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Definition 
 

CEO Accelerators Win by Having the Energy within to Change the Game, 
Undertake a Cause that Inspires Dreaming, Have the Courage to Ask 

“What If” and “If When” and Possess the Faith to Act Daily. 
 

 
“One sound idea is all that one needs to achieve success.”  

Napoleon Hill – Think & Grow Rich (1937) 
  

 
 

6 Keys that Open D.O.O.R.S to  
More Money. More Time! – Despite the Crises 

 
 

“WHEN RICHES BEGIN TO COME THEY COME SO QUICKLY, IN SUCH GREAT 
ABUNDANCE, THAT ONE WONDERS WHERE THEY HAVE BEEN HIDING DURING ALL 

THOSE LEAN YEARS.”  
Napoleon Hill – Think & Grow Rich (1937) 

 
 
Key #1: OPEN Your Mind – Think to Win 
Key #2: Dream – More Time & Money 
Key #3: Opportunities – Build on Those You Can Convert 
Key #4: Obstacles – Address Those You Can Control 
Key #5: Resources – Utilize Those You Have Now 
Key #6: Steps – Take Daily in Faith 
 
 

Take Steps Today that Build on 
Your Opportunities, Address Your Obstacles, 

Utilize Your Resources to Reach Your Dream of 
More Time & Money 
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Objectives 
 

Increase Profits 61% in 12 months (AFTER NEW BASE YEAR) &  
Build Equity of $10 Million+ in 5 years 

  

  

ꞏ Finding the "time and space" to focus on the most pressing priorities 
ꞏ Working "on" rather than "in" the business, creating dramatic enhancements that will lead to the lifestyle 

intended 
ꞏ Becoming a catalyst for continuous improvement 
ꞏ Increasing money-making mind-set and financial 

knowledge 
ꞏ Building a clear and compelling team that is focused on 

customer needs, strategically aligned to personal goals and 
financially viable 

ꞏ Instilling a cadence of accountability to execute on and 
achieve the most critical results 

ꞏ Developing essential systems that drive enduring, 
measurable results, attract and retain talent, improve work 
processes, and develop intense customer loyalty 

ꞏ Inspiring employees to work towards the critical priorities 
and creating an environment where employees want to 
contribute their best efforts 

ꞏ Creating a strategic collaborative environment among peer business owners to turn challenges into 
opportunities (collective CEO Think Tank is known as a "Mastermind Group"). 

  
University of Maryland's SBDC CEO Think Tank brings in the wisdom from: 
ꞏ Timeless leaders, including, Lincoln, Gandhi, Rockefeller, Martin Luther King 
ꞏ Contemporary gurus, including, Napoleon Hill, Peter Drucker, Zig Ziglar,  W. Edwards Deming 
ꞏ Maryland experts on contracting, financial management, marketing, wealth creation 
ꞏ Peers, everyone participates. everyone learns 
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Key #1: 
OPEN Your Mind  

Think to Win 
 
 

“TRULY, ‘thoughts are things,’ and powerful things at that, when they are mixed with 
definiteness of purpose, persistence, and a BURNING DESIRE for their translation into riches, 

or other material objects.” 
Napoleon Hill – Think & Grow Rich (1937) 
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Think and Grow Rich 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 

 
 
 
 

 
Virtual Board 

3. Auto Suggestion
11. Subconscious     

12. Brain                  

13. Six Sense 

 
2 . Faith 

 
1. Desire 

 
9. Mastermind 

Attitude 
6.   Organized Planning 
10. Sex Transmutation          
Aptitude 
4.  Specialized Knowledge 
5.  Imagination  
7.  Decision 
Amplitude 
8.  Persistence   

 

Action 

“You're the same today as you'll be in five 
years except for the people you meet  
(Mastermind Group) and the books you read 
(Virtual Board).”  
― Charlie “Tremendous” Jones  
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Chapter 1 
Turning a National Disaster into YOUR Finest Hour 

“…put a square peg in a round hole. Rapidly.” Lessons 
from Apollo 13 

 
“One of the most common causes of failure is the habit of quitting when one is overtaken by 

temporary defeat”  
Napoleon Hill – Think & Grow Rich (1937) 

 
 
How does Apollo 13-something that happened 50 years ago-- relate to your business today? 
 
Do you now make this similar statement? 
 

“Houston, we have a problem.” 
Jim Lovell, Astronaut 
Apollo 13 – April 1970 

 
The true story of Apollo 13 was told in Jim Lovell’s book, Lost Moon: The Perilous Voyage of 
Apollo 13 (1994) then retold in Ron Howard’s movie Apollo 13 (1995) starring Tom Hanks as 
Jim Lovell, and business principle originally outlined by leadership author and corporate trainer 
John Clemens.  

 
What was Apollo 13’s final destination? 

 
What happened on Apollo 13? 

 
How does Apollo 13 relate to my business? 

 
If you answered “the moon” to the first question (“What was their final destination?”), you are 
half correct.  The final destination was actually earth. Remember President Kennedy's goal: “to 
land a man on the moon and return him safely to the earth.”  
 
What happened on the way to the halfway point? There was an explosion.  
 
In addition to monitoring mechanical issues by those in Houston, they were also watching the 
health of the astronauts.  
 
