




1. Take a speed reading course. 
 
These days one needs to be able to read reports, white papers, 
newspapers, magazines, business literature and even blogs. If you 
are a reader that still sub-vocalizes each word, you just won’t be 
able to keep up. I think the will to read and the ability to read is 
paramount to your start up success. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



2. A must-read list: 
 
No list can start without Atlas Shrugged, by Ayn Rand–next to the 
Bible, the book that most business leaders of the last fifty years have 
said influenced them the most. Reading this book will add to the fire 
in your belly. Next, Solution Selling. Out the 2.328 books on 
selling, this book is by far the best. It breaks apart each step of the 
sales cycle/process so almost anyone can understand how to make 
more sales, the absolute KEY in any start up. The second best sales 
book? [tag[Conceptual Selling[/tag]. The third book is Emotional 
IQ by Daniel Goldman. I think creating a startup environment is as 
much to do with the culture and getting people to do things than 
anything else. Goldman helps the reader understand how critical 
managing your emotions can be in this process. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



3. Get comfortable asking for advice and help. 
 
Although there are plenty of people who have created successful 
businesses on their own, most need help. They bring the basic skills 
and passion, but learning from others is abolute paramount. If you 
are someone who knows everything, good luck. Seriously, good 
luck. There are many, many friendly resources that are willing to 
help you get up and going. You just need to find them, and ask for 
their help and advice. These folks LOVE and WANT to help you. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 



4. Present your startup idea to anyone who will 
listen. 

 
And even to those who won’t. This is a world that does not reward 
security and safety. If you are hestitant about exposing your idea to 
others, you won’t be able to expose it to prospects, customers and 
investors. Don’t expect constant support, either. Most people will 
say something like, “yeah, that sounds good. You should do it.” 
What you are looking for are those few who ask good questions or 
who challenge your thinking process and research. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



  5. Get really, really good at concisely stating your 
business idea. 

A lot of entreprenuers fail in this area. It is important because you will 
need to communicate this to prospects, investors and new employees. 
What I have kept in my mind constantly over the years, is one internal 
question as I have started expouding on some idea: Later tonight, GL, 
(what I call myself) what will he say to Hilda about my idea? Or, as a 
great friend used to say over and over again, “if it is fuzzy in the pulpit, 
it is really fuzzy in the pews.” 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



6. Find a metaphor that works for your business 
idea. 

It will just help you identify your business to others. Are you the 
FEDEX of dog products? The Amazon of doll clothes? The Heath 
brothers have written a very clever little book called Make It Stick, 
which helps develop this theme more completely. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



    7. It is about leadership, not management.  

If you have not led people yet in your career, it is certainly not a 
prerequisite for success. You can get the experience. Basically, it is 
all about getting people to line up behind your ideas, embracing 
your vision as if it were their own and getting people to do things. 
That might sound manipulative…getting people to do things for you 
or without their consent. It is just the opposite of being 
manipulative, it is more about giving up things, than controlling 
them. I believe there is ONE consistent trait of good leaders, which I 
will discuss later in this list. You can learn from the masters. This is 
where your ability to read will make all the difference. What is OUT 
THERE, are books from historical leaders that tell you exactly how 
to be a better leader. One thing you can do now, is to become a 
leader…whether at home with your kids, by coaching or by 
volunteering somewhere. I think some of our best coaches got 
started by coaching kids’ teams, for example. Getting the kid whose 
idea of a game is a pile of dirt and a stick to know when to tag up is 
true leadership. Or, rent the old movie “Twelve O’Clock High.” 

