
Business success in a nutshell



 

INTRODUCTION 

Do you like muffins? I think that at one point or another in our lives, we all loved 

muffins. And when we think about it, we would like that muffin to be contour; 

rounded top; may have a center crack; but evenly browned top and crust; uniform 

crumb color; with a fine crumb; uniform grain; free of large tunnels; moist; not 

mealy or crumbly. 

Are you ready to bake? If the answer is yes, I have bad news for you. In fact, this 

book is not about bakery (Sorry for those folks that were expecting to learn how to 

make the perfect muffin!), it is about something else: Business Success! 

It’s an idea that was originally conceived as a joke but turned into a serious project 

after learning a little bit more about how and why the mix is so important to get a 

great muffin. 

Many may consider the endeavor of making muffins a simple task; and probably it 

is when you know how; when you don’t even need a recipe while in the process. 

You have the different ingredients and you know so well the process that you know 

what to do with each of the ingredients to create the perfect mix and get muffins 

with great appearance, texture, and a well-distributed nuts and fruit. 

Business is not that different, you have many ingredients within an organization like 

people, processes and technology. And you need to know how to mix them to 

obtain the maximum benefit from them and to unlock their full potential. Once you 

have the perfect mix, great results come out therefore.  

Does it make sense? Let’s learn “The Muffin Mix Method” for business and 

organizational success. 

 

 

 

 

 



 

WHY THE MIX IS SO IMPORTANT? 

The Muffin Mix Method is one of the most basic mixing methods utilized in baking. 

It is utilized for most all quick breads that result in a batter rather than a dough. 

Most quick breads that are made from doughs, such as biscuits and scones, utilize 

the biscuit mixing method.  

For those (Like me) who are not in the baker’s world and do not know too much 

about cooking, here are some of the definitions. Batter: A mixture of flour, egg, and 

milk or water that is thin enough to be poured or dropped from a spoon. This 

includes muffins, cake and pancake or waffle batter. Dough: A mixture of mostly 

flour or 'meal' and a liquid (often milk and/or water) that is stiff enough to be 

kneaded or rolled. This covers many baked breads and rolls, and some rolled 

cookies. 

With these two definitions, we can clearly see that the difference between batter 

and dough is that batter is thinner while dough is quite thick. This plays into the 

techniques used to mix each type of baking mixture. 

What would like to get as a result? Muffins? Cookies?  

I think at this point we are all clear that is fundamental to begin with “the end in 

mind”: Muffins or cookies? 

 



 

As mentioned in Alice in Wonderland: “if you don’t know where you’re going, any 

road will get you there”. (In fact, although this phrase became popular in Alice in 

Wonderland, it belongs to Lewis Carroll; an English writer of world-famous 

children’s fiction, notably Alice's Adventures in Wonderland and its sequel Through 

the Looking-Glass). 

We can use the same facility, logic and fantasy for business. What do you want to 

do? What is your idea? Start a new business? Grow your business? Make your 

business more profitable? Or simple test your business? 

In any case, you have a clear picture of the result you intend to get. 

But the mix you will have to use is different for each case. Note that we’re not 

talking about ingredients yet, just recognizing the fact that the mix has the greatest 

impact in the result – Just remember: Muffins or cookies?? 

PREPARING THE INGREDIENTS FOR THE MIX 

Now we are ready to start cooking, we have the result in our minds and we know 

that we need to create a batter mix to create those delicious and exquisite muffins. 

But what ingredients do we need to create this perfect mix? That’s easy: Eggs, 

vegetable oil, milk, sugar, flour, salt and chocolate chips or dried fruit such as 

sultanas or dried cherries (optional). As an inexperienced baker, I inevitably can 

think if I need the same amount of all the ingredients (Same amount of sugar and 

salt??). These are the ingredients we’ll be mixing, and although I have an idea about 

how to prepare the mix; I have serious concerns about how much of everything I do 

need. 