Why? was the health of the astronauts important? If they arrived back on earth dead, they would 
not have fulfilled President Kennedy's goal. They noticed that the astronauts’ oxygen level was 
low. They asked a very important question: 
 
Why? They determined there was too much carbon dioxide in their blood system. They asked a 
very important question: 



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 8 
 

 
Why? They determined there was too much carbon dioxide in the air. They asked a very 
important question:  
 
Why? They determined that the filtration system was not working correctly. They asked a very 
important question: 
 
Why? They determined that they had the wrong filters.  
 
From those “Why” questions, they determined the true root cause of the problem. Watch: 
 

YouTube: Apollo 13 Movie CLIP - Square Peg in a Round Hole 
 
From the movie: 
 
Engineer: “Gene, we have a situation brewing with the carbon dioxide. We have a CO2 filter 
problem on the lunar module. Five filters on the LEM, which was meant for two guys for a day 
and a half. So I told the doc…”  
 
Flight Surgeon: “They’re already up to eight on the gauges. Anything over 15, you get impaired 
judgment, blackouts, the beginning of brain asphyxia.” 
 
Flight Operations Commander Gene Krantz: “What about the scrubbers on the command 
module?”  
 
Engineer: “They have square cartridges. The ones on the LEM are round.” 
 
Krantz: “Tell me this isn't a government operation.” 
 
Engineer: “It just isn't a contingency we’ve remotely looked at. Those CO2 levels are going to be 
getting toxic.  
 
Krantz: “Well, I suggest you gentlemen invent a way to put a square peg in a round hole. 
Rapidly.” 
 
The engineers dumped assorted odd items onto a table, anything on the spacecraft that the 
astronauts had available to them. 
 
Engineer: “Ok people, listen up. The people upstairs handed us this one. We got to come 
through. We’ve gotta find a way to make this [holds up a square object] fit into the hole for this 
[holds up a round object] using nothing but that [points to the items on the table]. Let's get it 
organized. Let's build a filter. Better get some coffee going.” 
 
The Apollo 13 mission -- in which the original goal changed into a new even more 
challenging goal achieved -- is evidence that thinking to win works.  
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Technology alone did not bring the astronauts home safely. The complete focus on the ultimate 
destination (bringing the astronauts home safely) made the key difference. Flight operations 
commander Gene Krantz stated shortly after the explosion,  
 

“Failure is not an option!" 
 
Was everyone upset when a routine “stirring" of oxygen tanks, a “housekeeping procedure,” 
created a mysterious explosion that crippled the ship, sending it into a countdown towards 100% 
failure resulting in no moon landing? Yes.  
 
Gene continued to focus on the ultimate destination, “NASA has never lost an astronaut in space 
and we’re sure as hell not going to lose one on my watch.” 
 
Gene’s boss whines, “This could be the worst disaster NASA ever experienced.” Gene 
confidently replies, “With all due respect, sir, I believe this is going to be our finest hour.” 
 
Gene Krantz changed the game to win; he did not allow the situation to dictate the outcome.  
 
He did not allow himself or others to think of anything that was not going to enable them to win.  
 
Years before the flight, the voltage levels on all the Apollo spaceships had been changed; 
however, one of the subcontractors responsible for firing thermostats was never informed. 
Complaining about those subcontractors, focusing on missed opportunities, concentrating on 
obstacles not in their control, and hoping for resources that are not readily available are all 
temptations that could lead to failure, not winning.  
 
Gene and his team constantly transformed their resources and procedures into new resources and 
new procedures to covert real opportunities and address controllable obstacles. Constantly, 
opening their minds to think of ways to drive beyond the recognized limits and discover new 
capabilities.   
 
Gene said, “I don't care what something was designed to do. I care what it can do."  
 
For those of us that grew up in the 1980s, this is called “MacGyver Style.” Where duct tape, 
chewing gum, Swiss Army knife and mind power can save an entire city from a nuclear disaster. 
When situations change, you got to change with them, using all the thinking power and tools on 
hand.  
 
Back to the question: “How does Apollo 13 relate to your business?” 
 
Do you think and say as Gene did? “Work the problem, people!”  
 
Do you know the root problem that is keeping you from growing quickly? Or, is your focus on 
symptoms? 
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Do you think on only opportunities that you can convert and obstacles that you can control now? 
Or, are you focused on what is unattainable or out of your control? 
 
It is a new game. The economy has changed everything. CEOs have to think and find their game 
changer, the one thing that will make them grow.  
 
In truth, business has not changed in 2,000 years. Business is all about human relations and the 
reality that eventually revenue must exceed expenses. 
 
The only change in the thousands of years is that the world is moving faster. If you want to grow, 
you must accelerate your thinking to solve problems. Strategic thinking can and must be learned.  
 
Years after the Apollo 13 incident, Gene Krantz was quoted as saying, “The training was such 
that by the time you finished the process, you had the confidence that, given a few minutes, you 
could solve any problem. That's all there was to it. And it didn't matter what the size, but the 
magnitude, what the origin of the problem was. The fact was that you could solve any problem 
that came up." 
 
Find the "time and space" to focus on the most pressing priorities. 
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Chapter 2 
“Why Most Small Businesses Don’t Work and  

What to Do About It” 
 

 “When you begin to THINK AND GROW RICH, you will observe that riches begin with a state 
of mind, with definiteness of purpose, with little or no hard work.”   

Napoleon Hill – Think & Grow Rich (1937) 
 
Most businesses don’t work in the “Old Economy,” let alone this “New Economy,” but there is 
something you can do about it. 
 
Michael Gerber wrote the landmark book,  
 

E-Myth Revisited: 
Why Most Small Businesses Don’t Work and 

What to do About It (1994). 
 
