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Improving the Odds : A Guide to Coaching for Entrepreneurship

Definitions

Business: A process of providing products or services of interest to customers in exchange for
cash or some other form of exchangeable currency.

Business Model: A simplified, logical description of the (products or services) offer that a
business makes to its customers, plus:
¥ the way customers are reached and related to,
¥ the resources, activities and partners used to reach and relate to customers, and
¥ the way(s) customers pay for products or services of a business.

Business Plan: A strategic top level plan which clearly explains the what, why, when, who and
how of a business based on its business model. It provides a forward looking overview in words
and numbers (typically 1-5 years), the 2-3 year history of a business and its owners, the aims
and objectives of the business, and proposals to achieve business goals. First year financial
estimates are frequently used for a monthly budget plan. A business plan is expected to be
implemented via a separately defined plan for business operations.

Business Development: A collection of activities and processes designed to grow a business
in accordance with a business pan.

Business Operations: The collection of activities and processes required to profitably produce
products and services, operate the business model in a market, and do business development.

Business-of-Business: Effective methods, habits and practices for successful business
operations that also fulfill both explicit and implicit social contracts for properly conducting
business within a community.

Company: An organized and managed collection of people and required resources needed to
carry out the business-of-business.

Venture: A new business with inherent risks.

Entrepreneur: A person who organizes, operates, and assumes the risk for a venture for the
sake of profit and wealth.

Entrepreneurship: The practice of starting and managing a venture intended to capture market
opportunities (needs, wants, problems, and challenges).
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Operating Fundamentals for Enduring Enterprise Success

¥ Why this subject? Most businesses that do not succeed suffer from operating
errors once the doors are open.

Market Definition — Who Will Buy and Why

¥ Why this topic? With only vague ideas about potential customers and their possible
interests, itOs hard to build a business and impossible to build business success.

Whole Idea: Entrepreneurs need to be suitably specific about customer needs, real competition,
customer demographics, messages that work and effective channels. OBuild it and they will
comeO only happens in the moviesThe goal is to insure staying focused on significant
unsatisfied needs or desires, have laser-sharp views of who has those needs, and know what it
takes to get them in the door. These specifics then can be translated into effective campaigns
that yields prospective customers wanting to be sold.

Business Value/Gain:

¥ Entrepreneur: Building positive cash flow, desired revenue levels and desired profit levels
all start with a clear understanding of customers, their needs and what they are willing to
pay for whatever is on offer.

¥ Venture: Scarce $s for advertising and promotion will be much more effective at attracting
properly qualified buyers vs. simply attracting Otire kickrsO.

Risk/Exposure:

¥ Upside: Sound market definition leads to effective market campaigns that return significant
multiples on each $ spent and simplifies or expedites every sales process.

¥ Downside: Not done or poor market definition is a step on the road to failure as it precludes
knowing how to best focus the business and reach prospective customers.

Market Definition Objectives:

¥ Have very, very crisp definitions of: needs being served, who has them, other options
available to a customer, and competitive differentiation.

¥ Insure that they are grounded in reality vs. wishes, hopes or guesses.

¥ Get some idea of #s of potential customers, how many can be reached, and how many can
be converted.

¥ Define specific messages that will qualify and attract suitable #s of qualified prospects.

¥ Identify the best form and channels for those messages and message frequency to insure
continuing traffic flow until word-of-mouth reputation is developed.
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Business Definition - The Offer & How it Happens

¥ Why this topic? A key is to create loyal customers who advocate the business
to others. This means that the business needs to be on the mark meeting needs
and wants in a way that is satisfying and accommodating with pricing and
payment processes that make sense.

Whole Idea: A main task is to do business via a robust offer that meets customer needs, is
competitive, and can be provided at a profit. Retailing is about more than goods and restaurants
are about more than food. The goal is to develop and build in unique added value beyond
substance, price and quality. Distinctive services, business style, amenities, etc. help to create
and sustain brand, price and profit when delivered by means of effective and efficient business
processes.

Business Value/Gain:

¥ Entrepreneur: Robust offers and efficient processes create delighted, advocate customers
who spread the word that this entrepreneur knows what should be done to deserve their
business.