 

 

 

 

 

 

 

 

 

 

 



8. Love your prospects. 

This is a different and more specific than the axiom of Be 
Passionate. This was really brought home to me several years ago, 
when I attended a new company investor presentation. After the 
very professional presentation, the co-founder was asked in a small, 
friendly group of people, if he had always believed in this approach. 
(The company was in the self-help space.) He said, ‘No, I don’t 
believe in it, but it looks like a wide open market.’ If you are 
approaching the business from a purely economic standpoint, you 
CAN make it work. All I am saying is it makes it all more fun and 
believeable if you love the prospects and customers. Warren Buffet 
owns Dairy Queen and I ‘d bet you a marshmellow Blizzard that 
even Warren loves DQ ice cream. One thing he would not say is 
“no, Americans should not eat ice cream.” 

 

 

 

 

 

 

 

 

 

 

 

 

 



9. Know what you are good at. 

Chances are, you are very good at one thing. You will be successful 
if you can get yourself in position to use your one thing more often 
in a positive way. It is not a problem if you are not good in every 
facet of your business. It is more important that you realize that 
others can do what you cannot. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



10. Build your team. 

 Everyone knows building a team is critical. Here are some little 
things you might not know. Hiring a big company experienced only 
person because of their industry skill is very, very risky. It seems to 
me that every big company person wants to be in a smaller 
company. Frankly, sometimes it is nearly condescending. What they 
don’t want is exposure to a one-deep work environment. I would 
make sure they have worked for another company AFTER IBM or 
General Mills. Next, try to meet the spouse. I am not a big 
proponent of going out to play bridge or socializing if you don’t 
want to, but I do think it is critical to assess whether the spouse is 
going to be tough and supportive enough. Next, if they can describe 
how their part will impact the customer, that is also key. Further , 
don’t hire any assholes. I want loyalty to the ’cause’ no matter what. 
These few sentences do not do this topic justice, but you get the 
idea. 

 

 

 

 

 

 

 

 

 

 

 

 



11.  What pain are you fixing? 

Every new business must fix something for someone. It might be an 
inefficiency or a lack of a necessary feature. In my first company, 
Scott Drill and I fixed only one problem and it wasn’t even 
associated with the better product that we had developed. The 
problem we fixed, or the opportunity that we took advantage of, was 
that the killer dealer network was being ignored by the 
acknowledged monopolist, Kroy. These dealers were upset, worried 
about their futures and angry about Kroy’s new distribution methods 
which were in direct conflict with them. When we presented our 
product to this pissed off sales network and pledged our constant 
focus, it was exactly what they needed and wanted to hear. Our 
product was better, but if we had not solved this real problem for the 
dealers, they would not have supported us or sold our product. Every 
new company needs a pain to fix. Varitronics was built on this 
concept. 

 

 

 

 

 

 

 

 

 

 

 

 



12.  Can you handle pressure? 

 One thing you can depend upon is the amount of pressure you will 
be under. Some might be self-imposed, most will be from external 
sources. Sales people will want something easier to sell, investors 
want faster progress, others want more or less and constantly. How 
you handle these pressures will go a long way to determine your 
success. Someone told me a long time ago, that my only job was ”to 
make the comfortable, uncomfortable, and the uncomfortable, 
comfortable.” I think that pretty much sums up the new company 
leader’s most critical assignment. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



13.  Get good at motivating yourself. 

 During tough times, can you do it? It is easy to motivate yourself 
when all is well..much harder, when it is fourth down and time is 
running out. Be self aware enough to understand this ability or 
capability in yourself. Find something that seems to work 
constantly, some trigger or mechanism that allows you to keep on 
keeping on. I can remember someone coming into my office one 
day, and asking if ’something were wrong, if we were in trouble?’ 
When I answered no, and wondered why he had asked, he said, 
‘Well, we have noticed how serious you have been and not smiling, 
so we assumed something was wrong.” Even the appearance of a 
motivated leader is crucial. So, what specific tips can I give to help 
with this self motivation? I have written about this subject before in 
these blogs, I think there are many different techniques from reading 
quotes and motivational stories to keeping it all in perspective. You 
are different than me in this regard. I have a unique ability to be just 
dumb enough to think that “this too will pass,” and act accordingly. 
Notice that I said ACT. You should develop your own triggers. 