In my opinion, E-Myth is the bible in growing a profitable business that works without the 
owner. Below are just a few of E-Myth’s accolades: 
 

 Voted the #1 business book by Inc. 500 
 BusinessWeek Paperback Bestseller  
 New York Times Paperback Bestseller  
 Wall Street Journal Bestseller  
 The 100 Best Business Books of All Time  
 800-CEO-READ Bestseller  
 5-star ranking on Amazon 
 Translated into 19 languages  

 
One time, while speaking at an event, in my reference to this book as the “bible,” a gentleman 
wearing a backward collar interrupted me and said very firmly, “It’s not the Bible.” My 
reference is figurative, not literal; I’m not trying to offend anyone. Nevertheless, E-Myth 
Revisited is THE BOOK to create the business, the life you want. 
 
Most business books originated on principles summarized in a short article. The summary of E-
myth is available in the article format. But you cannot skip reading E-myth. It is incredibly 
unique how Michael Gerber uses his dialogue with a business owner named Sarah to explain his 
business principles clearly. This visible enlightenment is why this is THE BOOK for CEOs.   
 
Sarah owned a bakery. 
 
No one knows for sure if Sarah is real or fictitious, a collection of Michael Gerber's clients over 
the years; it doesn't matter. What matters is how brilliantly Michael Gerber presents how to build 
a profitable business that works without the owner.  
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To master a book, read the summary, listen to audio, read book, listen to the audio again, and 
finally reread summary.  
 
Every CEO should read E-myth yearly. It speaks to you in layers, meaning when you are at 
different levels in the growth process, it speaks to you at those different levels. It is truly 
amazing. It’s imperative that you read this book as our economy has changed.  
 
Let us walk through this book together. 
 
My summation does not replace listening to the audio or getting the book. 
 
The first thing that Michael Gerber needed to show Sarah was an 
 

 Incredible Revelation. 
 

That Fatal Assumption: If you understand the 
technical work of a business, you understand a 

business that does that technical work… 
The technical work of a business and a business 

that does that technical work 
are two totally different things! 

 
Underline this declaration: “The technical work of a business and a business that does that 
technical work are two totally different things!”  
 
Sarah had to realize that just because her mother taught her how to bake did not automatically 
mean that Sarah knew how to own and operate a bakery. Owning a bakery and being a baker are 
two different things. 
 
Sarah had to learn how to be a CEO. 
 
The second thing Michael Gerber demonstrated to Sarah was a  
 

Personal Consecration. 
 

… the difference between great people and 
everyone else is that great people create their lives actively, 

while everyone else is created by their lives, 
passively waiting to see where life takes them next. 

 
Underline “great people create their lives actively.” 
 
Sarah had to consecrate that creating the life she wanted, creating the business she wanted, was 
not going to happen automatically.  
 
She had to work, and she had to fight for the life, for the business, she wanted.  
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Especially today, there are no longer crumbs on the floor. CEOs must fight for the little parcels 
on the table. 
 
Thirdly, Sarah needed  
 

Spiritual Dedication. 
 

And to play this new game, called building a 
small business that actually works, your 

Entrepreneur needs to be coaxed out, 
nourished and given the room she needs to expand, and 

your Manager needs to be supported as well 
so she can develop her skill at creating order and 
translating the entrepreneurial vision into actions 
that can be efficiently manifested in the real world. 

 
 
Underline “game,” “actually works” and “entrepreneur needs to be coaxed out” 
 
Many business authors compare business with war. Even though there are some similarities, 
business is not war. To me, it devalues what veterans have done.  
 
“Game” is a better simile.  
 
What is a game? 
 
A game is competitive. There are winners and losers in a game. As you know, in business, there 
are winners and losers. You must play to win or you will end up sitting on the sidelines watching 
others.  
 
Games are to be fun. 
 
Based on nearly 25 years working with over 14,000 business owners in just about every industry, 
it is my opinion that the number one cause of business failure is entrepreneurial burnout. The 
business owner just burns out, trying to get everything done.  
 
The day that you no longer have fun in your business is the day you begin to fail.  
 
No longer do you see the forest (why you started the business). All you now see are the trees that 
you bang into every single day.  
 
How do you have fun in your business? The same way you have fun playing a game.  You win! 
The more you’re winning, the more fun you have. 
 
How do you win in business? Own a business that actually works.  
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There are two key components of a business that actually works: Time & Money.  
 
There are two sets of business owners. 
 
One set is those who have money. The business provides profit that the business owner can take 
home to the family. However, working 60 to 90 hours per week, that business owner has no 
time. How long will that business owner last before burning out? Those CEOs need to move to 
the center to gain more time.   
 
The other set is those who have time. The business owner loves their time in the business. 
However, that business owner has no money, and cannot provide for the family. How long will 
that business owner last? Those CEOs need to move to the center to gain more money. 
   

The Actually Works Balance 
Time vs. Money 

 
In order to have both time and money, the “entrepreneur needs to be coaxed out.” 
Every business owner had an entrepreneurial spirit at the start, the dreaming, creative, leadership 
aspect. However, working day after day in the business destroys that entrepreneurial spirit, 
unless the business owner does something intentionally to keep it going. 
 
Michael Gerber believes that every CEO needs to have  
 

Three Equal Mind-sets: 
Entrepreneur, Manager, Technician. 