¥ Venture: Unique added-value beyond substance, price and quality builds customer loyalty
and reduces on-going costs to achieve repeat sales.

Risk/Exposure:

¥ Upside: Sound business definition move the venture to an elite status that helps creates
internal standards against which to hire and train staff and external standards for choosing
suppliers and services providers.

¥ Downside: If the offer is only about substance, price and quality, a business is more
vulnerable to loss of customers and market share with added risk of needing to compete
either on lowered price or reduced quality.

Business Definition Objectives:

¥ Establish clear and succinct definitions of the basic substance, price and quality that is on
offer.

¥ Establish views about what more one could want as a customer and about gripes re
competitors.

¥ Try to determine price elasticity for added value for additions to the basic offer (i.e. the
robust offer).

¥ Determine if there are sound business processes that can be defined to deliver the robust
offer at an acceptable market price and at a profit; what they are and how they work will be
defined later.

¥ Try to make the unique value-add for the robust offer part of a brand image and all
marketing communication.
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Company Definition — The Effective Organization

¥ Why this topic? To build business profit, one needs to insure that every
business moment, business activity, business process step, and business
resource are used most productively to deliver with quality and good margins.

Whole Idea: Successful businesses are driven by customer satisfaction, business productivity,
resource economy, pride in work performance, and joy in the workplace. The goal is to make
sure that the venture has pride and enthusiasm and puts in place: suitable measures for every
person and every business process step; training for staff to reach these goals; access to
coaching when needed; and, accountability against clearly explained standards.

Business Value/Gain:

¥ Entrepreneur: A truly effective organization produces better results, operates more
smoothly, and demands less intense oversight D all boons to the harried entrepreneur!

¥ Venture: Effective organizations produce happier customers, more revenue and greater
profits.

Risk/Exposure:

¥ Upside: Sound company definition keeps costs down and improves business yield for every
$ and moment that is invested.

¥ Downside: Ineffective organizations have high staff turn-over, costly work place conflicts,
lower quality, and inadequate customer loyalty.

Company Definition Objectives:

¥ Establish very clear definitions of each core business process that delivers an income
producing result to a customer.

¥ Establish equally clear definitions of each business process that directly support the core
processes.

¥ Then, establish a clear definitions the management business processes that are used direct,
operate and measure the business.

¥ Define suitable training, measurement and coaching practices for each of these.

¥ Establish regular performance reviews of the entire company and each persons contribution.
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Resource Definition — Fueling the Business

¥ Why this topic? Dig in to details because, operationally, it always takes more
money and time than expected in the business plan.

Whole Idea: Entrepreneurs would do well to have a OGoldilocksO approach to defining resources
b neither too much nor too little, but just right. The goal is to insure that entrepreneurs assess
time, people, external services, quality and customer services, overhead, margin and reserve
needs as feeders to knowing how much money is needed over and above that required for

plant, equipment, supplies and inventory. A guiding maxim should be: it always takes more
money and time than expected and planned!

Business Value/Gain:

¥ Entrepreneur: Realistic understanding of resource provides greater credibility when
obtaining financing or seeking partners.

¥ Venture: The business or its operation is less likely to falter when realistic resource
requirements have been identified and provided for.

Risk/Exposure:

¥ Upside: Realistic resource definitions forms a baseline against which to define operating
budgets and growth initiatives.

¥ Downside: Failure to realistically identify resource needs is a leading indicator that the
venture may be doomed before it can get going and probably better terminated sooner than
failing later.

Resource Definition Objectives:

¥ Define direct expense basics (people, plant, equipment, supplies) plus overheads and
indirect expenses ( insurance, professional services, debt service, margins, reserves, etc.)

¥ Have resources organized against logical time points in the business development roadmap.

¥ Prepare trial operating budgets to see if the resource definitions are realistic.

¥ Check reality by using resource definitions, trial operating budgets and business plans to
yield a cash flow picture that is workable.
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External Vital Signs — Measuring Market Performance

¥ Why this topic? Having a broad and accurate sense of market performance is a key
to anticipating changes in cash flow, customer attitudes and competitive strength.