 

 

 

 

 

 

 

 

 

 

 



14.  Detail vs. General. 

Successful entreprenuers know how to move from one skill or 
attitude to the other. I have seen people who seemed to know every 
detail about their business to those who can’t be bothered with the 
nits and gnats. If you think you have to know every detail to achieve 
success, you don’t. If you think you can get by only by operating at 
the 40,000 foot level, you can’t do that either. The trick, it seems to 
me, is an ability to wander back and forth. And to pick your spots. If 
you tend to be detail oriented to the extreme, be prepared to make 
every decision in this detailed area. I know someone who has to 
approve literally every transaction for pricing consistency. His team 
knows this and the unspoken message is that no one else can be 
trusted with knowing how important pricing can be in their business. 
He ends making every decision…his people have been trained to act 
this way. Alternatively, I know someone who is so removed from 
the day to day operations, that he doesn’t even attend company 
events, Christmas Parties, whatever. Both are successful. Both know 
the traits they have and have built organizations that have adapted to 
this reality. What they are, is consistent. In my own case, I don’t like 
meetings. I am pretty sure this is fairly well known about me. If, all 
of the sudden, I were to start calling meetings right and left, well 
people would wonder what happened to me. Or worse…they would 
ask themselves the most dreaded thing that can be said of an 
entrepreneur: “I wonder what book he just read to make him change 
his behavior so much.” 

 

 

 

 

 

 

 



15.  Story tellers needed.  

Ever since Adam told Eve the story about the apple and the 
serpent, we have paid attention to story tellers. We listen better and 
learn more when we hear stories. Develop this skill and win. There 
are certain duplicable skills in great story telling. Here is a short 
video that tells it better than I can. Click here. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



16.   Be an active good listener. 

 OK, so you are in charge; soon you will begin to hear only those 
things that your people want you to hear. People are awfully smart 
about what the boss needs or wants to hear. Your job is to develop 
a bullshit meter, a sort of internal device that will keep you steady 
and assured. From time to time, it is alright to let others know that 
your BS detection ability is operating. If you don’t, the BS just 
keeps getting deeper and deeper. I had a boss once who, when he 
felt it was flowing fast and furious, would simply raise his arm and 
say, “everyone, save your watches…it’s going to get deep in here.” 
We all laughed but we knew he knew. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



17.  Don’t get all big headed. 

 One of the character traits of most entrepreneurs is a well 
developed self assuredness. Never let this cockiness develop into a 
situation where you begin to believe your own press releases. I 
have seen this happen all too often. It has happened to me. In my 
own case, try as I can, I have noticed that when I have had a 
positive story written about a company and I generally get too 
much of the credit…I change somehow. My head gets a little 
bigger, I am not quite as hungry or something. My solution now is 
not to be involved in such PR efforts to the point where my picture 
is included. In my own case, there is a direct connection to my 
picture in an article and my bigheadedness. Now, some people love 
this and have milked this attention to the betterment of their 
business. I understand that. 

 

 

 

 

 

 

 

 

 

 

 

 

 



18.  Pioneers get the arrows in their back. 

 I think it is far better to be second with a differentiated product 
than having to educate and build a market. Sure, both are possible. 
A early business hero of mine, Mike Vance, told me (and 300 
others) that you can create something special by thinking up a new 
idea OR by re-arranging old things in new ways. Steve Jobs didn’t 
invent MP-3 players, he made old ones better. Here at Jobdig, we 
are not the first free weekly newspaper, we are simply the best 
with our new ways of serving our customers and jobseekers. There 
is success in looking at old offerings and improving them. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



19. Is work fun for you? 

Do you laugh a lot at work? Or, are you serious…after all, this is a 
serious, not a comical endeavor, after all. Part of the unspoken 
reason to starting up your own company is NOT to be your own 
boss. Truth be known, it is really so you can have more fun. If you 
can’t picture yourself having fun, don’t bother. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