 
Successful CEOs equally divide their time between those three mindsets. Sarah spent nearly all 
her time baking, doing the technical side of the business, and completely ignoring the 
Entrepreneurial and Manager facets.  
 
Michael Gerber instilled in Sarah a  
 

Powerful Motivation. 
 

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! 
 
Underline: “satisfies a need in the marketplace,” “expanded, stimulating new life,” and “sell it!” 
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Everyone has a boss. The customer is the CEO’s boss. If one loses focus on who pays you, you 
will fail.   
 
Let’s return to the two sets of business owners again. 
 
One set is those who have time and money. However, that business owner’s focus is just on 
themselves and completely forgetting the boss, that is, the customer, the one who pays them. 
How long will that business last? Those CEOs need to move to the center and make sure the 
business “satisfies a need in the marketplace.” 
 
The other set is those who have complete focus on the customer, who gives and then gives more. 
However, that business owner has no time and money for themselves. How long will that 
business last? Those CEOs need to move to the center and make sure the company gives them an 
“expanded, stimulating new life,” with more time and money.    
 
Many CEOs end up with the opposite of “get free of a job.” They work very hard and make little 
to no money. Ask yourself, do you own your business or does your business own you?    
 
Creating a business that actually works is having 
 

Balance 
Time / Money vs. Satisfy Need. 

 
When you have the balance between Time / Money and Satisfy Need, you are positioned to have 
the ultimate ability to “sell it.” 
 
 
The story of Jessica!  Jessica came to me in 1999 to start her business. We did just that. We 
discussed the key principle of building to sell. She heard me, but did not listen. She went off and 
created a business that gave her money with the time to enjoy life.  
 
Years later, she came to me and said, “Russell, I should have listened.” She went on to tell me 
that, for family reasons, she had to move out of the area and sell her business. “The business is 
worth something, but since I did not build it to sell, it is worth less.”  
 
Buyers want a business that is profitable and can work without the owner. If you build to sell, the 
worst thing is you end up with a company with a documented value that you choose to keep. 
Isn’t the reason you started a business to create freedom of choice?      
 
Sarah was given the keys to a  
 

Total Transformation. 
 

All I have to do now is to learn how! 
 

…your job is to prepare yourself and your business for growth… 
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to educate yourself sufficiently so that, as your business grows, 
the business’ foundation and structure can carry the additional weight. 

 
The system runs the business. The people run the system. 

 
The Turn-key Revolution: Example: McDonalds. 

Anchored on the belief that the real product of a business 
is the business rather than what it sells. 

 
 
Underline “learn how,” “prepare yourself” and “Turn-Key.” 
 
Michael Gerber enabled Sarah to realize that she had to “learn how,” not how to be a baker, but 
how to be a business owner. Her main job was to learn how to be a business owner.  
 
E-myth discussions about building your business are founded on the same approach as that 
which Ray Kroc used to build McDonalds. 
 
Visualize McDonalds. Ray Kroc wanted to franchise his business. E-myth does not teach how to 
franchise your business from the legal sense, that is something very different. Rather, it shows 
building your business as a franchise-like system.  
 
After Ray Kroc bought McDonald’s from McDonald brothers, the first thing he did was to go to 
work on the business. He created a profitable business that would work without him (turn-key). 
Nobody would buy his franchise if it were not profitable. Nobody would buy the franchise if it 
required Ray Kroc to be in every location.  
 
Follow the steps outlined in E-myth to create a profitable turnkey business. If you do, you will 
have a business that actually works, giving you both time and money.  
 
Michael explained the “Turn-key,” giving Sarah a  

 
Visible Confirmation. 

 
 Consistent value 
 Operated by people with the lowest possible level of skill 
 Stand out as a place of impeccable order 
 Work documented in operations manuals 
 Uniformly predictable service to the consumer 
 Utilize a uniform color, dress and facilities code 

 
These are the key factors in creating that franchise-like system. As you go through E-myth, 
outline changes that you need to make to win the game of having more time and more 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 17 
 

Then, Sarah discussed with Michael her  
 

Uncomfortable Situation. 
 

All of a sudden everything that has looked so dark feels light again… 
But…what do I do about  ______? 

 
In Sarah's case, she learned through her consultations with Michael why her business was not 
growing. In her case, it was a key employee, Elizabeth.  
 
By asking the key questions, Sarah found the root cause of her issue. Sarah realized that she 
hired Elizabeth, and she did not fire Elizabeth.  
 
Sarah was looking at the symptoms of why her business was not growing. Those that change the 
game to win accelerate thinking and get to the root cause. Sarah’s mind-set towards Elizabeth 
was the root cause problem that she had to “work-on.”  
 
Game changes work the problem first by knowing the root cause. Working symptoms is a waste 
of time and typically leads to insanity.  Now more than ever, you MUST work the problem. 
Problems are new and different! 
 
There was a somewhat successful business owner that every year--after clarifying goals--became 
focused on his priorities. His priorities were those areas that, more than anything else, enabled 
him to reach his goals.  
 
He limited his priorities to five. Then, from those five, he identified his top one priority.   
 
This somewhat successful business owner was John D. Rockefeller.  
 
Rockefeller removed himself from the day-to-day of his business, opened his mind, and thought 
about what he could do to win. The emphasis is “what he could do.” Complaining about what is 
out on one’s control or talking about opportunities or resources that do not exist is the way losers 
think.  
 
Rockefeller was a winner. Learn to win from a winner. Take the time out of your business to 
identify your 
 

Top 5 Transformational Priorities. 
 
