ 
and timeservers around. Jim Collins calls it ‘getting the right 
people on the bus’. One single passenger can de-motivate a 
whole team and pull its performance down disproportionately. 

People
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Healthy Growing Businesses have policies in place to attract 
A-players, and hire them and only them (see also Truth 9 in 
my previous book, �e Ten Truths for Raising a Healthy Bouncy 
Business). 

�e second part of Truth 9 is about the culture of a healthy 
growing business. Being an employee at a healthy growing 
business is like playing a game of sport, a team game like 
soccer or cricket (hence the title of the �rst book of one of my 
favourite entrepreneurs, Jack Stack: �e Great Game of Business). 
People get involved in playing team sports for two reasons: 
�rstly because it is fun, and secondly because most human 
beings like the experience of winning. �e fun of playing in a 
soccer team comes from the camaraderie and support of being 
part of a group of people who are all ‘in it together’. It comes 
from knowing exactly what your role on the team is and what 

Critical Number

You

Team
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your responsibilities are; from being able to do what you are 
good at all the time; from getting immediate feedback on your 
performance; and from the challenge to constantly stretch 
yourself to do a little better. Being part of a healthy growing 
business is a lot of fun and rewarding for very similar reasons, 
and it equally gives people the experience of winning.

�e third part of this Truth is about how to get the best 
performance out of the A-players on the team. �e experience 
of being on a soccer team continues to be a strong analogy. 
For the soccer team and the players to give their best, they 
need to know if they are winning and what is at stake. When 
you play a game of soccer you can look at the scoreboard and 
know instantly whether you are ahead or behind. Also, it is 
quite proven that a soccer team playing a ‘friendly’ match 
rarely plays at the same high level as it does when in the Grand 
Final. Again, the experience of working in a healthy growing 
business is similar. �e employees know without a shadow of 
a doubt whether the team and the company are winning or 
losing. Healthy Growing Businesses share the numbers with 
their people, the numbers that tell how the game is going (see 
Truth 3). �e Critical Number(s), the Ratios and the Drivers 
are visible to everyone, and everyone knows precisely how 
their own performance impacts on those numbers. Healthy 
Growing Businesses have some form of scoreboard accessible 
to everyone on which all the numbers are updated weekly. 

Finally, employees know exactly what is at stake at any one 
time (and in many cases will even have their own stake in the 
outcome of the game, through a bonus system). �e Purpose 
and Immutable Laws (see Truth 1) as well as the BHAG, 
Target, Goal and Brand Promise (see Truth 2) are clear and 
understood by everyone in the company; from the CEO to the 
cleaner, everyone lives and breathes them.
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Healthy Growing Businesses know that A-players are motivated 
by other things than just money. Of course, A-players need to 
be paid appropriately. But people, and A-Players maybe even 
more so than others, are motivated also strongly by:

�R�5 Engaging with stu� that is meaningful to them.

�R�5 Being given the opportunity to work within their 
own exceptional strengths and talents, and having the 
opportunity to develop those strengths.

�R�5 Knowing without a doubt what ‘good work’ in their 
role and team looks like.

�R�5 Knowing how your work and e�orts are directly 
connected to the higher-level outcomes for the 
company.

�R�5  Having autonomy.

 
Dave’s Excellent Adventure

Once upon a time, a long long time ago in a country not unlike 
Australia, I worked with Dave, who owned a remedial building 
company. Dave’s company operated all over the state, and 
carried out maintenance and repair work for strata and building 
managers.

Dave had a festering problem: an unacceptable percentage of 
call-backs, questionable decision making, and worrying numbers 
of less-than-ecstatic customers.

Deep down, Dave knew that the two root causes of these problems 
were sta� inexperience and he himself being stretched too thin.

Dave had two scheduler-estimators who were supposed to 
manage the work�ow and juggle the priorities across the various 
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work teams, but they were not coping. �is situation had started 
to become evident since Dave’s company had grown strongly 
on the back of the bankruptcy of one of his competitors a year 
and a half earlier. Dave had had to jump in and help his two 
operations sta� out, but Dave had too many other demands on 
his time. And so between the three of them, balls got dropped 
too often.

�e two operations guys were young and keen, but they simply 
weren’t up to the demands of their current roles. Dave was well 
aware of that, but he was concerned about overheads and hiring 
more experienced sta�. After all, it was overheads that had 
driven his competitor into bankruptcy.

