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Key #2: 
Dream 

More Time & Money 
 

“Awake, arise, and assert yourself, you dreamers of the world! Your star is now in the 
ascendancy. The world depression brought the opportunity you have been waiting for. It taught 

people humility, tolerance, and open-mindedness. The world is filled with an abundance of 
OPPORTUNITY that the dreamers of the past never knew.” 

Napoleon Hill – Think & Grow Rich (1937) 
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Chapter 5 
“Desire - The Starting Point of All Achievement” 

 
“I wish to convey the thought that all achievement, no matter what may 

be its nature, or its purpose, must begin with an intense, 
BURNING DESIRE for something definite.” 
Napoleon Hill – Think & Grow Rich (1937) 

Think and Grow Rick (1937) is THE book written in the last 100 years to change one’s life. 
Written by Napoleon Hill after being commissioned by Andrew Carnegie to document the 
success secrets of successful people. He interviewed "more than five hundred of the most 
successful men this country has ever known.” He recorded how they became successful in a 200-
page manual that has become one of the best-selling books of all time. In my opinion, all 
modern-day inspirational books are derivatives from Hill’s research.  
 
Think and Grow Rich applies these success secrets to how to become rich, but they can also be 
applied to any undertaking. The principles are divided into 13 principles to be mastered. A great 
summation of the principles is from the legendary self-help radio personality Earl Nightingale.  
  
The principle of “Desire” is the starting point of becoming Rich. Having a desire was an attribute 
consistent in those Hill interviewed. Desire is more than just wishing for something. Desire is 
about truly wanting something.  
  

“Wishing will not bring riches. 
But desiring riches with a state of mind that 

becomes an obsession, then planning definite 
ways and means to acquire riches, and 

backing those plans with persistence which 
does not recognize failure, will bring riches.” 

 
Only when a person truly wants something will that person take action.   

“You may as well know, right here, 
that you can never have riches in great quantities, 

UNLESS you can work yourself into a white heat of 
DESIRE for money, and actually BELIEVE you will possess it. 

You may as well know, also that every great leader, 
from the dawn of civilization down to the present, 

was a dreamer.” 

To ensure that your wishes become a true Desire, Hill suggests you take time to develop a 
“Statement of Desire”. A statement of desire is personal; it drives why you’re in business. Why 
you are in business (your passion) drives your company’s mission and vision.  Hill outlined the 
steps to create a “Statement of Desire.” 
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 “First. Fix in your mind the exact amount of money you desire. It is not sufficient merely to say 
‘I want plenty of money.’ Be definite as to the amount. (There is a psychological reason for 
definiteness which will be described in a subsequent chapter). 

  
Second. Determine exactly what you intend to give in return for the money you desire. (There is 

no such reality as ‘something for nothing.) 
  
Third. Establish a definite date when you intend to possess the money you desire. 
  
Fourth. Create a definite plan for carrying out your desire, and begin at once, whether you are 

ready or not, to put this plan into action.  
  
Fifth. Write out a clear, concise statement of the amount of money you intend to acquire, name 

the time limit for its acquisition, state what you intend to give in return for the money, and 
describe clearly the plan through which you intend to accumulate it. 

  
Sixth. Read your written statement aloud, twice daily, once just before retiring at night,and once 

after arising in the morning. AS YOU READ— SEE AND FEEL AND BELIEVE YOURSELF 
ALREADY IN POSSESSION OF THE MONEY.” 

 
Accelerating growth for your business begins with your Desire. It answers the all-important 
question of why do you own the business, why do you put up with the day-to-day frustrations 
that come with owning a business. If you do not have a compelling reason to see through 
problems, you will not survive. That is why, in my observation, the number one cause of 
business failure is entrepreneur burnout. Owners just give up because they do not have a 
compelling reason to continue.  
 
Hill published Think and Grow Rich during the Great Depression. He said, “You have been 
disappointed, you have undergone defeat during the depression; you have felt the great heart 
within you crushed until it bled. Take courage, for these experiences have tempered the spiritual 
metal of which you are made—they are assets of incomparable value. Remember, too, that all 
who succeed in life get off to a bad start, and pass through many heartbreaking struggles before 
they ‘arrive.’ The turning point in the lives of those who succeed usually comes at the moment of 
some crisis, through which they are introduced to their ‘other selves.’ 
  
Answer the following questions first in your mind and then on paper. Your answers will draft 
your “Statement of Desire”.  
  

To achieve my life purpose of _____ 

Why do I want money? 
What do I desire to own? 

Since money buys time, what do I want to do with your time? 
 

Before being introduced to Hill, my mentor introduced me to Zig Ziglar. Zig was the goal setting 
evangelist. Your life purpose is something imperative to determine. To begin the thought process 
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of determining what is most important to you, consider goal areas presented to me in books and 
seminars by Zig Ziglar: 
 
Physical (such as appearance, weight control, stress control, endurance, strength); 
 
Spiritual (such as believe in God, inner peace, influence on others, spouse relationship, giving 
donations); 
 
Mental (such as intelligence, formal education, creative imagination, self-image, enthusiasm); 
and 
 
Family (such as listening, good role model, build self-esteem of others, express love and respect, 
time together). 
 
As Hill said, “If the thing you wish to do is right, and you believe in it, go ahead and do it!” 
 
Once you have a purpose in life (why you want money) charted in your mind, now select when 
you want to achieve money by.    

 
 

I have absolute faith that on _____ 
 

When do I want to achieve the money? 
 
Having a date assigned to goals is debated. Both sides of the debate are valued. My observation 
is Napoleon Hill is correct; there is a true benefit to dated goals. A date is connected to your 
imagination, “If you do not see great riches in your imagination, you will never see them in your 
bank balance.”  
 