Whole Idea: Being able to manage a venture starts with understanding market performance;
most ventures track just sales and sales pipelines. The goal is to understand that, beyond
sales, market performance is also about sales trends, market share/trends, customer attitudes
(preferences, complaints, turnover, and satisfaction/delight/advocacy), value/quality/price
satisfaction levels, and inventory/services satisfaction levels.

Business Value/Gain:

¥ Entrepreneur: Making deft market changes (when measurement indicates the need) builds
skill and confidence that transfer into decisions for other areas of the venture.

¥ Venture: Sustained management of market performance is essential to generating cash
flow, reaching financial performance goals and securing interesting exit valuations.

Risk/Exposure:

¥ Upside: Successfully managed market performance provides revenues that yields operating
cash flow which reduces need for external financing.

¥ Downside: Not doing this is like sailing without navigation tools; one is only guessing about
current position, current direction, and the course that is needed.

Market Measurement Objectives:

¥ Assemble information already being gathered/retained about customers, competition and all
sales-related info.

¥ Identify gaps and insufficiencies.

¥ Identify acceptable ways to fill in the gaps and strengthen data collection where it is weak.

¥ Establish business-specific information portrayals that are meaningful re significance of
status and potential need/desire for change.

¥ Learn to translate information indicators into decision implications for improved market
performance.
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Internal Vital Signs —Measuring Financial Status

¥ Why this topic: It is not enough to measure revenue and profit status and trends;
one needs to be on top of cash flow and credit strength for both survival and growth.

Whole Idea: Being able to anticipate cash needs before they occur is essential. Otherwise,
timely financing initiatives will get started too late, yield too little, and cost too much. Some cash
awareness comes from executing to a plan; and, the need is for additional financial information
and understanding its use. The goal is to go beyond cash management and cash flow to look
at: payables, receivables and their aging; tax filing compliance; debt levels, debt service and
credit worthiness; capital needs for growth; and, operating reserves for tight times.

Business Value/Gain:

¥ Entrepreneur: Better skills at watching over cash, debt and payables adds to the credit
worthiness of the entrepreneur and protects personal collateral pledged to secure debt
financing.

¥ Venture: A strong balance sheet is more readily financeable at better rates with simpler
reporting.

Risk/Exposure:

¥ Upside: Clean financial status simplifies tax filings and reduces accounting and annual
audit/review costs

¥ Downside: Operating a venture on the financial edge reduces ability to respond to market
demand for products and services which amplifies the possibility of any potential for failure.

Objectives:
¥ Have a clear understanding of cash flow, income statement and balance sheet and the

relationships between them.
¥ Identify any imbalance between cash-on-hand + current receivables and current liabilities
¥ Develop tactics for improving the imbalance.
¥ Develop an overall strategy to improve credit worthiness and specific financing steps that
can be supported.
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Internal Vital Signs - Evaluating Process Yield

¥ Why this topic? Enterprise success can not be achieved unless there is an
adequate enterprise Opower plantO that is performing well.

Whole Idea: It is hard to make a profit when internal processes are inefficient or less than

effective. Poor process yields undermine good market performance and sound financial

management. The goal for both product and services businesses is to understand how yields

and ROI are improved by careful attention to: time management; productivity tools; process

cycle times; waste management; process sequences and loadings; staff task definitions and

guidance; margin management; cost efficiencies; and quality control.

Business Value/Gain:

¥ Entrepreneur: Developing a sharp eye for improved yields and efficiencies then powers
planning for growth while minimizing capital needs without undermining upside potential.

¥ Venture: Efficient internal processes satisfy both customers and staff while increasing profit
potential.

Risk/Exposure:

¥ Upside: An obvious and conscientious focus on effective and efficient processes will
encourage staff and customers to become partners in improving the venture.

¥ Downside: Inefficiency increases costs and ineffectiveness loses customers.

Objectives:
¥ (Re-)Assess the operating model (company definition) to see if the processes and

sequences (still) make sense.

Collect information for areas of possible improvement.

Identify rough spots within or between process steps.
(Re-)Assess the current training and supervision practices.
Identify potential modifications and evaluate their benefit.
Focus on process improvement that is proactive and inclusive.

KK KK K
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Drive Change through Innovation - Grow Competitive Advantage

¥ Why this topic? Reacting or keeping pace is not good enough for competitive
success; there needs to be a proactive approach to getting ahead and staying there.