Dave came to realise that the situation was unsustainable, 
though. His guys might be cheap, but, as they say, “it takes years 
to build a reputation and only days to lose it”. He had to bite 
the bullet and hire two A-players for the roles; pay them like 
A-players, give them very clear targets and deliverables, and let 
them get to it.

So he did. Dave engaged a specialist recruiter and hired two 
highly experienced operations managers from similar industries 
to his own, and put everything in place to give the two of them 
every opportunity to shine.

It was a nervous time, but after six months it was clear that 
the growth that Dave and his new management were delivering 
created su�cient cash �ow to pay for the added overheads.

Two years later, Dave was ready to expand interstate.

Dave, his team and his newly satis�ed customers lived happily 
ever after.
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Next Steps 
 
 

1. Answer the next questions in your workbook. Label 
a new blank page ‘Sta� ’ (see ‘Next Steps’ at Truth 1):

�R�5 How long since you have met one-on-one with 
each of your employees, and when will that 
happen again?

�R�5 What bene�t did you gain from meeting with 
those employees?

�R�5 What bene�t did the employees gain from those 
meetings?

�R�5 Has your sta� been given a document describing 
their roles and responsibilities?

�R�5 Do your sta� know what your business is aiming 
to achieve this year? How about over the next �ve 
years?

�R�5 Do your sta� understand the direct connection 
between their own e�orts and company outcomes?

2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate your business on the topic of sta� management. 
How well does your business perform in this area?  

0 5 10
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3. What is one small step you are prepared to commit to, 
that will move your business one small increment up 
the sta� management scale?

4. Write this action down, announce it to your favourite 
business adviser or coach and agree to be kept 
accountable to this action by a speci�c date.
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Resources

�R�5 http://www.thetentruths.com.au/resources/sta�/

�R�5 Open Book Management, Jack Stack and Norm 
Brodsky:  
http://www.mefeedia.com/video/24101551

�R�5 Open Book Management and the Great Game 
of Business: http://youtu.be/sb-ZeTe4x6A

�R�5 Open Book Management at the Anthony 
Wilder Design and Build Company:  
http://tiny.cc/msnbc-ggob-wilder

�R�5 Executive Summary of �e Great Game Of Business 
by the father of Open Book Management, Jack 
Stack:  http://tiny.cc/GGOB-summary

�R�5 Open Book Management in Inc. Magazine: 
http://www.inc.com/guides/hr/23178.html#

�R�5 �e author of Drive, the Surprising Facts about what 
Motivates Us, Dan Pink at TED:  
http://tiny.cc/ted-danpink

�R�5 How to Hire A-Players by Eric Herrenkohl:  
http://amzn.com/0470562242

�R�5 Guy Kawasaki in his blog about hiring A-Players in 
the Macintosh days:  http://tiny.cc/kawasaki-aplayers
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Remember 
 
 

No one was ever in it for the 
money only – people enjoy  

doing Great Work.



About  
Leadership

A Great Growth Leader holds 
Passionate Beliefs, Walks the 

Talk, and is Not Afraid to Dream

TRUTH 10
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Are You All You Can Be?

Being a Leader is a choice.

We all love leaders. Just look at how we revere the leaders 
who inspire us. We want to be led. Leadership is just as valid 
in small business as it is at the level of Sir Richard Branson 
or a general commanding an army. We are constantly on the 
lookout for leaders to put our faith into. 

�e evidence is quite clearm and global research is proving 
it time and time again: people do not work for companies. 
People work for their direct boss, the person they report to on 
a regular basis. 

As the business owner you must accept that you are the leader, 
whether you like it or not. 

�e problem is that the term ‘Leadership’ has become 
confusing. It has come to mean many di�erent things. If you 
asked ten experts to tell you what leadership means you will get 
ten di�erent answers. I believe we have made it all much more 
complicated than it needs to be.  We know instinctively how 
it feels to be asked to go through �re for someone we wouldn’t 
even like to share a lukewarm afternoon with, someone we 
don’t see as a leader.

I think a leader is simply someone we trust, and who is 
courageous, authentic and passionate.

Easier said than done, but if you want your people to perform, 
be motivated and engaged, and make the company grow, you 
must make it as easy as possible to be seen by them as inspiring, 
trustworthy, courageous and authentic. 

Leadership
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YouPassion Courage

Dreams

Authenticity

What that means �rst and foremost is to decide what you 
stand for, what you believe in, what you are passionate about. 
Don’t be afraid to polarise people. Inspiring leaders hold strong 
opinions and beliefs, and are not afraid to share them (while 
being respectful of those who don’t share their own opinions, 
of course).