The length of long-term goals is also debated. Not long ago, people were establishing long-term 
goals 25 years out. In today’s fast moving society, 5-year goals seem to be more appropriate to 
some. Not sure if the date is as important as your ability as to “see” the “bank balance.” If you 
can see, 25 years out, use 25 years. If you can only see, 5 years, use 5 years. What can you see?   
 
Pick a date and then think about what you desire to see. 
 

I will possess $ _____ 
 

How much money do I desire and 
in what form (cash, revenue, net worth, etc.)? 

 
Be very specific in the amount. “I wish to convey the thought that all achievement, no matter 
what may be its nature, or its purpose, must begin with an intense, BURNING DESIRE for 
something definite.” 
 
Now you must begin to think about how you are going to make that money. “One sound idea is 



Survive then Thrive During/After COVID-19 - Growth Accelerator: Systemized Plan to Earn More.  
 

University of Maryland – Small Business Development Center 

Spring 2020 DRAFT – For Classroom Use Only Page 46 
 

all that one needs to achieve success.”  Visualize ALL the ways you can make money. “THERE 
ARE NO LIMITATIONS TO THE MIND EXCEPT THOSE WE ACKNOWLEDGE BOTH 
POVERTY AND RICHES ARE THE OFFSPRING OF THOUGHT.” 
  

by serving those that can pay me to  
get the job done of _____ 

 
What you are willing and able to do for that money? 

 
Underline the words “serving,” “pay me,” and” job done.”  
 
Making money is all about finding those that have money and going to work for them. 
Customers are the boss. They will fire you if you are not giving them service by solving their 
problem. If you do solve their problem, and do it better, faster or cheaper than anyone else, you 
will make more money. But, you need to make sure they have money to pay you.  
 
During my time working with over 13,000 business owners, many were limited in making 
money because they were limited in what they would be willing to do. Follow Hill and realize 
that “Open-mindedness is essential for belief. Closed minds do not inspire faith, courage, and 
belief. Remember, no more effort is required to aim high in life, to demand abundance and 
prosperity, than is required to accept misery and poverty.” 
 
In working with a business owner in New York, the business model he started with was not 
going to get him to his desired income. In asking what else he was willing to do for money, he 
listed very little. He did have the burning desire to make the money he wrote down. After 
quoting Hill, “Your imaginative faculty may have become weak through inaction. It can be 
revived and made alert through USE. This faculty does not die, though it may become quiescent 
through lack of use,” he started to think. In our conversation, we discussed what he was not 
willing to do. My classic example is asking if you would own a funeral business. Growing up in 
that industry, it was easy for me to get very specific in describing what is required. My other 
examples include illegal and unethical businesses and professions.  Listing what you are not 
willing to do is as important as what you are willing to do. My friend from New York wrote his 
statement of desire to include any industry that is legal and does not impact his biblical beliefs. 
Yes, he would even own a funeral home, only if, it was making money, lots of it.  
  

The next area is 
 

For the money, I am 
unconditionally committed to giving up _____ 

 
What are you willing to give up for that money? 

 



Survive then Thrive During/After COVID-19 - Growth Accelerator: Systemized Plan to Earn More.  
 

University of Maryland – Small Business Development Center 

Spring 2020 DRAFT – For Classroom Use Only Page 47 
 

Hill tells the story about a General that “Addressing his men before the first battle, he said, ‘You 
see the boats going up in smoke. That means that we cannot leave these shores alive unless we 
win!  We now have no choice—we win, or we perish! They won. Every person who wins in any 
undertaking must be willing to burn his ships and cut all sources of retreat. Only by so doing can 
one be sure of maintaining that state of mind known as a BURNING DESIRE TO WIN, essential 
to success.”  
Similarly, as you need to know both what you would and would not do for money, you also need 
to outline what you are not willing to sacrifice. That is as important as what you will sacrifice.     
 

But, I refuse to sacrifice _____ 
 

What are you not willing to give up? 
 
Think and Grow Rich has many accolades. But it has its critics. Critics mostly come from the 
fact that the principles are absolutely true and, if followed, one will become rich. Why are people 
criticizing something that works? The answer is that critics see the destruction caused from the 
pursuit of money.  
 
Pursing money for the sake of money is similar to seeking revenge. It never ends well. Money is 
a means to an end. Money will buy you time if you know where to spend that time. Countless 
times statements have been said to me about the reason they started their business was to spend 
more time with their family and a year later they are talking about their divorce. Concluding your 
Statement of Desire with what you refuse to sacrifice creates that important strategic link back to 
your life purpose. You don’t want to sacrifice elements of your life purpose as you are making 
money for your life purpose. It may seem obvious now, but as you move forward it will be lost 
unless you write it down and remind yourself daily.  
 
Now write your “Statement of Desire.” 
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Worksheet 1 
Statement of Desire 

  
  
  
To achieve my life purpose of _____________________________________________________ 
 
____________________________________I have absolute faith that on December 31, 20____ ,  

I will possess $_______________________________________ by serving those that can pay me  

to get the job done of____________________________________________________________ 

_____________________________________________________________________________. 

For the money, I am unconditionally committed to giving up_____________________________ 

_____________________________________________________________________________;  

but, I refuse to sacrifice __________________________________________________________ 
 
_____________________________________________________________________________. 
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Chapter 6: 
Destination – Climb to Your Desired Altitude 

 
“Wishing will not bring riches. But desiring riches with a state of mind that becomes an 

obsession, then planning definite ways and means to acquire riches, and backing those plans 
with persistence which does not recognize failure, will bring riches.” 