20. TIVO-Ability. 

 As well we all know, TIVO is that device, the first DVR television 
attachment, that has allowed us to record and fast forward through 
television programs. It helps us avoid commercials, and even the 
ambient noise in our favorite TV watching environment. You 
should have a similar ability to focus on the future…even to see 
what it might bring you. You will be required to help others TIVO 
their own work, so they can see how their work will eventually 
contribute to the overall success. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



21. Delayed gratification is necessary. 

 Stretch your arms out to your sides. One hand is pulling on a rope 
and the other hand is holding the bell. Some people need the bell to 
ring at the same time as the rope is being pulled. Others don’t. 
Often, there is a significant time delay between pulling the rope 
and hearing the bell ring in a new company. This is true whether 
you are investing in sales people or a new product. It is surely true 
when you are thinking up your own exit from the business. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



22. Sales in number one, two and three on the 
priority list. 

 You should plan on spending most of your time worrying and 
working on your sales efforts. Nothing else much matters. A sale 
happens when someone pays you for your service or product. 
Don’t get too excited if the marketing focus group says everyone 
will buy one. Get excited when someone DOES buy it. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



23. To sell many, sell one. 

To build your company, you have to sell multiples. You can’t just 
sell one. Anyone can sell ONE. The trick is to sell a lot, right? 
Sure. But before you can sell many, you have to sell that one single 
customer so that he is excited and pleased to have your product or 
service. This is why when you talk to venture capital investors, 
they are obnoxiously insistent on waiting until someone buys 
something from your company. Everything else is classroom. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



24. Family support, are they with you full on? 

Some family members love the idea of being associated with a 
successful entrepreneur. No one questions that. But some family 
members will not share your dedication and persistence, not to 
mention focus. The last thing you would need is someone back 
home who questions every move, every decision, every 
investment. This is not to say that your family members have to be 
all stupidly supportive. It is especially powerful if you get good 
advice, support and unwavering belief in YOU. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



25. Do you know what scaleable means? 

This is a relatively new business topic for an old business process. 
What this means is that you should try to develop processes in the 
business that can be easily duplicated and replicated. It is one thing 
to sell your product to one person, quite another to figure out how 
this sale was made so that you can make the next sale more 
efficiently. Success often hinges on your ability to continue to do 
the correct things faster and better that result in some tangible 
success. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



26. Ready, aim, fire. 

 Back when Beowulf was a lad, he used his trusty old slingshot to 
attack his enemies, kill squirrels and impress the maidens. Chances 
are he didn’t aim all that much. What he did was just let ‘er fly. If 
the rock fell short, he adjusted so the next time he got closer, and 
closer more the next time. Same thing in a new startup. The situation 
favors action over planning in other words. It really should be ready-
fire-adjust. One of my favorite cartoons is the one with the two 
buzzards sitting in the tree waiting for the man to die from 
thirst…”Patience, hell,” says one to the other, “I want to eat 
something.” 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



52. Be accessible and approachable. 

Things happen so fast in the startup, that you must simply be there. 
This means in your office and where people are working. If you have to 
get out of your office, do so. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



53. Model the behavior you require. 

If you demand certain things, do those things yourself, better to a 
higher degree. This means getting to work on time, and so forth. I 
thought this one was too obvious to include, but alas….it is not… 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



54. Try not to use your own personal sales as the model 
for your sales team. 

It is ok to sell, sure. But if you want to build others up to sell, be aware 
that you will own your customers forever, no one will want to jump in 
and serve the boss’s customers. Plus be aware that you bring different 
skills to the sales presentation than the rep can bring. You might be 
friendly with decision maker or owner, for example, a luxury your 25-
year-old might not enjoy. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