Intuitively, I’m sure everybody’s guessing is that we need different amounts; and 

you are absolutely right! This is called “common sense”, and the good news is that 

we all have it, even when some may agree with Voltaire (French Enlightenment 

writer, historian and philosopher) and his saying that states that “common sense is 

not so common”.  

However, let’s agree that more or less, we all have common sense. The same 

principle applies to business environment….! The end in our mind: Business results; 



 

and the ingredients we need nowadays: People, processes and Technology (At least 

from an internal perspective).  

For muffins, I can use a well-known recipe that tells me how much to use of each 

ingredient and when and how to mix them; but then I will get muffins that aren’t 

different to any others; perhaps I want to be special, I want to be different and get 

unique results. If this is the case, I also have the possibility to create my own recipe, 

to get the flavor, consistency or color I want; that uniqueness that no one can 

imitate. 

Or even better, I want to delight the entire world with my muffins. I then realize it 

isn’t about what I think that uniqueness must be, it is about what the people who 

will eat my muffins want it to be. 

But feeding the entire world with muffins seems to be a difficult and very complex 

task, I need the muffins to be prepared at the same time and with by own-unique 

recipe in different places. I need someone (And probably more than one person) to 

lead the muffin’s preparation. Maybe and expert baker or maybe a team of bakers 

that can even improve the process as it happens. 

So far, we are aware of all what we need:  

Besides the basic ingredients (Raw material), we need specific steps that tell us how 

much to mix, when and how (Processes), 

we need to know who will eat our 

muffins and what delicious and 

exquisite mean to them (Customers and 

Voice of Customer), we need to 

determine who will bring the best 

ingredients, prepare the mix, etc. 

(People), we also need to know what 

utensils or equipment will be used to 

prepare the mix and bake it 

(Technology), and finally; who will be accountable for the entire process and results 

(Leadership).  

 



 

But how to guarantee that all these components will be working together in 

synchronization and fully harmonized?  

I hope at this time you aren’t bored but excited about how we are going to prepare 

the mix.  

MAKING THE MIX 

Quite a story! Before knowing the muffin mix methodology, I thought that it was 

just a matter of putting all the ingredients in the right amount in the same bowl and 

use a mixer maybe a low speed at the beginning and smoothly increasing speed. 

Thus, depending on how many muffins I’m planning to make, maybe I wouldn’t 

need a stand mixer but just a handy one.  

Now that I know I’m planning to make muffins to feed the entire planet, expecting 

that world’s population will be delighted after they taste them, hoping that the 

word of mouth will spread to those who haven’t tried them yet, and being aware 

that I need a batter mix prepared with my own-unique recipe simultaneously in 

different geographies; it is time to execute.  

The purpose of the muffin mix method is to limit the amount of gluten production 

during the mixing process, keeping quick breads light and tender. To achieve this, 

the dry ingredients are combined in one bowl, the wet ingredients are combined in 

a separate bowl, and then the two mixtures are combined together. Don’t put all 

the ingredients in the same bowl!! As probably I had done before knowing the 

method! 

Although it’s a very basic baking technique, this method helps ensure that bread 

remains tender and fluffy. 

Even though this method identifies muffins in its title, it is not used only for making 

muffins. The muffin method is utilized with a variety of quick breads such as 

cornbread, pancakes, waffles, quick loaf breads, in addition to muffins. 

Furthermore, you must be aware of some tips, tricks & techniques to obtain a high-

quality mixture:  



 

• It is important to note that the fat must be in a liquid state when utilizing this 

method. If butter, shortening, lard, or coconut oil are used they must be 

melted. 

• If you are looking to make ahead the components for a quick bread utilizing 

the muffin mixing method, combine the dry ingredients and the wet 

ingredients and keep them separate until ready to bake. 

• The most important part of this method is to avoid overmixing. The batter 

will be lumpy when mixed, but the lumps will cook out. 

When you combine the right steps to make the mixture, with your own-unique 

recipe and considering the tips, tricks & techniques; you are following a STRATEGY.  