Napoleon Hill – Think & Grow Rich (1937) 
 
Why did you start your business? Are you realizing the dream you had for your life? 
 
The more important question is “What is your desire for the future? How much money do you 
want to make?”  
 
After you have that dollar amount written down with date to realize that amount, now it is time 
to dial into the details to make that desire a reality.  
 
Let’s start to look at where you are now and then where you desire to be.  
 
Will your current business model make the money you desire?  
 
This is my question to every business owner: “Do you own your business or does your business 
own you?” 
 
Most CEOs are not driving their business – their businesses are driving them -- working in the 
business instead of on the business. This approach guarantees to cause burnout resulting in 
failure.  
 
Many owners have lost the essence of true entrepreneurship – the ability to try something new or 
different. Their entrepreneurial spirit that inspired them to start a business is crushed by laboring 
in the day-to-day ownership duties, focusing on the here and now.  
 
Are you feeling overwhelmed by the business functions of your firm?  
 
Most businesses are formed on the owner’s technical skills. The technical side of the owner has 
total confidence in the ability to service the customer. The owner’s lack of management and 
continued leadership results in feeling overwhelmed.  
 
Are you struggling with implementing profit-driving strategies effectively and are working too 
many hours--on the verge of burnout--for any of the following reasons?  

1. No systems are place that describe how work is to be done; 
2. There is no structure for the right people doing the right job; 
3. Lack of skilled staff to do their jobs properly; 
4. Lack of measurement systems, and 
5. Organizational Culture issues. 
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Michael Gerber in his book, The E-Myth Revisited: Why Most Small Businesses Don’t Work 
and What to Do About It (1994), speaks of different levels (stages) of a business. In describing 
levels entrepreneurs can climb, he makes analogous references to the climb of three mountain 
peaks, and references Jim Collins’ books, Good to Great (2001) and Built to Last (1994). 
 

PEAK 1: Creating a “Good Company”- Self Employment 
 

This is the first altitude level represented by the lowest mountain peak. The individual is 
attempting to become “self-employed” in which the business provides enough money to meet 
their immediate financial obligations. What the owner draws from the business equals the 
amount received from a job working the same hours. The business is completely reliant on the 
owner. When the owner stops working, the business stops.   
 

PEAK 2: Developing a “Great Company” - Equity 
 

Striving for the second peak requires a second climb – growing “equity” in the business. 
Business equity is a positive value of the company. The owner is no longer working the business 
as a job, receiving the same financials rewards as if they are employed. The owner has the ability 
to be away from day-to-day functions of the business. Compensation is greater than their time in 
the business. We pose the following question to CEOs to assess if they have successfully 
climbed to Peak 2: “Can you be away from the business for three weeks?” If the answer is no, 
the person does not own a business, the business owns them. Most business owners are still in 
bondage to the business as a job. To become free, it requires working on the business, not in the 
business. 
 

PEAK 3: Building a “Lasting Company” – Independence 
 

At this level, the business owner has established “Independence,” free from the day-to-day 
functions; all business functions can be duplicated without the CEO’s direct involvement. The 
company has well documented value. With freedom and value, the business can last, be sold to 
another owner (transferred to a family member).  

Isn’t this the prize of the entrepreneurial journey, the owner having both time and money? As 
Michael Gerber writes, “The purpose of going into business is to get free of a job so you can 
create jobs for other people. The purpose of going into business is to expand beyond your 
existing horizons. So you can invent something that satisfies a need in the marketplace that has 
never been satisfied before. So you can live an expanded, stimulating new life…ultimately only 
one reason to create a business of your own, and that is to sell it!” 

There is nothing wrong with climbing to and remaining at “Peak 1: A Good Company – Self 
Employment,” as long as that is the desired altitude. Gerber says on this altitude, “If your 
business depends on you, you don’t own a business—you have a job. And it’s the worst job in 
the world because you’re working for a lunatic!” 
 
Many CEOs desire “Peak 3: A Lasting Company – Independence,” but have not prepared and 
planned for that climb, becoming overwhelmed with the day-to-day functions.   
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Michael Gerber explains that as the CEO, “…your job is to prepare yourself and your business 
for growth…to educate yourself sufficiently so that, as your business grows, the business’s 
foundation and structure can carry the additional weight.” 

Look at your “Statement of Desire” for the dollar amount you seek by a specified date. Do you 
have a “Burning Desire” for that amount? That passion, “fire in the belly” as one serial 
entrepreneur explains it, determines your business destination.  
 

 
 
 

What is your Business Destination – Your PEAK? 
 
The PEAK acronym stands for 

 
P=Profit  
E=Economic Value  
A=Activity 
K=Keystone  

 
Profit is the accumulation of all cash taken from the business for your personal lifestyle.  
 
Economic Value is the dollar amount you would receive if you were to sell your business.   
 
Activity is what you want to do in a day. For this exercise, it is specifically how many hours per 
day you are required to be at the business. For Altitude 3, the number would be 0.  
  
Keystone is your life purpose. Architecturally, the keystone in an archway is the center stone that 
holds everything together. Removing the keystone will result in the archway falling.   
 
“Profit” and “Economic Value” are about MONEY. “Activity” and “Keystone” are about TIME. 
 
FranklinCovey—a world leader in the areas of strategy execution and individual effectiveness—
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in their best-selling book, The 4 Disciplines of Execution: Achieving Your Wildly Important 
Goals (2004), the authors say your goals (destination)  
 

“…must contain a clearly measureable result, as well as the 
date by which that result must be achieved…This from X to Y by when 

format recognizes where you are today, where you want to go, and the deadline 
for reaching that goal. As deceptively simple as this formula may 

seem, many leaders often struggle to translate their strategic concepts 
into a single from X to Y by when finish line. But once they’ve 

done it, both they and the teams they lead have gained tremendous 
clarity.” 