55. Can you recognize the top five problems in most 
sales departments? 

This is generalizing and your own organization may have different 
issues, but here are five that I have seen over and over again. 1. Lack of 
energy, excitement. For something to be sold, someone had best be 
excited about it, and your people can control themselves. Get them 
excited about your company, product. 2. Product training is not sales 
training. Today, most sales training is really product training. If they 
are great at describing your product’s features and benefits, but are not 
closing deals, it is the training. 3. Too much talking, not enough 
listening. Most good sales people are great listeners. Do your sales 
people have lists of open ended questions to use? 4. Alignment issues. It 
is like going to the doctor with a sore throat and saying you have a sore 
throat and having him start writing a prescription, “because you are the 
tenth person today who has that symptom.” You still want to be 
examined, right? Same thing with a prospect, just because your sales 
person has seen the situation before, and believes your solution is 
best….he still needs to develop the process with prospect. 5. Ask for the 
order. By far the biggest one. Remember that there are four things that 
can happen: a sale (good), no sale (good), advance the sale (good), or 
continue the sale (bad). 

 

 

 

 

 

 

 

 



56. Focus on the big picture but dont allow ANY type-
os. 

This is a very touchy area, because you should be able to see the 
business from a 40,000 foot level, but if you are always there, small 
mistakes happen that will undermine your credibility and 
professionalism. For example, I am particularly picky on any materials 
in print about our company. The most common ‘catch’ is the comma or 
period and quotation marks. They go “here.” Not “here”. I know, I 
know…see you caught them, too. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



57. No matter your budget, it is the gift-giving thought 
that counts. 

One time after a particularly good year, we announced a huge (for us) 
contribution into the company 401k plan, hundreds of thousands of 
dollars. Polite response from the crowd. But then, we gave each 
employee a watch with our logo on its face. People said it was the best 
gift they had ever gotten from a company. There are tons of books on 
this subject—Bob Nelson has made a writing and speaking career out 
of this topic alone. His book “1001 Ways to Reward Employees” is 
good, but you can think up ten of your own ideas as you drive in to 
work tomorow. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



58. Talk to your competitors, don’t run from them. 

This may be a bit counter-intuitive and it might not work well in your 
industry, granted. Talk to them at trade shows, conferences, even on the 
phone…don’t talk strategy or tactics, talk about the industry in general. 
You can learn a lot by talking to someone who is confronting the same 
issues. One never knows what you might learn. Here at JobDig, we 
compete against the Fargo Forum in a very limited way. We both sell 
helpwanted advertisements to employers in the Fargo area. The Fargo 
Forum owns a bunch of local newspapers and we had an idea of how 
we could partner with these local papers. Obviously, we knew we had 
to offer some unique benefits, we understand that, shessh. Anyway, I 
called up the publisher and after several attempts finally got him on the 
phone. Introduced myself, yada yada yada. He told me they had no 
interest in meeting, even to hear our ideas. Keep in mind, JobDig has 
taken over a million dollars out of their pockets, easy…more actually. 
And I was calling, volunteering to meet. Here is another tip, if your 
competitor calls and wants to meet, for goodness sake, meet…if 
nothing else, to size up your competitor. 

 

 

 

 

 

 

 

 

 

 



59. Communicate with your stakeholders often. 

I don’t care if your only stakeholders are family members, 
communicate with them frequently and regularly. If you have investor 
type stakeholders, this is a requirement. Far too often, we tend to forget 
our supporters. Let them know how you are doing, the good and the 
bad. They want to help you. There is nothing more fun than helping 
someone get started in a new business. By not communicating with 
them, you are robbing them of their biggest reason for supporting you 
and others like you. It does not have to be a big fancy shareholder 
letter, either. At JobDig, Toby writes a monthly one-page, tongue-in-
cheek, funny yet accurate newsletter that we send out to our 
stakeholders. It appears we are,like, the only private company that does 
so. 