A strategy that will drive you to: 

Feed the entire world population – VISION. Through  

Having the more delicious and exquisite muffins – MISSION. By 

Using your own-unique recipe – STRATEGY. 

 

 

 

 

 



 

This strategy will be executed by our PEOPLE, with the PROCESSES we have defined, 

and using our own set of tools or TECHNOLOGY. It will be led by a LEADERSHIP 

team that will have objectives that will materialize or can be taken as achieved 

when we see people all over the world eating our muffins, these people are OUR 

CUSTOMERS.  

By the way, it is about time to translate the vision into business results or business 

outcomes.  

If we are a for-profit business, each muffin will have a monetary value. Depending 

on the amount of people (Customers) eating our muffins, the amount of money or 

revenue we generate. Depending on how efficient we are in making the muffin, the 

amount of profit we’ll gain. 

If we are a non-profit organization, maybe we are more interested in mitigating or 

eliminating famine in the world, our business outcome can be how many people 

we’re feeding that had nothing to eat before. There’s always a business result or 

outcome to achieve, and that is why at the end of the day we’re working for and 

toward where we’re aiming.  

THE BUSINESS “MUFFIN” MIX METHODOLOGY 

After all what we’ve been through and maybe after eating a couple of muffins while 

we read, we have described the similarities between making a muffin and 

managing a business. We’re aware of the importance of the mix and we know we 

need a STRATEGY that considers CUSTOMERS, LEADERSHIP, PEOPLE, PROCESSES 

and TECHNOLOGY to achieve the business results we aim. But before creating the 

strategy we need to have a VISION of the future and must be clear on what we our 

MISSION is or what we need to do to accomplish that desired state. 

This vision needs to be shared by all the people working within the organization, 

everyone needs to know how he or she contributes to move forward toward that 

desired state.  

Notice that due to the several components that come into play, it is better if you 

start looking at all of them as a system, adopting a systems perspective will help on 

the journey and will facilitate communication and execution.  



 

We may conclude that execution requires strong Leadership and is demonstrated 

through outstanding Results.  

Experience shows that most organizations make muffins using the same recipe, 

and just react to stimulus. However, the target is to have an own-unique recipe to 

get the results we want; therefore, we need to use an integrated approach where 

everyone knows what to do and when, and how this contributes to those 

outstanding results. 

It can be making muffins, playing the violin or practicing a sport; no matter the 

endeavor, “Practice makes the master” – (Quote by Patrick Rothfuss - American 

writer of epic fantasy)  

 

Probably the first time we make muffins, it will be a difficult experience, but every 

time we repeat the process, we’ll learn new things (tips, tricks & techniques) that 

will make the process easier and better.  

Nowadays, even start-ups know the difference and have incorporated learning as 

an essential attribute for high-performance. They know that effective well-deployed 

learning can help to improve from the early stages of reacting to problems to the 

highest levels of improvement, refinement and innovation; it is a never-ending 

process. 

Maintaining all the pieces together in a sustainable way, for many and many years, 

is another consideration we should think about. I think you agree with me that 



 

if we have created something great (Our delicious and exquisite muffin production 

to feed the entire world!!) we want it to last forever. We must make sure we are 

using the kind of glue that may resist any adversity. 

THE RIGHT GLUE: ACQUIRED OR MADE?? 

If the objective is just to eat a muffin (A regular one!), maybe the easiest way is just 

going and buy it. But if we want a muffin with our own-unique taste, we must teach 

others to make it with our own-unique recipe and/or make it ourselves! 

But remember our vision is feeding the entire planet earth, common sense tells us 

we need an army of people to accomplish this vision. How are we going to hold this 

army together marching in the same direction? How are we maintain them 

motivated and anger to accomplish our vision?  How are we going to make them 

proud of what they’re doing? How are we going to give them the strength to stand-

up when they fall-down? The answer is “the glue”. We need to create it and make 

sure it is strong enough and everlasting.  