Whole Idea: Successful enterprise requires ongoing innovation to stay ahead. Innovation is
more than new products, new services or new markets. It is also about simplifying operations,
improving management, reducing cost and increasing any of flexibility, speed, productivity,
yield, quality, or service. The goal is to develop a habit of looking for innovation possibilities.
Focus on acquiring skills used to Othink outside of the boxO plus skills used to examine every
business assumption and every business process step toward discovering opportunities to
innovate for real gain.

Business Value Gain:

¥ Entrepreneur: A reputation as an innovator is useful in attracting investors and top-grade
talent.

¥ Venture: A track record for successful innovation helps companies attain market leadership
that adds to the power of attracting customer interest and loyalty and increases exit
valuation.

Operating Risk/Exposure:
¥ Upside: Succeeding with useful innovation can accelerate growth and business expansion.
¥ Downside: Failing to be innovative can lead to costly business stagnation and weak market

reputation.
Objectives:
¥ Get past the mentality of Gf it ainOt broke, donOt fix itO that might get in the way of innovation.
¥ Keep current with business trends and technology.
¥ Have a routine process for looking for productive ways to improve and expand.
¥ Learn about skills for and be committed to carefully evaluate ROI including costs of change
or disruption.
¥ Employ a caring approach to winning company support and participation for innovative

change.
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Drive change by Increasing Efficiency — Keep It Simple & Direct

¥ Why this topic? Efficiency clears the decks for accelerating progress, reducing
waste, and making it easy for customers to buy and for staff to produce.

Whole Idea: Enterprise is more efficient when both processes and communications are clear,
focused and uncomplicated. Complex processes or muddy communications deters progress,
creates wasted time and resources, stops customers from buying, and hampers workers from
producing at their best. The goal is to keep processes clean and communication straight
forward. Learn to identify process steps that do not add value and provide feedback on
communication habits that make the main points hard to get.

Business Value/Gain:

¥ Entrepreneur: Helps create a company culture that provides better operating results at
every turn.

¥ Venture: This form of working smarter increases the pace and quality with which results are
accomplished without needing to drive people to work harder.

Risk/Exposure:

¥ Upside: Making adjustments or changes will take less time and be accomplished with less
turmoil.

¥ Downside: Operating results will deteriorate or fail while complex processes and muddy
communications prevail.

Objectives:
¥ Assess processes and their yield/cost/revenue properties; identify those with lower yield or

performance .

¥ Assess impact of adjusting staffing and training involved in processes with the greatest
potential return.

¥ Develop an ongoing company culture to group brainstorming for process improvements.

¥ Examine predisposed style and manner of communication to identify where there may be
resistance to an openness to feedback from staff and customers.

¥ Engage in adequate training to improve communication and work out a program as needed.

10
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Drive Change by Increasing Confidence — Mute Fears & Anxiety

¥ Why this topic? Entrepreneurs must get beyond any fear of the Ohot door knobO and
open the door into the next challenge space for launch and growth.

Whole Idea: By definition, a successful enterprise must be enterprising in nature b having
courage, energy, and willingness to sensibly try what is new, important, difficult or intimidating.
The confidence to do these things is most often learned and then must be developed and
nurtured. The goal is to learn how to build oneOs confidence and also learn how to do that for
the enterprise team. Going beyond what is comfortable and feels safe is often where growth is
developed and opportunity is discovered.

Business Value/Gain:

¥ Entrepreneur: Getting past the daunting can expand capacity to reach for stretch goals that
make a difference and reduces stress levels in the process.

¥ Venture: Operating from confidence assures customers that this business knows what it is
doing.

Risk/Exposure:

¥ Upside: Confident entrepreneurs and their teams meet and exceed goals more often than
not.

¥ Downside: Cold calling, trying new ideas and the other stuff of success will have limited
benefit when people are hampered by fears and anxieties; also, hesitancy increases the
likelihood that opportunities will be missed, errors will increase, yields will be lower, and
quality will decrease.

Objectives:

¥ Assess your comfort zones, risk limits, and usual responses to business fears or anxieties
(OredO zone).

¥ Set up a program to develop personal and team training that teaches useful habits and skills
that can boost confidence.