 
A powerful illustration of Destination – Climb to Your Desired Altitude is the true story of blind 
mountain climber Erik Weihenmayer and the courageous team that got him to the top of Mt. 
Everest. Everest: Creating Greatness is a stunning training video, produced in partnership with 
the FranklinCovey, presenting the power of a cohesive team with a clear destination (goal). 
Watch a summary at 
 

YouTube: Everest: Summit without light 
 
After watching this video, a CEO said to me, “If a blind person can climb Mt. Everest, is there 
anything I can’t do with my business” 
 
Eric and his team’s success began with clearly defining their destination.  
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Worksheet 2 
Business Destination 

 
12 Month Destination 

 
Increase   Profit (cash in your pocket for your family) from $ ________ to $__________ 
Increase   Economic Value (sale value of the business) from $ ________ to $ _________ 
Decrease Activity (hours working IN the business per week) from ________to ________ 
_______ Keystone of _______________________________from ________ to ________ 
 

5 Year Destination 
 

Increase   Profit (cash in your pocket for your family) from $ ________ to $__________ 
Increase   Economic Value (sale value of the business) from $ ________ to $ _________ 
Decrease Activity (hours working IN the business per week) from ________to ________ 
_______ Keystone of _______________________________from ________ to ________ 
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Chapter 7 
“Job to be Done – Clarifying Your Purpose” 

 
“Those who have lost their fortunes, and those who are just beginning 
to earn money, have nothing but personal services to offer in return for 

riches, therefore it is essential that they have available the practical 
information needed to market services to best advantage.” 

Napoleon Hill – Think & Grow Rich (1937) 
 
The old saying is true, “When we fail to plan, we plan to fail.” Few ventures in business have 
sustainable growth without a clear, concise, compelling, and consistent purpose.  
 
Many business owners make knee-jerk decisions. Without a strategic plan, your chances of 
success are slim. Business is like playing a strategic game of chess, yet most business owners 
approach it like playing a game of darts blindfolded. The game of business must take into 
account a clear picture of the future, who is the target audience and very important, what the 
audience is paying you to do. 
 
Do not waste your time and money trying. Spend your time and money with a clear business 
purpose. Set goals and, most importantly, measure your results. There is no “silver bullet;” it 
does take trial and error. When we plan, and capture our results, we can adjust our plan and 
move toward a better return. 
 
A company purpose statement combines a mission statement and a vision statement.  
 
A mission statement defines whom you want to serve and how you are willing to meet their 
need. The emphasis is whom you “want” to serve and how you are “willing” to serve. Whom do 
you want to work for and what jobs are you willing to do for money? The more open-minded 
you are to both, the easier it will be to make your desired amount of money. 
 
A vision statement is a narrative picture of the business’s destination by a specified date. It is a 
summation of company’s goals. 
 
Many businesses have a mission statement but very few have a vision statement.   
 
In the book, The 4 Disciplines of Execution: Achieving Your Wildly Important Goals (2004), 
the authors point out how that “In 1958, the fledgling National Aeronautics and Space 
Administration (NASA) had many very important goals like this one: “The expansion of human 
knowledge of phenomena in the atmosphere and space.” It sounded like many of the goals you 
hear in business today: “Become world class . . .” or “Lead the industry . . .” They also lacked 
the results that the Soviet Union was producing. But in 1961, President John F. Kennedy shook 
NASA to its foundations. Suddenly, NASA had a formidable new challenge, the war it would fight 
for the next ten years.” 
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“I believe that this nation should commit itself to  
achieving the goal, before this decade is out,  

of landing a man on the moon and  
returning him safely to the earth.” 

 
The P.I.L.L.A.R acronym as a checklist aids in making sure the mission and vision statement has 
all the components.  
 

Personal: “I believe that”  
Important: “should commit itself to achieving the goal” 
Length:  “before this decade is out” 
Livelihood: “and returning him safely to the earth” 
Audience: “this nation” 
Results: “of landing a man on the moon” 

 
This acronym applies nicely since a real pillar, an upright structure, is used as a guide so as not 
to get lost along the way.  
 
“Audience,” whom you want to serve and the “Results,” how you are willing to meet their need, 
are the two parts of the mission statement. 
 
“Livelihood” is the narrative picture of the business’s destination by a specified date, “Length.”   
 
The “Personal” is to be a check and balance to make sure you completely believe in what you do 
and plan to do. If you do not believe in your mission and vision statement, no one else will 
either.  
 
It all begins with values, what is “Important” to the owner, to employees and to the community. 
If you are not committed to something, no one will be committed to you. 
 
Take out your mission and vision statement. Compare it against the P.I.L.L.A.R acronym. 
 
Now ask yourself if you are focusing on the right “Results” for the right “Audience?” 
 
For most business owners, “target audience” is the term used to describe the group of consumers 
or businesses that are being targeted to purchase their products or utilize their services. Finding 
your target market is like picking the lowest hanging apples from the tree. Your ideal target 
market (sometimes referred to as your “Ideal Prospect” or “Niche Market”) is best defined as 
someone who is the following: 
 

Target 
 

       Approachable 
       Convertible 
       Profitable 
 



Survive then Thrive During/After COVID-19 - Growth Accelerator: Systemized Plan to Earn More.  
 

University of Maryland – Small Business Development Center 

Spring 2020 DRAFT – For Classroom Use Only Page 57 
 

Approachable This means you have the ability to get their attention. The greatest products and 
services are of little value if they are never discovered. How will you reach the people that matter 
most? Do you know who they are? Do you have the connections and/or marketing dollars to 
reach them? 
 