It seems we’re shifting professions, from bakery to chemistry; from making muffins, 

to creating glue…  

As the old saying states: “Of musician, poet 

and madman we all have our measure”; 

maybe “Of baker, chemist, manager, strategist 

or leader we all have our measure”. I’m sure 

we have all played many of these roles at 

some point or another, but no matter the 

circumstances; play it in the best possible way 

is what matters. 

And I’m also sure we did it maybe because we had no choice (Worst case scenario) 

but maybe -and I hope this is your case- because you had something to believe in, 

you had a set of core values and concepts that lighted your journey and made you 

unlock your full potential and release the best of you: This is what glue is made of..! 

I’m a believer that all glues are different, your glue has your personal touch, and is 

the reflection of who you are. But to facilitate our reading, I’m going to share 



 

some of the most inspiring and useful perspectives I have seen. They are 

interrelated and together may constitute the everlasting glue we need: Systems 

perspective; Visionary leadership; customer-focused excellence; valuing people; 

organizational learning and agility; focus on success; managing for innovation; 

management by fact; societal responsibility; ethics and transparency and delivering 

value and results. 

These are just examples of what for me and others has worked and continues 

working now, feel free to take them “as-is” or simply make the “best-fit” for you. 

They should work for you, not for anyone else. 

TIME IS UP… 

Nowadays the only constant is change. For good or bad, there are so many changes 

around us that it is impossible to assimilate all of them. The real question is: Do all 

the changes that are happening impact us? In my opinion and unless we live in total 

isolation, the answer is YES. 

Perhaps one might think that for making muffins that’s not the case. Believe it or 

not, it is too. Population is increasing at a fast-paced, many more are starving, and 

to achieve our vision of feeding the entire planet earth we need to make our 

muffins faster. Furthermore, the quality of ingredients to use may vary, which will 

make difficult to ensure we’ll get the expected result. 

In many cases we’ll encounter there is a gap between where we are vs. where we 

want to be or what we want to do. We realize that although we have the best of the 

intentions we don’t have all what we need. Perhaps if we pay attention, have 

interest, an authentic desire and willingness to act, then and only then; we are 

ready to begin our journey and certainly ready to make our muffins. 

This is what I mean in more detail: 

1. Attention – If what’s going on hasn’t captured our attention yet, it’s because 

we aren’t totally aware of the consequences. Have we identified the 

problem? Is it a pre-existing problem? Is there a solution we can think about? 

Is there an urgency to solve it? Once we have answered these questions we’ll 

be able to realize how huge the gap is. We need to get familiar with it. 



 

2. Interest – Will there be any negative consequences if we don’t close the gap? 

Might others result negatively impacted? How much will that affect us? How 

much time do we have? If we don’t have a reason to close the gap, we’ll never 

do it.  

3. Desire – Now we have identified a reason to close the gap, we have a 

purpose, we have a “why” we need to close it now and not later. The key 

question is “How??” 

4. Act – I think at this point It is clear we need to do something. Be careful not 

to practice “insanity”: Doing the same thing over and over again and 

expecting different results. If we’re clear about our current and desired state, 

we should be able to understand the gap.  

Closing the gap is a hard task, in most of the cases it isn’t only about us; we rely on 

others and probably we’ll need to use resources differently or maybe add more and 

different resources. The number of variables to consider will depend on the gap; 

and the likelihood to address them in the right way will depend of our skills, 

experience and resources; but definitely every begins with us. That is the mind-set 

that will drive us To Infinity and Beyond! As Buzz Lightyear used to say in the movie 

“Toy Story”.  

BEGIN BY BUILIDING THE FOUNDATION 

By definition; foundation is a body or ground upon which something is built up or 

overlaid; or some basis (such as a tenet, principle, or axiom) upon which something 

stands or is supported. Seems to me like something important, at least when we’re 

thinking about building something. Certainly, we’ll need some building materials 

like building blocks, sand, among others. 