 

 

 

 

 

 

 

 

 

 

 

 

 



60. Join clubs….or not. 

I know some advise new business owners to join the Chambers of 
Commerce and groups like Rotary and Lions. I know this works for a 
lot of people. I happen not to be a joiner…I know it would probably 
help me reach out, get to know more people, etc, but it is not ME. The 
point here is that you have to be true to yourself, no matter what the 
advice. If you cannot do it and feel good or comfortable doing it, don’t. 
The world is full of quiet, behind the scenes, unknown entrepreneurs 
building great businesses. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



61. Better to be OCD, than ADD. 

We have all worked for, around or under bosses who had bad cases of 
ADD, Adult Deficit Disorder. They can be so random that many cannot 
follow their train of logic or directions. First, how about those Vikings? 
If you are to have a disorder, it would be best to have OCD, obsessive-
compulsive disorder. In fact it may help you, word is. I have not yet 
met a successful entrepreneur that wasn’t compulsive about something. 
Have you? Have you? I mean, really, have you?  The worst boss, 
according to Dennis Miller, is one who is both ADD and OCD.  He 
moves from project to project, whatever gets his attention…but then he 
gets really focused on it, until the next project comes along. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://en.wikipedia.org/wiki/Obsessive-compulsive_disorder


62. Shiny pennies. 

Invariably this happens to the new startup guy. A new hire is made and 
then, all of the sudden, this new ‘blood’ captures your interest, 
imagination and focus. I have personally made this mistake more than 
once.  It is a very easy trap to fall into, believing that a new person on 
your team has all the answers, badabing-badabing. Chances are  he 
doesn’t, and in the time it will take you to recognize this, you will have 
alienated your existing team. Be excited about new people but make 
them prove themselves. Dance with the one you brought to the party. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



63. People who say they can raise money for your 
startup usually can’t. 

I don’t care how smart, connected or rich their friends, this almost 
always does not work. This is your job. Talk to them, yes, but never 
stop raising money your own damn self. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



64. When you are forming the business, do it the 
simplest way possible. 

If you are raising money from outside investors, use common stock, not 
preferred. Use an attorney to get the paperwork done correctly. There 
are no shortcuts to this–a necessary, but ass-saving requirement. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



65. Explore every possible sales channel. 

One of your jobs is to understand how your industry takes products to 
the market. Basically, there are two methods–direct channels, meaning 
you sell directly to the customer; or indirect, meaning your customer is 
a dealer, distributor or agent who, in turn,  sells your product to his 
customer. You can sell via both channels but it is more complicated and 
requires product differentiation, perhaps, and a keen awareness of 
pricing issues. When we started Insignia, we didn’t know which 
channel would work for our new sign maker for retailers. We literally 
tried and tested several channels (dealers, independent reps, private 
label accounts) before deciding to focus on direct sales, over the 
telephone. 

 

 

 

 

 

 

 

 

 

 

 

 

 



66. If you feel inadequate in a certain discipline, hire up. 

None of us can be good in every single area of a business. If you are 
not especially good at accounting, hire someone that is very solid and 
strong in that area. No one will fault you if you are not the best in that 
area, they will fault you if you try to BS your way through these issues. 
Your job is all about building a team to execute a well defined plan. 
After raising startup money…that is it. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



67. Be wary of consultants, headhunters and every other 
outsider who wants to “advise” you. 

 I have paid for this lesson a LOT. At Insignia, I was seeking outside 
venture capital after investing a lot, for me, in the product development. 
I knew better, but when the potential new investor said they would only 
invest after their market research firm did a complete study, I said yes. 
The market research study cost us about $20,000 to complete and yes, 
you guessed it, they recommended that the venture firm pass on our 
opportunity. Shessh—like I had any choice at that point?…we HAD to 
make it work. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



68. Do not do any advertising or promotion that is 
image related. 

Make your advertising pay its own way, with measurable, no-shit 
results. It is not about image or some advertising awards, it is about 
generating leads that turn into sales. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