Inspiring leaders have clear values, a ‘code’, and are passionate 
about what they believe in. And leaders are people who dream. 
Big dreams, dreams that send shivers down your spine. 

Above all though, Great Growth Leaders put their money 
where their mouth is. In other words, the one thing that is 
guaranteed to bring you down as a leader is hypocrisy. It is 
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perfectly ok to believe something that others don’t. But to say 
one thing and do another is leadership-death. Lapses are easily 
forgiven, as long as you acknowledge them; don’t commit the 
mortal sin pretending that you haven’t made a mistake.

Naturally you are not going to attract sta� or customers to 
your business who have opposite passions to your own. �at 
is perfectly ok, the Archbishop of Canterbury is unlikely to 
employ a Buddhist for his private secretary either.

By the way, don’t make the mistake of thinking you want to 
build a team of yes-men in your company, people who agree 
with you in everything. As Ken Blanchard in his famous book 
�e One Minute Manager says: “if you and your boss think the 
same about everything, one of you is super�uous”. One of the 
things Abraham Lincoln is famous for is that he �lled his �rst 
Cabinet nearly exclusively with �erce rivals. Most experts will 
agree that Lincoln was one of the great leaders of the age.

Who you do want to attract to your business, are people 
who share your core values. �ose who do will want to be 

lead by you.Gary’s excellent adventure:

Gary’s Excellent Adventure

Once upon a time, a long long time ago in a country not 
unlike Australia, I worked with Gary who owned a mid-sized 
architectural �rm in the city, and employed about 15 senior 
and junior architects and designers. Gary’s company built one-
o� houses for private customers, and worked for governments, 
building schools and nursing homes, etc.

Gary believed there was a great opportunity for him to expand 
interstate and grow his practice to 30 - 40 sta� over the next 
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two years, but Gary had a problem. Sta� turnover. Gary was 
pretty sure he was one of the world’s ‘nice guys’, but for some 
reason his sta� just didn’t stick around. Without a good core 
of committed long-term experienced people on the team his 
hands were tied in the Sydney o�ce, and there was no way he 
could start to develop an interstate presence.

High sta� turnover had all sorts of unwanted consequences, 
such as projects falling behind, lower than expected pro�tability, 
and an uncertain dynamic in the o�ce.

Gary came to realise that his sta� turnover problem was 
directly related to his behaviour as a leader. Gary was indeed a 
nice guy, but in his e�orts to be that nice guy to everyone, there 
was a lack of clarity and direction. �e general feeling was that 
the ship had no rudder nor a captain, and people essentially 
felt unsafe.

When Gary realised that his leadership was the issue, he 
pulled out all stops. He enrolled in a powerful 12-month 
leadership training-program and took me on as his business 
coach. Together we devised a plan for his development as a 
leader, and already six months later Gary and his business were 
unrecognisable. �e change in the energy in the o�ce was 
overwhelming; it was as if the air was charged with positive 
static electricity. 

Gary told me that the amount of work that his teams carried 
out had nearly doubled, and the quality of the work was higher 
than his o�ce had produced in years.

�e year after Gary did open an o�ce in Melbourne, and 
Perth followed the year after that.

And Gary and all his energised sta� lived happily ever after. 
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Next Steps 
 
 
 

1. Answer the next questions in your workbook. Label 
a new blank page ‘Leadership’ (see ‘Next Steps’ at  
Truth 1):

�R�5 Write down the top three most important personal 
beliefs you hold.

�R�5 When was the last time you made a business 
decision purely driven by one of those beliefs?

�R�5 How would you de�ne ‘leadership’ in the context 
of your business?

�R�5 When was the last time you had a serious 
disagreement with one of your managers or 
senior sta� over a business decision? Did this 
disagreement have a positive or a negative outcome 
for the company and the people?

�R�5 When was the last time you took time out to do 
nothing but think?

�R�5 When was the last time you read, watched or 
attended something about leadership development?



�e Ten Truths for Making your Business Grow             113

2. Draw a scale across the page as in Truth 1 ‘Next Steps’ 
and rate yourself this time on the topic of leadership. 
How much of a leader are you?  

3. What is one small step you are prepared to commit 
to, that will move you one small increment up the 
leadership scale?

4. Write this action down, announce it to your favourite 
business adviser or coach and agree to be kept 
accountable to this action by a speci�c date.