Verne Harnish explains this principle in his book, Mastering the Rockefeller Habits, (2002), 
based on Titan, the biography of Rockefeller first published in 1997. 
 
When sharing insights from Mastering the Rockefeller Habits with CEOs over the years, one 
came to me with a valid question, “Wasn't Rockefeller evil?” Some historians have referenced 
unethical practices by Rockefeller. Not agreeing or disagreeing with those historians, we focus 
on Rockefeller’s approach of thinking to win, not his ethics.  
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Michael Gerber states in his article, Working On It, Not In It: The Four Secrets to Successful 
Entrepreneurship (2005):  “Once you see what you want and what you don’t want, once you 
clearly see it in your head, then and only then, can you make your vision a reality. The problem 
is getting you to see it, getting you to see all that you can create from a different perspective.”  
 
To accelerate growth to win, read E-Myth Revisited: Why Most Small Businesses Don’t Work 
and What to do About it (1994) over the next month. 
 
Truly, remove yourself from your business to see the company you want to create in this New 
Economy. Focus on that dream, and you will amazingly begin to recognize the areas that must be 
changed to realize that dream.   
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Chapter 3: 
“Work on the Business, Not In the Business” 

 
“Success comes to those who become SUCCESS CONSCIOUS. Failure comes to those who 

indifferently allow themselves to become FAILURE CONSCIOUS.…learn the art of changing 
their minds from FAILURE CONSCIOUSNESS to SUCCESS CONSCIOUSNESS.”  

Napoleon Hill – Think & Grow Rich (1937) 
 
CEOs that have the business and life they want regularly step out of the daily busyness to “work 
on the business, not in the business.” 
 
Michael Gerber outlines how to “work on it, not in it” in a seven-step business development 
process in his breakthrough book E-Myth Revisited: Why Most Small Businesses Don’t Work 
and What to do About It (1994). 
 

Business Development Process 
1. Your Primary Aim    
2. Your Strategic Objective   
3. Your Organizational Strategy  
4. Your Management Strategy 
5. Your People Strategy 
6. Your Marketing Strategy 
7. Your System Strategy 

 
1. Primary Aim is the owner’s goals, specifically describing the life you want to create. ‘‘Your 
primary aim is the vision necessary to bring your business to life and your life to your business.’’    
  
2. Strategic Objective is how the business is going to create that life for you, outlining the 
mission/vision and goals of the business. ‘‘In fact, the standards of your strategic objective 
create the tension that draws the future model of your business and the way it actually appears 
today closer to one another. Standards create the energy by which the best companies, and the 
most effective people, produce results.’’  
 
3. Organizational Strategy is the roles and responsibilities of each person now and into the 
future. ‘‘Without the organizational chart, confusion, discord and conflict become the order of 
the day. But with it, the direction, purpose and style of the business are balanced, interacting 
purposefully and progressing with intention and integrity toward a cohesive and sensible 
whole.’’ 
 
4. Management Strategy is creating a culture of effectiveness. ‘‘The system will become your 
management strategy, the means through which your franchise prototype produces the results 
you want. The system will transform your people problems into an opportunity by orchestrating 
the process by which management decisions are made while eliminating the need for such 
decisions whenever and wherever possible.’’ 
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5. People Strategy is the alignment and motivation that drives employees, contractors and 
vendors towards the company’s mission/vision. ‘‘The system produces the results; your people 
manage the system. And there is a hierarchy of systems. The first is, How We Do It Here. The 
second is, How We Recruit, Hire and Train People. The third is, How We Manage It Here. The 
fourth is, How We Change It Here. And the "It" referred to is the stated purpose of the 
business.’’ 
 
6. Marketing Strategy is knowing and focusing on the customer that will pay you to serve them. 
‘‘While you don’t have to go over the scientific deep end, you do have to be sensitive to the 
science of the marketing art. Do you realize how much marketing money is spent by companies 
like McDonalds, Federal Express, Disney and Walmart to get it just right? In a small business 
you simply cannot afford to spend the money they do. But you can afford to spend the time, the 
thought, the attention on the same questions they ask. And that’s why I come back to the true 
work of the small business owner – the strategic work rather than the tactical work. Because if 
you’re doing tactical work all the time, you won’t have any time or energy left to ask, let alone 
answer, all of the absolutely critical questions you need to ask. You’ll simply have no time or 
energy left to work on the business rather than in the business.’’    
 

“…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… 
without a clear picture of that customer, no business can succeed.” 

 
7. System Strategy is the very specific daily responsibilities of each owner, employee, contractor, 
and vendor that results in the achievement of the goals. “The inevitability is your people will act 
arbitrarily. Proper systems can ensure customers get what they expect all of the time. Your 
business is to become a money-generating machine. Build and continuously improve the machine 
builds value.”     
 
To create that profitable business that works without you follow these words, in the proper order. 
These four words are my summation of Michael Gerber’s wisdom; adequately employed, they 
will enable you to accelerate your growth, giving you more time and money: 
 

P.E.A.K > P.I.L.L.A.R > Processes > People 
 
Your “P.E.A.K” drives your “P.I.L.L.A.R,” which drives your “Processes,” which drives your 
“People.” 
 
Your P.E.A.K is where you are climbing to--your destination. The life you want. The acronym 
stands for 

 
P=Profit  
E=Economic Value  
A=Activity 
K=Keystone  
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Profit is your yearly net cash taken from your business enterprise(s). Your accountant for tax 
purposes may differentiate from profit, owner draw, owner salary, net income, etc. We are using 
the term “profit” to represent the accumulation of all cash taken from the business for your 
personal lifestyle.  
 