69. Test and roll, test and roll. 

This is a slight variation on the ready-fire-adjust theme but an 
important one. Break down almost any offer or product launch to a 
smaller, focused and measurable size. If you want to be the best asphalt 
paving company in the metro area, try your new business in one small 
suburb before you undertake a metro-wide ad campaign. Test a few 
variables to make your offer the best possible. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



70. Never hire a quitter back. 

People will leave your company, chances are. No one is irreplaceable, 
it happens. But if they resign, do not hire them back into the company. 
It is a very, very tempting to do so…after all, you are a great person, 
and they made a mistake (they will tell you) in resigning, what have 
you. If you do, you have just signaled that your company has a safety 
net, and more people will leave to test the employment waters. Let it be 
known if they leave, that is ok, but they are not on the team now or in 
the future. The ONLY exception would be for Peace Corps volunteers 
or people who join the National Guard. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



71. Assume goodwill; but audit, measure and lock the 
doors. 

I really believe in the inherent goodness in most people. This is true of 
your employees, customers and any other stakeholder you might have 
in your new business. In other words, don’t go out looking for trouble 
where none exists. At the same time, realize that nothing gets improved 
until it gets measured. Only then can you understand if you got the 
result you needed…without concrete measurement devices, you are 
running a hobby business. Lastly, lock the doors. I loved my kids, but I 
still checked the liquor cabinet. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



72. It takes 4 x the money and 4 x the time. 

Twenty years ago, they used to say twice the money and twice the time 
to get almost anything done in a new company. Now, for me at least, it 
is closer to four times both. And, that is starting with a start date and 
money amount that was developed with some experience. It is so easy 
to underestimate both.  Build your plans around this four times rule, 
and you just might have enough of both left at the end. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



73. If your customers have to change their behavior, 
prepare for a struggle. 

People are extremely resistant to changing their behavior. Can it be 
done? Sure. Keep asking yourself if there is a way to make their current 
behavior simpler, faster and cheaper—that is much,much better. I have 
a friend who started up a home delivery grocery business. The business 
invested tens of millions in systems, warehouse and customer 
acquistion strategies. Even though it is still operating, changing the 
grocery shopper from bricks and mortar has proven more expensive 
than planned. And, their value proposition is very compelling too. It is 
like the HR manager one of our reps talked to not long ago. “The daily 
newspaper just doesn’t work for us at all, any more, ” the HR manager 
said, “but we are still using them.” When our rep asked why, she said, 
“well, my boss won’t approve any other media.” 

 

 

 

 

 

 

 

 

 

 

 

 



74. No one will like change, except you. 

If you are making it in your new business , be prepared to cope with the 
newfound lack of flexibility in your team that will drive you frickin’ 
nuts. You must always be on the lookout for new ways of doing things, 
of new products to add, and new customers. You might be the only one 
truly comfortable with ambiguity. Recognize this fact, and tolerate this 
resistance. Think of it not so much as a governor on your own 
creativity, but as voices of reason and carefulness. They mean well.  
Just don’t let them  start patting you on the head like old Uncle Curly 
who has alzheimers. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



75. No one cares as much about it as you do. 

Your new company will consume you, and even most of your 
employees. Realize that most other people will not have heard about, or 
even care that you have a brand new widget.   Your big dilemma about 
increasing prices?…they won’t even recognize it or care. As one old 
curmudgeon told me once, “we are both nothing but pimples on the ass 
of progress.” I got the message. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



76. You can’t stop certain activities, even sales, once 
inertia and momentum is working for you. 

Every year at Varitronics, we would introduce a new product that we 
thought would kill our last one. Most of the time, it never did, people 
just kept selling and buying the older products. Once the train starts 
going down the track, it is hard to simply announce a big change and 
expect immediate implementation. However, neverevernever announce 
a product before you are completely ready and it is deliverable. Sales 
people excel at selling products that they cannot deliver. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 