0 5 10
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�R�5 http://www.thetentruths.com.au/resources/you/

�R�5 Video talk by Scott Belsky at 99percent 
conference: http://vimeo.com/19138421

�R�5 �e 7 Habits of Highly E�ective People by Stephen 
Covey: http://amzn.com/0743269519

�R�5 TED talk from the author of Stumbling on Happiness, 
Daniel Gilbert: http://tiny.cc/ted-dangilbert

�R�5 Derek Sivers on How to Start a Movement, a 
TED Talk:  http://tiny.cc/ted-dereksivers

�R�5 Drew Dudley, Every Day Leadership:   
http://tiny.cc/ted-drewdudley

�R�5 Delivering Happiness, Tony Hsieh: 
http://amzn.com/0446563048

�R�5 Raising the Bar, Gary Erickson:  
http://amzn.com/0787986712

�R�5 Video: Je� Weiner, CEO of LinkedIn on �e Art of 
Leadership in Business:   
http://video.cnbc.com/gallery/?video=1609639699

�R�5 Article by Ken Blanchard: How to Evaluate our 
Leadership Style: http://tiny.cc/blanchard-leadership

Resources
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Remember 
 
 

�)�F���Y�O�U���D�O�N���T���F�E�E�L���C�O�N�l�D�E�N�T���E�N�O�U�G�H��
yet to to act like a Leader…  

Fake it till you make it.
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About External  
Support

Healthy Growing Businesses 
have an External Advisory Board 

to Keep them Accountable

BONUS TRUTH
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What Support Do We Need?

External support is invaluable. Whether you have a regular 
business adviser, a business coach, a mentor, a volunteer 
advisory board comprising one or more people you trust and 
who have the right experience and background, a fully paid 
board of directors, or a combination of all of the above. 

�ere is no substitute for external, independent input, advice 
and insights – and possibly even more important is to have 
external accountability.

If you are intent on growing strongly for an extended period 
of time, you will be confronted with issues and challenges 
that you never knew existed, and they will come at you out 
of the blue. You will have questions you don’t know how to 
answer, and you will be tempted to go down the rabbit hole, 
get distracted and forget what your priorities actually are.

As I mention in Truth 5, healthy growing businesses have a 
predictability about them, but left to your own devices, your 
tendency as the business owner will always be to get distracted 
by the irregularities and the brush �res. A good coach or a 
advisory board will pull you back every time, and help you to 
focus on the stu� that really matters.

Also, don’t forget Truth 10 on leadership. You are the leader 
and the buck stops with you. You don’t have anyone to get 
feedback from, to remind you what Great Work looks like and 
to keep you focused.

It is lonely at the top, and successful owners of healthy growing 
businesses know this and put structures in place to deal with 
that.
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My business-coaching program for growth companies is 
called �e New Perspectives One-Page Growth Program™ and 
it is designed to do three things:

�R�5 Work with the business owner and leadership team 
to implement: �e Ten Truths for Making your Business 
Grow, one Truth at a time.

�R�5 Provide the kind of external support that keeps you, the 
business owner, on track, focused and pumped to do 
your own Great Work to deliver the strong sustained 
growth you hunger for.

�R�5 Create sustained, accelerated, pro�table growth in 
your business.

Head to my website for more information and start the 
journey: http://www.onepagebusiness.com.au
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1. Answer the next questions in your workbook. Label 
the last page ‘Support and Accountability’ (see ‘Next 
Steps’ at Truth 1)

�R�5When was the last time you got independent 
feedback from someone who is not an employee, 
a friend or a spouse?

�R�5When was the last time you asked for help to 
keep yourself accountable?

�R�5When was the last time you brainstormed a 
problem with someone outside your organisation?

�R�5When was the last time someone pulled you back 
on track and reminded you where to keep your 
focus?

Next Steps 
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Resources

�R�5 http://www.newperspectives.com.au/programs/

�R�5 Queensland Government resources for �nding 
business advisers: http://tiny.cc/qldgov

�R�5 Federal Australian government business adviser 
�nder:  http://tiny.cc/fedgov-advisers

�R�5 Victoria government adviser �nder 
http://tiny.cc/vicgov-advisers

�R�5 Community of business owners and coaches 
http://www.�yingsolo.com.au/
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All Healthy Growing Businesses  
have a trusted advisor or  
board backing them up.