Economic Value is the sale price of your business. If you were to sell your business, what would 
someone pay you in cash? It combines book and market value. Those that buy companies want 
one that is profitable that works without the owner.   
 
Activity is what you want to do in a day. Do you want to be working in the business, on the 
business, sailing in the Caribbean? How many hours per day do you want to be at the company, 
at home, on the golf course? 
  
Keystone is what holds you together. Architecturally, the keystone in an archway is the center 
stone that holds everything together. Removing the keystone will result in the arch falling. What 
makes you you? What do you value the most? Where you want to spend most of your time and 
money?  
 
Bracket “Profit” and “Economic Value” and label it MONEY. Bracket “Activity” and 
“Keystone” and label it TIME. 
 
Begin thinking of your “Keystone” first and then work backward.  
   
One of my mentors taught me early in life that money never makes a person happy. But, the lack 
of money will make one unhappy.  
 
Where one spends time makes one happy, but you need money to have time. That is how our 
world works.   
 
Your P.E.A.K drives your P.I.L.L.A.R.  
 

P.E.A.K > P.I.L.L.A.R 
 

The P.I.L.L.A.R, also an acronym, is the specifics on how you are going to generate money and 
time from a business enterprise. It is your business’s mission and vision, which becomes your 
business goals. Your P.I.L.L.A.R guides you to your P.E.A.K so you do not get lost along the 
way. 
 
CEOs need to look at their business as a “Quest”. What is a “Quest”?  
 
Quest comes from the Greek classic Odyssey by Homer. After the victory over Troy, Odysseus 
begins a long journey to return home to Ithaca, to his wife and son. The journey home was 
extremely adventurous, facing, and overcoming many challenges with the help of others along 
the way. It is a timeless tale of how everyone should approach his or her journey to the desired 
destination. Focus on the target, viewing obstacles along the way as an exciting opportunity to 
build a winning team regardless of the crises. Based on my experience, if you are not enjoying 
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business, you will not succeed.       
 
Look at your business as a  
 

Quest 
Adventurous Journey to the Desired Destination 

 
Navigation systems are a great illustration of a planned business journey. 
 
What are the two things that you need to get directions from a navigation system? You need a 
starting address and the ending address. The more specific you are in both, the less likely you are 
to get lost along the way. 
 
To explain this illustration, you desire to travel from College Park, MD (my current employer’s 
location) to Oneonta, NY (my “home” where my training / consulting career began).  
 
As mentioned, the more specific your starting and ending location, the better the direction.  
 
You seek to travel from Hartwick Road, College Park, MD to Hartwick Drive, Oneonta, NY.  

To be more specific. Hartwick Building, 4321 Hartwick Rd, College Park, MD 20740 to 
Hartwick College, 1 Hartwick Dr, Oneonta, NY 13820 
 
Your desire destination is Hartwick College, 1 Hartwick Dr, Oneonta, NY 13820. Harwick 
represents your P.I.L.L.A.R, your business mission/vision/business goals. 
 
Why going to Oneonta, NY, is your P.E.A.K., your personal goals?   
 
Why would anyone want to go to Oneonta, NY? There are three unique reasons.  
 
One, Oneonta is next to Cooperstown, home of the National Baseball Hall of Fame, and Oneonta 
is the home of the National Soccer Hall of Fame. People go to Oneonta for sports history. 
  
Two, Oneonta is a college town, home to SUNY Oneonta and Hartwick College. People go to 
Oneonta for a college experience.  
 
Three, Oneonta is the 14th of the “Coolest Towns in The US,” ranked by Matador, the world’s 
largest independent travel publisher. People go to Oneonta for the small-town feel.  
 
Have you ever tried to travel with people that cannot agree on the destination? Either one is 
going to be happy and the others not, or everyone is going to be unhappy. One person could be 
going to Oneonta for sports history, another college life, and the third for the small-town feel. 
The agreement of Oneonta as a destination is the key to a successful trip.     
 
Everyone (partners and family members) must agree on the destination of the business--mission, 
vision, and goals. Why each wants to build that business can be completely different, but the 
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destination must be agreed upon.  
 
Partner and family arguments accelerate business failure. Ever see what a divorce, or unexpected 
departure of a partner, does to a business? Not fun. If you are not having fun, you will begin to 
fail. 
 
Having a date assigned to your personal and business goals is debated. Both sides of the debate 
are valued. My observation is that there are more benefits to dated goals then not dated.  
 
Among those that support dated goals, the length of a long-term goal is debated. When starting 
my training / consulting career in the early 1990s, long-term business goals were 25 years out. In 
today’s fast-moving society, 5-year business goals seem to be more appropriate. However, your 
“Keystone,” personal values, could be updated to be achieved as soon as possible and ongoing, 
same with your company’s value statement.  
            
Today you are in College Park, in five years you want to be in Oneonta.  
 
When going on long trips, do you set shorter milestone markers as goals? It seems to make better 
trips.  
 
Business is no different. Set one-year goals. From College Park to Oneonta, one-fifth of the trip 
is about Timonium, MD. Would you ever set a milestone on this trip to be Richmond, VA? No, 
that would take you south, the wrong direction. Make sure your one-year business goals are 
getting you to your five-year business goals. You might be asking why anyone would do that. 
CEOs do, primarily, if goals are not written down. Many strange things can go on in one’s head.  
 