Convertible Once we get their attention, will they buy? You want to identify and attract the 
people who will be the easiest to convert (or sell). 
 
Profitable What are your margins? Are you making money?  
 
How well you know your market will determine how well you market. No matter what you think 
about your product or service, the bottom line will always be your customer. You must make 
every decision from the customer’s point of view. 
 

  
As Michael Gerber points out, 
 

“ ...the entrepreneurial model does not start with a 
picture of the business to be created but of the customer 

for whom the business is to be created. It understands that 
without a clear picture of that customer, no business can succeed.” 

 
One of the biggest mistakes business owners make is to run their business without knowing who 
their target market is. Imagine that you are in a foot race. You line up with all of the other 
runners; when the gun goes off, you run like the wind! You pace yourself well. You breathe 
right. You are ready to go. You run your heart out—knowing deep down that you are doing 
incredibly well and will surely win the race. 
 
Time passes and you realize you no longer see the other runners. You feel a thrill because that 
means you are so far out in front that you don’t even have competition. More time passes…and 
more. You wonder where the finish line is. It finally occurs to you that maybe, just maybe, you 
missed it. Unless you run for a certain goal, you will not know when you reach it! That is what it 
is like when you get up in the morning and try to run a business without knowing the target 
group you are aiming to serve. This is why the Target Market is so important. 
 
Who was your target market yesterday may not be your target today or tomorrow.  
 
For example, at one time Blockbuster controlled certain markets in the area of retail movie 
rentals. Market trends as well as technology advancements caused significant impact on 
Blockbusters’ market share as solutions like Red Box, iTunes and local libraries have replaced 
the brick & mortar retail model. Technology will always be a constant factor of change that 
pushes into our daily lifestyles and business practices. How have or will market trends and or 
technology advancements affect your business? 
 
Spend some time conducting strategic marketing research. This arms a business owner with 
information to make sound business decisions. Spotting the rate of start-ups in a specific area, if 
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competitors are hiring/laying off employees or leaving the market altogether will determine if 
you want to invest in a specific market. Financial, profitability and industry benchmarks can be a 
point of reference for your business and used as a comparison for performance. Future trends can 
create opportunities for growth or potentially shift your current product/service offerings to meet 
future needs. Understanding your industry is key to staying ahead of the competition and making 
the best decisions for your business.  
 
The key is to 

Follow the Money. 
Who Has Money and What “Job to Be Done” 

The “Job to Be Done,” the valuable result you provide to paying customers, is one of the most 
overlooked areas of business. 
 
Let us take a look at the home improvement industry. We have all seen and heard of a multitude 
of home improvement companies. For some, the opportunity to specialize could be their ticket to 
success. 
 
The objective is to find an area of your business in which you excel or with which you have a 
unique connection. Then, match that area with a target market who has money that really wants 
what you do. Depending on your capabilities and resources, you might specialize in one of the 
following areas: 
 

High-End Renovation - you only do specialized “renovation” not “improvement” to homes with 
an average value of million dollars or more. 
 
Handy Man - you only do small repair work, any size home, less than $10M. 
 
Go Green - you become an expert applying energy efficient solutions for any size home. 
 
Every small business needs to identify and continuously develop what FranklinCovey refers to as 
the “Job to be Done.” This is the “Results” aspect of the mission statement.  
 
Don’t be an “Everything” Selling Proposition. 
 
Most business owners are afraid to give up the full spectrum approach. We try to make 
“Everything” valuable.  
 
Maybe your product is similar to others. By asking the consumer how the product could be 
improved, how you could do better or make changes, your service could be in the forefront rather 
than lagging behind. 

 
Don’t Focus on Features 

Focus on Results / Benefits / “Job to be Done” 
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Do you remember the name Emory Air Freight? In 1946, they became the first independent air 
freight business in the US. For decades they were top dog with a market position based on the 
promise that they could ship anything in one to three days. In the early seventies one of their 
struggling competitors was Federal Express. It was in the seventies that Federal Express focused 
on those that had money and determined what job they needed done: “When it absolutely, 
positively, has to be there overnight.” By focusing in on one service with a powerful promise, 
Federal Express gained domination of the shipping industry. Today they provide a full range of 
shipping services, but they had the guts to build their business around a specific need.  

FranklinCovey has training on the value of focusing on the “Job to be Done.” For a preview, 
watch 
 

YouTube: Clay Christensen: The "Job" of a McDonald's Milkshake 
 
If you are selling a service, how do you get the job done differently and better than any other? 
This may not always be additional add-on products or services that come with your main service; 
it may be an intangible benefit, a philosophy or way of doing business. 
 
What do you as the owner of the business bring to your business? What uniqueness of “you” 
does your business have that others are lacking, cannot or are not willing to bring to their own 
business? Have you seen a “need” in your industry that is not being filled? 
 
There are probably a lot of different things that make you unique, but you have to identify the 
areas that will best resonate with those that are the most approachable, convertible and profitable. 
Follow the money trail.  
 
Draft a new purpose statement (mission and vision statement) to guide you and then get specific 
on your target market for next 12 months.  
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Worksheet 3 
Job to be Done – Your Purpose 

 
 
___________________________ __________________(Name to be Personal) is committed to 

(Importance) serving ___________________________________________________ (Audience) 

by ___________________________________________________________________________ 

__________________(Results). In ______ years (Length), the organization will be a recognized 

____________________________________________________________ (Livelihood to owner, 

employees & community). 