Remember 
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I am Roland Hanekroot, owner and 
founder of New Perspectives Business 
Coaching as well as The Institute of 
Small Business Coaching (www.isbc.
com.au). I am accredited by the Institute 
as a Master of Small Business I offer a 
variety of powerful programs aimed at 
small to medium business owners:

�t�� The New Perspectives Small 
Business Bootcamp™

�t�� The Bootcamp Starter™

�t�� The New Perspectives Small 
Business Masterminds™

�t�� The New Perspectives One-Page Growth Program™

�t�� The Ten Truths workshops

�.�Z���m�S�T�U���C�P�P�L The Ten Truths for Raising a Healthy Bouncy Business was well 
received, and it lies at the foundation of most of the work I do with small 
business owners.

I am also active in small business in Sydney in a number of other ways, such as:

�t�� The owner and community manager of the highly popular LinkedIn group 
Small Business Masterminds, home of many lively discussions with nearly 
700 passionate members;

�t�� Assistant Director of the Business Networking International (BNI) Sydney 
region, and member of the most successful BNI group in the country,  
BNI All About Business.

About the Author 



I came to business coaching, mentoring and consulting from a small to medium 
business background. I have some 20 years’ experience as the founder and 
owner of several successful businesses in construction, IT and business 
consultancy.

I originally trained as a journalist in The Netherlands, and worked for a national 
daily newspaper in Amsterdam. Later, I became a builder, and founded and ran a 
successful residential construction company in Australia for over 20 years. I have 
also worked and lived in Greece, the Caribbean, England, and Italy.

�*���B�N���B���D�F�S�U�J�m�F�E���D�P�B�D�I���X�J�U�I��Results Coaching Systems and have carried out 
extensive further advanced coach training with Results and other organisations. 
I have studied in the areas of executive, business and team coaching, and 
specialised coaching tools and models.

�#�F�T�J�E�F�T���N�Z���D�P�B�D�I�J�O�H���D�S�F�E�F�O�U�J�B�M�T�
���*���B�N���B���R�V�B�M�J�m�F�E���W�P�M�V�O�U�F�F�S���U�F�M�F�Q�I�P�O�F���D�S�J�T�J�T��
counsellor and I am trained in Neuro Linguistics Programming (NLP) and Neuro 
�4�F�N�B�O�U�J�D�T�
���B�T���X�F�M�M���B�T���4�P�M�V�U�J�P�O���'�P�D�V�T�F�E���#�S�J�F�G���$�P�B�D�I�J�O�H�����*���I�P�M�E���B���$�F�S�U�J�m�D�B�U�F���*�7���J�O��
�8�P�S�L�Q�M�B�D�F���5�S�B�J�O�J�O�H���B�O�E���"�T�T�F�T�T�N�F�O�U���	�5�"�"�
�
���B�O�E���*���B�N���B���D�F�S�U�J�m�F�E���4�N�B�M�M���#�V�T�J�O�F�T�T��
Counsellor (APEC). I use a variety of the tools from all these different disciplines, 
as appropriate, in my coaching work.

My background, skills and experience, as well as the ongoing training I have and 
will continue to undergo, place me in a unique position. I am able to combine 
my background and training as a small business owner and entrepreneur with 
�N�Z���R�V�B�M�J�m�D�B�U�J�P�O�T���J�O���D�P�B�D�I�J�O�H�
���U�S�B�J�O�J�O�H���B�O�E���S�F�M�B�U�F�E���E�J�T�D�J�Q�M�J�O�F�T�����*�O���P�U�I�F�S���X�P�S�E�T����
I am able to offer my clients the best of both worlds - coaching and business 
mentoring.

I live in the inner city of Sydney, and operate New Perspectives Business 
Coaching���P�V�U���P�G���N�Z���P�G�m�D�F���J�O���&�M�J�[�B�C�F�U�I���#�B�Z�����*���B�M�T�P���X�P�S�L���X�J�U�I���D�M�J�F�O�U�T���B�U���U�I�F�J�S��
premises when appropriate, and because coaching can very effectively be done 
by telephone, my clients come from all over the world.

 
Roland Hanekroot 
NEW PERSPECTIVES 
COACHING
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Roland Hanekroot is a 
small business mentor, 
coach, guide and consultant 
in Sydney Australia.

Roland founded a residential 
construction company in 
Sydney in the early eighties. 
When his junior partner “made 
him an offer he couldn’t 
refuse” in 2003 he turned 
his attention to coaching and 
mentoring and supporting 
other small business owners.

Roland Founded New 
Perspectives Coaching and 
Small Business Bootcamp™ 
soon after and has run a 
successful practice supporting 
small business owners to step 
out of their comfort zones 
and transform their hobbies 
into Real Businesses.

Roland Lives with his wife 
in Elizabeth Bay overlooking 
beautiful Sydney Harbour.