If you are leaving College Park and your car breaks down, what do you do? Fix it yourself or call 
the auto club. What happens if they cannot fix it? You can be frustrated, but not consumed with 
fixing a completely broken car. Find a working car because your focus is arriving in Oneonta and 
enjoying the trip.  
 
A countless number of CEOs focus on the car, their business model. If the business’s 
moneymaking model is not working, fix it. If you can’t fix it, get a new moneymaking model. 
Just like a car is a means to an end, so is your business model.  
 
My experience points to 60 to 80% of business failure come from CEOs burning out, trying to 
fix a completely broken model. They are not focused on the goals, their destination. Those that 
accelerate focus themselves on winning, reaching their desired location. They change the game 
when necessary.  
 
When one has entirely focused on a date-driven destination, the mind begins to open, and one 
begins to see the specific steps (roads) to take. You need to be looking at the road signs, so you 
do not get lost.  
 
The P.I.L.L.A.R is an acronym checklist of a mission and vision statement, your major road sign.  
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Do you have a mission and vision statement, a P.I.L.L.A.R, to guide you to your destination? 
 
A real pillar, an upright structure, is used as a guide so as not to get lost along the way.  
 
In the late 1890s, while Americans were picking up off the east coast and moving out west, 
groups headed into Kansas were getting lost looking for the fertile farmland.  A gentleman built 
a rock formation, a pillar that could be seen for miles, to guide those pioneers to their destination. 
 
The people in the biblical story were guided to their destination as the “the LORD went before 
them by day in a pillar of a cloud, to lead them the way; and by night in a pillar of fire, to give 
them light; to go by day and night:” 
 
Today, it may seem that there are fewer opportunities in the New Economy. The truth is that 
there are more opportunities than in the old economy. Money does not evaporate; it moves.  
 
Do you have a mission and vision statement to guide you by day and by night to your 
destination? One for this New Economy? 
 
President Kennedy gave a true guiding statement in 1962. The space program needed a reboot 
and became focused. Different Americans had different reasons why the U.S. should have a 
robust space program. History has demonstrated that one statement truly guided the U.S. to a 
common agreed-upon destination.  
 

“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.” 

 
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” 

 
Take out your mission and vision statement. First, compare it against President Kennedy’s 
statement. Second, look at the New Economy we are in now. A mission statement defines who 
you want to serve (“Audience”) and how you are willing to meet their need (“Results”).  Notice it 
is who 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 you are, the more money you will 
make. 
 
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 statement, no one else will either.  
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A vision statement is a narrative picture of the business’s destination (“Livelihood”) by a 
specified date (“Length”).   
 
Many businesses have a mission statement, but very few independently owned small businesses 
have a vision statement. The vision statement is a summation of the company’s goals. It begins 
with values, what is “Important” to the owner, to employees, and the community. If you are not 
committed to something, no one will be committed to you. 
   

Does your mission and vision statement have the 4 “Cs”?” 
 

Clear 
Concise 
Compelling 
Consistent 

 
The third P is Processes, driven from your P.I.L.L.A.R. 
 

P.E.A.K > P.I.L.L.A.R > Processes 
 

Processes (systems) is how the work is to be done (method and procedures) and by whom.  
 
Having processes is the only way you are going to make sure everything gets done to the desired 
quality and quantity. Successfully transferring duties to others is the only way you will ever 
become free from working in the business.  
 
Every significant step should be in writing towards clearly defined priorities. Develop in a 
checklist format—included diagrams and pictures. Many people learn visually. The checklist 
format allows for more straightforward checks and balances.  
 

 
Processes 

   
Checklist with Diagrams  

Training on Checklist 
Checks & Balances 

  
After reading E-myth, most CEOs become convinced that processes are keys to earning more and 
working less. They immediately embark on writing systems for everything. They create…you’re 
right…nothing!  
 

If you try to do everything, you will do nothing. 
 
Start by breaking down the business into three major areas then keep breaking your business 
down until the steps are no more than twelve, onto one page. If a concept, in your case a process, 
is more complicated then on a napkin explained over a meal, then it is too complicated. Break it 
down again. 
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The starting three:  
 

 
 
Processes 

 
Marketing 
Operations 
Organizational 

 
Every area of your business fits in one of these three areas.  
 
Marketing is everything that generates revenue.  
 
Operations is everything to service the customer within a profit margin. 
 
Organizational is everything else: legal, fiscal, financing, human resources, risk management, 
etc. 
 
Which processes are more important? The answer, of course, is all three. If you fail at any one of 
three areas, your business will fail.  
 
You can have many customers and service them within a profit margin, but if you do not pay 
your taxes on time, your business will fail. 
 
You can be servicing customers within a profit margin, doing everything correctly on the 
organizational side, but if you have no customers, your business will fail. 
 
You can have many customers doing everything correctly on the organizational side, but if 
you’re not able to serve the customer within a profit margin, your business will fail. 
 
To help you remember the three process areas use the acronym MOO. What says moo? A Cow. 
What do you want out of your business? Cash.  If you want a cash cow, you need to successfully 
MOO! 
 
Start with twenty-seven tasks, nine for marketing, nine for operations, and nine for 
organizational issues. You might have more or less but keep each to no more than twelve tasks.  
 
Create the system one at a time in order of priority. If you try to do everything, you will do 
nothing. 
  