 
Sample 

 
Otsego Lake Consulting is committed to serving the Catskill area small business owners by 
providing on-site guidance in protecting client data from intrusion and malicious users that 
jeopardize client relations and company profits. In 5 years, the organization will be a 
recognized as a top 10 provider of cyber security in upstate New York, compensating 
employees above fair wage and known for employee empowerment. 
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Worksheet 4 
Target Market for Next 12 Months 

 
A = Ideal Customers 
The customers who are the most approachable, convertable and profitable. They have high 
referral value. 
 
Purchase Amount  Demographics  
Transactions  Geographic  
Profit Margin  Psychographic  

 
 
 
B = Marginal or Secondary Customers  
Customers who have the potential to convert to “A” or who represent a secondary market 
producing less profit or volume than “A”. 
 
 
 
C = Unwanted Customers 
Customers who need to be let go 
 
“Some clients can actually lose you money because they waste your time, adversely affect the 
way you treat other clients and make the time you spend in your business less enjoyable.”  
– Word Of Mouth Magic! by Martin Russell 
 
 
Purchase Amount 

  
Demographics 

 

Transactions  Geographic  
Profit Margin  Psychographic  

 
 
In the next 12 months, what are the specific results your “A” customers are paying you for? 
What problem(s) are you solving?  

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 

What are the key adjectives that describe what makes you best, better or different from your true 
competition: 

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
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Chapter 8 
Making Dollars:   

3 Steps Every CEO Must Take to Make Money in this 
“New Economy” – During/After COVID-19  

  
 “It is one thing to WANT money— everyone wants more— but it is 

something entirely different to be WORTH MORE! Many people 
mistake their WANTS for their JUST DUES. Your financial 

requirements or wants have nothing whatever to do with your 
WORTH. Your value is established entirely by your ability to render 

useful service or your capacity to induce others to render such service.” 
Napoleon Hill – Think & Grow Rich (1937) 

 
 
All across America, government officials have ordered residents to stay home, shelter in place, 
and otherwise put their routines "on pause" to help limit the spread of COVID-19. To adhere to 
these executive orders, you, fellow business owners, and most importantly, your customers are 
staying home, only mingling with members of their household, maintaining at least 6 feet of 
space in line at the grocery store.  
 
CEOs are asking: When will business get back to normal? 
 
The real answer is that no one knows.  Mandatory and volunteer social distancing, quarantining, 
and travel restrictions could remain in place for weeks, even months to come. The exact number 
is unknown. But regardless of how this crisis meets its eventual end, Americans must now 
contend with the ongoing spread of the virus — and that means staying home. This is our new 
normal, which has created a “New Economy,” a completely different economy both during and 
after COVID-19.  
 
CEOs need to create a modified or even a new profitable and sustainable money-making model 
for this NEW Economy.  
 

Lessons from 2008 “Great Recession” to Apply During/After COVID-19 
 
There are many differences between the 2008 recession and today's crises, but there are 
similarities from which to learn.   
 
Before 2008, the average consumer spent $1.20 for every $1.00 they made (BCA Research Study 
in 2011). Spending $0.20 more than they were making, living in “creditalism,” not capitalism. 
That economy allowed five pizza shops on every corner to exist where truly only three could 
survive in pure capitalism. Businesses were spending beyond their means, as were governments.  
 
After 2008, the average consumer was spending $0.80 for every $1.00 they made, a $0.40 drop.  
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In coaching thousands of business owners during that time, there were two types of business 
owners:   

1. Focused on the $0.40 drop: They were complaining about it, assigning blame, looking for 
it to be fixed, and waiting for someone to save them.  

2. Focused on the $0.80 left: They only embarked in actions based on opportunities to 
convert, obstacles to control, resources to utilize now, and created a new money-making 
model to reach their ultimate personal goals.     

The first group acted like an ostrich, with heads in the sand; or, acted like a frozen dear with 
headlights in their eyes.     
 
The second group acted like a lion finding a new forest with food.  
 
There is no surprise which business owners survived the recession and began to thrive.  
 
Those CEOs did three simple things: 

 Followed those spending money (money doesn’t evaporate, it just moves)  
 Solved known problems in the New Economy, better, faster or cheaper than others 
 Communicated their way (those that are spending money)  

Even though what they did was simple, it was hard work.  
 
It was hard work to find those spending money now and the near future because it wasn’t 
necessarily who spent money in the past.  
 
It was hard work to identify and solve known problems of those spending money because issues 
change. One needs to make sure the problem is known. You could have the cure for cancer, but 
if the person doesn’t know they have the disease, you cannot cure it. One can only solve a 
problem if the other person recognizes they have that problem and chooses to act on solving that 
problem.   
 
Many business owners did not realize whom they needed to beat- being better, faster, or cheaper. 
Continually answering the question, “who has my ideal customer, the one spending money, 
whose known problem I can solve?”  
 
It was hard work for CEOs to communicate their perspective. It’s easy to communicate our way, 
but tougher to communicate from other’s perspectives. It doesn’t matter what we want; it matters 
what the other person wants, the one that is spending money.  
 
Even those making money at this time did not always have peace. The freedom to enjoy the 
fruits of labor is something business owners lack. Not knowing how and why one makes money 
creates anxiety from fear. If business owners did not know how they were making money, if it 
stops, they couldn’t make the corrections. What is equally dangerous is if employees did not 
know how the company makes money.  
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Why did some business owners do the hard work while others did not? They were two reasons. 
The first was that they had a compelling reason to make money; in other words, an obsession. 
They knew how much money they wanted on a specific date and, most importantly, why they 
wanted to make that money. The second reason was they looked at creating a new money-
making model as fun. Based on my experience, the day you stop having fun in business is the 
day you begin to fail.   
 