¥ Set up a program to develop plenty of practice/rehearsal with situations that are in the OredO
zone.

11
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Drive Change by Staying Realistic — Probable is Better Than Possible

¥ Why this topic? Use plans, dreams, wishes and hopes to guide and use probable
judgments about reality to get there.

Whole Idea: Enterprise is about people and people are not perfect. Neither are plans nor
markets nor customers nor business operations. Strive for Omore often than notO when it comes
to people, plans and expectations. The goal is to build success based on what is likely in
addition to what may be desired. This implies learning to assess, plan, manage, operate and
adapt based on OprobableO rather than Ohoped forQ. This approach will be far more likely to
tolerate variations and achieve enduring success.

Business Value/Gain:

¥

¥

Entrepreneur: Skills at discerning Olikely® from Opossibled or Odesirabled strengthens judgment
and decision making abilities.

Venture: Regularly succeeding Omore often than notQ in areas of core competence needs to

be achieved first and profitably before striving to build towards much higher performance

goals.

Risk/Exposure:

¥ Upside: Focus on the OprobableO creates a sound position from which to manage people,
operations, plans and expectations.

¥ Downside: Focus on the OposgileO or Ohoped forO leads to underpowered preparations for
normal business, increase the numbers of OsurprisesO not able to be met, reduces readiness
to endure business downturns, and increases risks of failure.

Objectives:

¥ Gather information on presumptions underlying key elements of enterprise operations and
management.

¥ Identify the extent of reality testing that has occurred for key presumptions, hopes and
objectives.

¥ Develop a standard practice that sorts out possibilities from probabilities.

¥ Develop and practice routine operations and management practices based on probabilities
as the norm.

¥ Restrict willingness to go for a possibility only when capacity is available, the payoff is big

enough, and failure would not seriously wound the enterprise.

12
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Drive Change by Being Practical - Have a Plan, Find What Works

¥ Why this topic? Dondt plod along a closed path, be ready to adapt. Use Mohamed
AliOs mantra as a guided Odance like a butterfly, sting like a beeO.

Whole Idea: Every enterprise needs a plan, yet plans are only theory. Successful enterprise
evolves beyond plans based on experience and insights from market dynamics, changing
customers needs, response to goods and services, and experience with business models,
processes and company organization. The goal is to learn to spot the need for change and
assess potential benefit from possible adjustments. Learn to identify, evaluate and examine
deployment options for a spectrum of adjustments ranging from small incremental
improvements to dramatic re-defining innovations.

Business Value/Gain:

¥ Entrepreneur: An ability to be more aware and respond to market and customer dynamics,
economic changes, and technology changes provides nimbleness that is required to
successfully grow and compete.

¥ Venture: Enterprise offer can remain current against changing customer expectations that
affect revenue and business positioning can remain effective against changing competitor
activities.

Risk/Exposure:

¥ Upside: Having a clear strategy and operating plan provides @lobalO longterm thinking as
an overall guide while staying tuned to what works provides a basis for OlocalO negerm
actions that are essential to respond sensibly and soon prevailing market and business
dynamics that matter.

¥ Downside: Installing plans and pro forma expectations as heads-down controls rather than
as guides makes the enterprise too rigid and risks under-performing against normal
variations and missing the need to make market-driven changes.

Objectives:
¥ Gather information on what has been working well and what could be better.

¥ Gather information on planned activities that have yet to be undertaken and assess reasons
for delay.

¥ Gather information on new concerns raised by staff, lost business reports and customer
feedback.

¥ Develop a prioritized view of needs/desires for change.

¥ Evaluate best use of available resources for timely changes against priority list based on
max ROI gain.

13
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Decisions Should Be Balanced: Guide Globally, Act Locally

¥ Why this topic? Without knowing both where it is best to be heading and what is

needed now, you can not get there from here.

Whole Idea: Abandoning strategy to opportunism can subvert achieving desired enterprise

goals. However, it also makes good business sense to capture opportunities - so long as the

end game is not sacrificed. The goal is to understand the value of this dual stance and focus on

developing skills for making good decisions that are both tactically effective and strategically

sound. The key is to use the prevailing strategy to frame each current choice and action.