In terms of organizational foundation, these are the key blocks that should never 

miss: 

1. Leadership 

2. Strategy 

3. Customers and Market 

4. People 

5. Processes 



 

6. Technology 

7. Results 

8. Change Management 

How good or bad those blocks are will determine how strong or weak your 

foundation will be. 

Although we are speaking about an organization, be aware they also apply at 

individual-personal level: 

• What can of leader you are or what style of leadership do you practice? Are 

you dictatorial? Visionary? Build relationships? As you may have realized 

already, this applies to any environment: Work, social, community, family! 

etc. 

• Do you have a strategy in place to accomplish your personal goals for your 

life, in your job, your association, or for any other circumstance? 

• Who are your internal or external customers? In a simple way, we all have 

customers. As a parent, your kids are your customers, and if you think about 

it; you are a customer of them too...! (I’m sure we’d all love they know -our 

kids- what means to satisfy their customers; specially us!). 

• What kind of person are you? What do you do to save the world every day? 

Do you really care?  

• What processes do you execute every day? In your life (The time since you 

wake up till you arrive to your workplace or college or whatever destination it 

might be involves many steps: Maybe do your bed, taking a shower, brush 

your teeth, get dressed, have breakfast, etc. This is a process itself). 

• What technology do you have and use to make your life simple? An 

automatic programmable coffee maker? Smart phone’s reminders? GPS? 

• Are you accomplishing what you aimed for? Can you see the progress? 

What’s working? What is not working? Consider take for yourself Nelson 

Mandela’s (South Africa's first black President and the first elected in a fully 

representative democratic election) secret to winning: “I never lose. I either win 

or I learn”.  



 

Fortunately, there are tools available to determine the gap (Current state vs. Future 

state) of where you are vs. where you would like or should be. We’ll talk about that 

later.  

By now, just think about the foundation of the house you live in. What would 

happen if you take away a piece of it or if it’s not strong enough? Will it stand under 

heavy rain, in an earthquake or in a cyclone? Are those building blocks that 

constitute the foundation the way they shall be? If you realize or at least have the 

minimum concern about it (Hopefully that’s not the case) I’m sure you’d take the 

necessary actions to identify the problems and to fix them as soon as possible; 

specially in these days when regrettably we’re experiencing such a considerable 

amount of natural disasters (See graph of World natural catastrophes below). 

What has a significant importance now is that we understand the impact these 

building blocks have in the foundation and that we are aware and desire to turn 

them as strong as possible to survive any catastrophe, either from an individual or 

organizational perspective.  



 

 

Source: © 2018 Munich Re, Geo Risks Research, NatCatSERVICE. As of January 2018. 

 

UNDERSTANDING THE ORGANIZATIONAL BUILDING BLOCKS 

Leadership 

When speaking about leadership in 

an organization, many people have 

the misconception that leader is a 

synonym of manager. This is the first 

barrier to overcome. In off-dated 

organizational structures like the 

ones back in the 80’s, this was the 

norm. Perhaps at that time, this is 

what organizations needed! (Particularly, I disagree…). But now, in an era where 

everyone has access to information, and where collaboration is the imperative, we 

all are leaders in one way or another. Even in some cases as an associate, as an 

assistant, or as an individual in a lower level in the organigram; we must lead 

people, including our boss or manager sometimes. Nonetheless, it’s important to 

also recognize that some want to be led instead of having to lead. Good or bad, 

who am I to disagree? (Like the song by Eurythmics: “Sweet Dreams (Are Made of 

This)”. In despite of our choice, leaders are always needed and important, they 

set the course, they maintain the direction (Good or bad, in history we can 



 

identify many great leaders that were able to lead people in the right but also in the 

wrong direction; but still GREAT LEADERS!) 

Strategy 

Let’s begin by stating that there is not good or bad strategy, there is good or bad 

planning; or good or bad execution. 

What comes into your mind when you hear to word strategy? Maybe how to do 

something, maybe how to accomplish a result, or maybe something so 

sophisticated that you prefer not to think about.  