Base your priority on the ones that have the lowest value in regards to profit, lowest skill 
required, and the lowest owner interest.  
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Give up first to an employee, vendor, or contractor a process that, if messed up, would not cost 
you a client (lowest value), that is easiest to explain (lowest skill) and lowest owner interest (to 
avoid burnout).  
 
Save for the last system to give up the ones that generate the most profit (highest value) that is 
difficult to explain (highest skill), and you enjoy doing (highest owner interest).  
 
By building systems to give up the low, low, low tasks, you will have more time for the high, 
high, high--focused on making more MONEY and spending TIME doing what you enjoy.  
 
Your processes drive your people: employees, contractors, and vendors.  
 
     

P.E.A.K > P.I.L.L.A.R > Processes > People 
       
 
These four--in this order-- is the E-myth principle. Following these four in the proper order is 
more important than ever before.   
 
CEOs that are accelerating--gaining more time and money--follow this order.  
 
Failed business owners went in the reverse order.   
 
When people drive work, the business many times goes in an unprofitable direction. Your 
business must start with your personal dreams.  
 
The other extreme is when CEOs treat their people as parts of a machine. That is a very 
unprofitable approach and time-waster.  
 
 

People 
 

“Play Chess Not Checkers” 
 
What is the difference between chess and checkers? 
 
In checkers, every piece is the same, moving in one direction. Winning requires little strategic 
thinking.   
 
In chess, each chess piece has a unique characteristic, each with different strengths and 
weaknesses. Winning requires much strategic thinking for each piece to be placed in their 
strength and protect their weakness. 
 
Your people have their strengths and weaknesses. Winning requires you to open your mind and 
think about how to use your people to win.  
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Are your people aligned to win or lose? 
 
When CEOs do see how their game needs to be changed to win, they go to their people and say, 
“Change this now!” and wonder why nothing happens. 
 
Look at the picture on the page.  

 
Not a relationship that you see every day, a man was feeding a fawn with the baby bottle. Let me 
tell you the story behind the picture. 
 
In the mid-1950s, a teenage girl heard a crying noise near the Leigh High River within the 
Pocono Mountains of Pennsylvania. When her father, a dairy farmer, came home, she asked him 
to find that crying noise. He went up the mountain to find a doe shot dead and a fawn crying 
nearby. He was able to get the fawn to come to him, bring it home, feed it with the baby bottle, 
and bring it into the kitchen for the night. The fawn was scared, so he made a bed using his shirt 
that smelled like farm animals. It slept through the night and was taken to a perfect sanctuary the 
next day by a game warden, living a long life never to be hunted or scared again.    
 
How can I tell you that story? It was my family story. Like most families, we had that story 
repeated over and over again. The teenager was my mother and man, my grandfather. The story 
was told from my mother's perspective, my grandfather's perspective, and my uncle’s 
perspective. I did not realize until after her death that my grandmother never told the story from 
her perspective, she never talked about it at all. Could she have been bothered that a fawn was in 
her kitchen?  
 
In full disclosure, we do not know what happened to the fawn after the game warden. From my 
perspective, it lived a peaceful life.  
   
One day, it came to me what the fawn’s perspective?  
 
What had to go through the fawn’s mind? 
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The fawn had to “Accept” it had a “Need” to be saved. If it believed it could survive on its own, 
would it ever have come into the arms of my grandfather?  
 
After “Accepting Need,” then it had to “Believe,” my grandfather was the “Solution.” If it 
believed a doe was to come by and adopt, would it have ever gone to my grandfather?  
After and only after the fawn “Accepted Need” and “Believe in Solution,” could my grandfather 
make that “Call” for it to come to him.  
 
When we communicate to employees, contractors, and vendors, we naturally start with the “Call 
to Action.” We first need to make sure they have “Accept Need” to change from their normal 
activities. Practice a little “open-book management,” showing to reach everyone’s personal 
goals, the business must change, so they volunteer to improve.  
 
Then we need to get them to “Believe in Solution,” the change that results in winning. Talk to 
them about what profitable businesses do, get to see more from your perspective. Then and only 
then will our “Call to Action” work.  
 
The words “we” and “our” are intentional because we all do this. We forget to communicate 
from different perspectives. We all want to communicate from our perspective. To change the 
game to win, we can not just have a great strategy since it needs to be implemented by everyone.   
    

Communicate from Their Perspective 
 
When you communicate the ABCs to create change, make sure you are communicating from 
their personality, learning style, generation, and place. 
 
The same perspective is valid from a sales perspective. We try to close a sale, make the “Call to 
Action” before the sale is even open. They have not yet “Accepted Need” for your 
product/service, and you are saying buy now. ABCs are the sales process as well.   
 
Don’t send a 75-year old a Facebook message. It might be easy for you, but it is not the “Place” 
most 75-year olds hang out.   
 
Visualize being a chess piece yourself on a game board, working in the business. From that point 
of view, you at best see the pieces immediately around you. You cannot see everyone and how 
there alignment with the pieces around them. From that vantage point, you are entirely guessing.   
 

Winners Don’t Guess, They Think 
 
To win, you must, at times, remove yourself as a chess piece (from the business) and think 
strategically from the vantage point of seeing everyone on your team and seeing the your 
competitor(s). 
 
Do you have the time and space to open your mind, to think to win? 
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To accelerate your growth and win More Time & Money, you must follow Michael Gerber and 
“Work on it, not in it.” 
 
Start today.   
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