Think back to when you first opened your business. You figured out then how to “put a square 
peg into a round hole.” You thought about who is spending money, identifying their known 
problem that you could solve better, faster or cheaper, and how to communicate best.  You will 
have to do it again!   
 
Which CEO do you want to be During/After COVID-19?  
 
If you are ready to create a money-making model for this new economy, let’s begin! 
 
 

Step 1: Understand Financial Building Blocks 
 
The first step during/after COVID-19 crises is to look again at your financial building blocks. 
Look at these with new eyes.  
 
Business author and speaker Ram Charan in his book, What The CEO Wants You To Know: 
How Your Company Really Works (2001), speaks on this issue:  
 

“Every Business Is The Same Inside” 
 

Every business needs:   
“Cash, Margin, Velocity, Growth, and Customers” 

 
“In today’s world, no growth means lagging behind in a world that grows every day. If you 

don’t grow, competitors will eventually overtake you.” 
   

“But growth for its own sake doesn’t do any good. Growth has to be profitable and 
sustainable. You want growth to be accompanied by improved margins and velocity, and the 

cash generation must be able to keep pace.” 
 

For a summation of these building blocks, go to: 
 

YouTube: Ram Charan – Building a Successful Business 
 
 

Step 2: Answer Key Questions to Make Money Despite Crises 
 
The second step is to answer these questions: 
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1. Who is spending money during/after COVID-19? You must follow those consumers, 
businesses, and government agencies that are spending money. Who spent yesterday is 
not necessarily who will be spending today and tomorrow.  

2. What are those spending money known problems that you can solve better, faster, 
cheaper than who is providing it now? Avoid trying to solve unknown problems. Focus 
on understanding who is getting that job done now, whom do you need to beat—it may 
be direct, indirect, or substitute competitors.   

3. How to best communicate their way? It doesn’t matter what you like or looks right to 
you; what matters is discovering keyword adjectives and visuals that match those 
adjectives that speak directly to those spending money now in the COVID-19 economy. 
Your message during/after COVID-19 is how you can get the job done (the benefits), not 
the features of your product or service.   

To help think about these three questions, watch this video. The video was created long before 
COVID-19, but relevant today as you think about your business during/after COVID-19. 
   

YouTube: Clay Christensen: The "Job" of a McDonald's Milkshake 
 
Answering these questions again is hard work. At the height of the Depression, Napoleon Hill – 
stated in his book “Think & Grow Rich” (1937):  
  

“Wishing will not bring riches. But desiring riches with a state of mind that becomes an 
obsession, then planning definite ways and means to acquire riches, and backing those plans 
with persistence which does not recognize failure, will bring riches…You may as well know, 

right here, that you can never have riches in great quantities, UNLESS you can work yourself 
into a white heat of DESIRE for money, and actually BELIEVE you will possess it. You may as 

well know, also that every great leader, from the dawn of civilization down to the present, was a 
dreamer.” 

 
 

Step 3: Create a Money-Making Model in New Economy - 5 Drivers 
 
The third step is to break down your business in this new economy into the five areas that 
generate profits; then develop projections and manageable strategies to increase each during/after 
COVID-19.  
 

“Drive 5 for More Money” 
 

1. Number of Prospects 
2. Conversion Rate 
3. Purchase Amount per Customer per Transaction 
4. Number of Transactions per Customer per Year 
5. Profit Margin 

These five become a basic equation for a business that breaks down goals for profit and dictates 
the basis of a new economy business model. Remember, every business operates on this 
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equation. The difference between a good company and a great company are those that 
understand and utilize this equation.  
 
Many business owners do not know their equation in the Old Economy, let alone during and 
after COVID-19. 
 

 Determine the number for the last 12 months in the old economy 
 Develop the numbers for next during COVID-19 and the immediate recovery (New Base 

Year)  
 Create numbers to Drive EACH after COVID-19 for the next 5 Years. 

 
Review of the 5 Drivers: 
 
Driver #1: Number of Prospects: These are the consumers, businesses and/or agencies that 
define potential customers during/after COVID-19. These are the numbers of organizations 
communicated with over 12 months.  
 
Driver #2: Conversion Rate: This is the percentage of prospects that become customers.  
 
Driver #3: Purchase Amount: Retail stores and restaurants typically use the average dollar 
amount spent by customers during a visit. Service businesses use either a contract amount or a 
billing rate. 
  
Driver #4: Transactions: This is the average number of transactions per customer per year, 
such as billable hours per customer  
  
Driver #5: Profit Margin: The current profit margin is determined by dividing net profit (sales 
minus expenses) by net revenue. If the profit margin is 12% for every one dollar in revenue 
received, 88 cents goes to costs, and 12 cents is profit. This percentage is an indication of how 
cost-effectively a business operates. 
 
One business author that has a similar approach is Brad Sugars. Review this principle by 
watching, 
  

YouTube: 5 Ways to Massive Profits with Brad Sugars 

How to forecast for the next 12 Months?  
 
We are dealing with much uncertainty during/after COVID-19. My only suggestion at this point 
is to create a money-making model based on the social distancing lasting until the end of July. 
Some business’s revenue from COVID-19 social distancing is down 100%, while other 
companies are far less. Some business expenses decrease proportionally while other’s costs don’t 
change or increase.  Determine those numbers and forecast out till July. Then, you are 
“restarting” your business. Guesstimate a recovery for the remaining months of the year to get 
back to your lowest month of revenue.  
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The sample “Drive 5 - Before/After COVID-19” money-making model below is of retail 
business, only because most people understand that analogy and then can apply to their business. 
This example, and it is only an example, shows the annual numbers decrease of 38.71% from the 
old economy—social distancing lasting for five months,  ”Restarting” the business, then seven 
months of recovery for a new base year. (This is ONLY an example to show the math, not to 
reflect any industry averages.)  