Entrepreneurs who master the art of this dual stance will be more likely to achieve success and

optimize desired outcomes.

Business Value/Gain:

¥ Entrepreneur: A track record of making sensible, context-based decisions increases the

confidence level that others will have in the entrepreneurOs leadership and judgment.
¥ Venture: An enterprise decision process which balances sound strategy, effective

operations and sensible opportunity capture will make best use of available resources and

time on the way to desired success.

Risk/Exposure:
¥ Upside: Balanced choices will more reliably produce desired outcomes on a consistent
basis.

¥ Downside: Unstable enterprise and erratic performance are more likely from unbalanced

choices that favor either extreme (i.e. strategy v opportunity) or unpredictably careen
between the two extremes.

Objectives:

¥ Make sure that there are both specific, tangible goals and well defined criteria for capturing

opportunities.

¥ Establish constraints on the nature/extent of strategic change that is reasonable for the
current enterprise.

¥ Clarify options for handling opportunities that would profoundly change the enterprise.

14
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Decisions Should Target Significance: Aim for Impact & Consequence
¥ Why this topic? Frame every with power choices and make each decision count.

Whole Idea: Choices to consider when deciding (OframingO the decision) are at least as
significant as the decision itself. When possible, focus each decision on choices with important
effects. The goal is to learn to sort through decision choices based on an assessment of
potential impacts, consequences and risks. From there, entrepreneurs should only consider
those choices that really matter in terms of results. The key is learning to see each decision as
having a potential risk-adjusted return with a real cost for any choice including inaction.
Entrepreneurs who can exercise a realistic risk-adjusted ROI approach to decisions will
consistently out-perform entrepreneurs who only select among easy or safe choices.

Business Value/Gain:

¥ Entrepreneur: A track record for sensible decisions with significant impact will build
admiration, trust and loyalty from others.

¥ Venture: Having a culture of reality-based, risk-adjusted ROI for guiding decisions will lead
to development of the business and company with less turmoil and cause a habit of thinking
and working smartly to spread to all management and staff.

Risk/Exposure:

¥ Upside: Growth and financial performance will benefit and a stronger base will exist for
making tough choices in harder times.

¥ Downside: Decisions using insignificant, weak or poor choices are likely to be poor
decisions that may also be wasteful or even harmful.

Objectives:

¥ Employ an organized, time-based way to understand important results or critical milestones
that the venture needs to accomplish.

¥ Have clear, explicit and quantified constraints on risk-taking and acceptable limits to down-
side consequences.

¥ Develop skills for evaluating cost-benefit, risk-adjusted ROI; practice to gain proficiency and
develop a readily applicable methodology for their use.

15
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Prioritize Immediacy for Decisions: Now, Next or Later

¥ Why this topic? Thrashing makes no sense and reactive choices are often not best
so continually having some solidly grounded sense of what has to be done when is a
Obest practiceO.

Whole Idea: Not everything can or should be attended to right now. Judging when to decide or
act should include central factors (e.g. outcomes, timing, activities, resources, capacity, etc.)

The goal is to establish a discipline for setting and adhering to priorities and judging if or when
exceptions are warranted. The key for entrepreneurs is to learn to repeatedly do a quick triage
(OnowO v OnextO v OlaterO) among remaining candidates for Onexthevisarrent OnowO action is
nearing completion. Adopting this decision triage process as a consistent habit insures that the
enterprise will always be doing the most useful OnextO thing.

Business Value/Gain:

¥ Entrepreneur: Improved skills for determining priorities increase the likelihood that the right
decisions are made at the right time for significant reasons.

¥ Venture: Having and using clear priorities reduces the chance that any of time, expense or
opportunity will be squandered.

Risk/Exposure:

¥ Upside: Increased discipline with setting and using priorities increases the likelihood that
goals will be reached and opportunities will be properly leveraged.

¥ Downside: Operating without goal-oriented, time-based priorities increases vulnerability to
reactionary choices that can distract, block or undermine desired success.

Objectives:
¥ Have a clear set of specific, quantified, time-based goals that can be used to actively guide

the enterprise.

¥ Have a working understanding of the probable steps and sequences required to achieve
each major goal.

¥ Define each step in terms of measurable expected results, required resources, and a well-
defined end-point.
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