 
 

After the base year, develop your money-making model for the new economy--recovering from 
COVID-19 social distancing--increasing the dollars in your pocket and your business valuation 
by developing strategies to make small incremental increases (improvements) in all five drivers.  
Spend some time to understand your business equation in the old economy. Most importantly, set 
realistic goals for 12 months from now in this new economy, then looking at increasing each 
Driver 10% in each of the following years. Base these projections on thinking from Steps 1 & 2.  
(Remember, if you increase “One Driver” by 50%, the result is a 50% increase in profit. Drive 
each by 10% each. The result is a 61% increase in profits. Over five years, this results in a 968% 
increase over your new base year after COVID-19 social distancing.) It’s all math. Your business 
is all math.  
 
If your profit increase is more than 61% or you increased a driver more than 10%, ask yourself 
why.  Ten percent is continuous improvement, making small incremental changes. A Driver 
above 10% is making dramatic changes, making significant innovations. You need to ask 
yourself if this is possible. Do not set yourself up for failure.  
 
If your profit increase is less than 61% or you increased a Driver less than 10%, ask yourself 
why. You need to ask yourself why this is not possible after COVID-19 social distancing. Why 
don’t you have the ability to make minor continuous improvements? It may be a sign that you 
need to make more changes to your money-making model by rethinking your answers from 
Steps 1 & 2.   
 

Old Economy Year 1 Year 2 Year 3 Year 4 Year 5

Prospects 8,610 7,500 10% → 8,250 9,075 9,983 10,981 12,079

× × × × × × × ×

Conversion Rate 10.4% 10.0% 10% → 11.0% 12.1% 13.3% 14.6% 16.1%

꓿ ꓿ ꓿ ꓿ ꓿ ꓿ ꓿ ꓿

Customers  895 750   908 1,098 1,329 1,608 1,945

× × × × × × × ×

Purchase Amount/Customer $281 $267 10% → $294 $323 $355 $391 $430

× × × × × × × ×

Transaction/Customer 3.6 3.5 10% → 3.9 4.2 4.7 5.1 5.6

꓿ ꓿ ꓿ ꓿ ꓿ ꓿ ꓿ ꓿

Revenue $911,112 $700,875 $1,026,151 $1,502,388 $2,199,646 $3,220,502 $4,715,137

× × × × × × × ×

Profit Margin 10.0% 9.4% 10% → 10.3% 11.4% 12.5% 13.8% 15.1%

꓿ ꓿ ꓿ ꓿ ꓿ ꓿ ꓿ ꓿

Profit (Cash Home) EBITDA $91,383 $65,882 $106,104 $170,882 $275,207 $443,223 $713,815

Increase (‐Decrease) Over Prevous Yr. ‐38.71% 61% 61% 61% 61% 61%

Increase over New Base Year   61% 159% 318% 573% 983%

 Valuation (5X EBITDA Rule) $456,914 $329,411   $530,520 $854,408 $1,376,033 $2,216,114 $3,569,074

Drive 5 ‐ During/After COVID‐19 
 

New Economy After COVID‐19
5 Mon. During 

COVID‐19; 7 

Mon. After 
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These are simply projections. But, if you can’t get your new model to work on paper, it will 
never work in reality. The first leg of the journey is to get it to work on paper and believe it will 
work.  
 
If you cannot fix your money-making model for the new economy during/after COVID-19, get a 
new one. Cars have a check engine light for a reason. Fix it before it is broken down miles from 
home. It may be time to get a new car. Frustrating, but things have a life span.   
 
The key to success after COVID-19 is to not focus on your current business model; focus on 
your desire to make more money and have the time to enjoy the money. Focus on (1) Understand 
Financial Building Blocks, (2) Answer Key Questions to Make Money Despite Crises, (3) Create 
a Money-Making Model in New Economy -  5 Drivers. Your business model will change over 
time. Keep your eye on the ball.  
 
After you set the goals “Drive 5 - Before/After COVID-19” money-making model for your new 
base year, begin to think about strategies to increase each Driver. For example, Driver #3: 
Purchase Amount, what can you do to increase the amount spent by customers per visit/order by 
10%? How can you increase the average hourly billable rate by 10%? (In an example, to help 
generate thinking is McDonald's. They asked that question back in the 1970s. They began to 
have personnel ask customers one question, “Would you like fries with that?” In the marketing 
world, this became known as the billion-dollar question. McDonald’s has generated billions in 
new revenue over the years with six words.) What will happen to your profit if you “Drive 5” 
each year for five years? A whopping 983% increase! Again this is not making any dramatic 
changes. It is making tiny changes over time.  
 
Your money-making equation (“5 Drivers”) is like your GPS coordinates. The more accurate you 
are with the starting point and ending point, the better the directions. Serial entrepreneur and 
business author John Herman says, 
 

“Know the Math, or No Money” 
 

Do not go to the other extreme and never move forward because you struggle with the numbers. 
Get as close as you can over a few days, and then start moving. You cannot steer a parked car.  
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Worksheet 5 
Drive 5 to Earn More 

 

 
Old 

Economy 
12 Months 

 
Recovery 
12 Months 

 New 
Economy   

Year 1 
      

Prospects      
x x  x  x 

Conversion Rate      
= =  =  = 

Customers      
x x  x  x 

Purchase Amount      
x x  x  x 

Transactions      
= =  =  = 

Revenue      
x x  x  x 

Profit Margin      
= =  =  = 

Profit      
      

Growth/Decline in Profit      

 
 
 
 
 
 
 
 

 

 

 
 