Some others think in planning, or in a list of tasks or things to be done.  

 

Unfortunately, those are only pieces and don’t consider the big picture of what 

strategy is about. This is the most common reason why making strategy work is so 

difficult. 

Other reasons for failure are: 

• People are involved with 5 or more initiatives at the same time. 

• Strategic objectives aren’t clear. 

• Teams underperform.  



 

But the root cause of failure, poor execution or difficulty to make strategy work is 

CULTURE. 

Do people get along in your team, group of individuals or organization? Is there 

cooperation, shared values? 

Are people getting ahead? Are they proactive, a winning mind-set, a sense of 

achievement? 

Do people get things done? From an individual, team or organizational perspective? 

The challenge: We tend to be overconfident about our ability to understand others 

and how they see us. It is necessary to see things from the outside and not only 

from the inside.  

If you’re like most people, when you have a problem with someone else, you focus 

on what that person did wrong. You think the problem would get better if the other 

person would change. But we must learn that the change begins with us.  

Going back to our building blocks, I hope you see how strategy and leadership are 

connected, it’s almost impossible to execute your strategy or make it work; if you 

don’t have the right leadership! Picture what I mean in this video:  

 

 

 

 

 

 

 

 

 

https://www.youtube.com/watch?v=V-gvE7MGIBw


 

There isn’t right or wrong strategy, it’s about taking the most convenient approach 

and it depends of the context, the goal and your resources. As Sun Tzu wrote in his 

book The Art of War: “In war, the victorious strategist only seeks battle after the 

victory has been won.” He advised his troops to “make your way by unexpected 

routes and attack unguarded spots.” And he further stated, “Military tactics are like 

water. For water, in its natural course, runs away from high places and hastens 

downwards. So, in war, the way is to avoid what is strong and strike at what is 

weak”.  

Customers & Market 

By knowing your customers, you can identify patterns in their behavior and learn 

about their business operation or how they act; to find out exactly what’s important 

to them.  

CHaving a customer means having a 

relationship, and I think everyone 

knows how complex a relationship 

can be. Since we were little kids, 

there’s been someone to please or 

satisfy; our parents, our teachers, our 

best friend, etc. And later-on in life, 

our fiancé, our co-workers, our boss; 

and if we are entrepreneurs and have our own business; our customers. If we dig a 

little deeper and ask ourselves What all these relationships have in common? We 

might agree it can be summarized in one word: TRUST! 

And just recall when we did something intentionally or unintentionally, but trust 

was eroded or even worst, broken. Were we able to build trust again and recover it? 

How easy or difficult was it?  

The thoughts crossing our mind right now are applicable to any customer and to 

the market, place or environment where they are. 

Fulfilling needs or requirements to accomplish satisfaction is a continuous, since 

our human nature is always to ask for or expect at least the same; if not more, 

once we’ve been pleased or satisfied.  



 

Many “experts” insist that customers don’t really know what they want; they have to 

be told. I think they’re wrong, dead wrong!  

Even considering Henry Ford’s 

quote: “If I had asked people 

what they wanted, they would 

have said faster horses.” (While 

there's no real proof Ford ever 

said this, the words are still 

applied to him as proof that 

true innovation is done 

without customer input. But, 

even if one of the most 

successful businessmen in 

American history had said it, it wouldn't make the maxim any more applicable 

nowadays). 

Customers do know what they want (Just picture yourself as a customer…!) but may 

not be proficient at describing their needs. By understanding our customer needs 

and how to reveal them, we’ll be well on our way to knowing customers’ needs as 

well as, or perhaps better than, they do. It is a matter of listening, paying attention 

and taking action. 

Have you watched the movie “What Women Want” (The 2000 American romantic 

fantasy comedy film written by Josh Goldsmith, Cathy Yuspa, and Diane Drake, 

directed by Nancy Meyers, and starring Mel Gibson and Helen Hunt). Just ponder 

what you could do if you knew for sure what customers want!! 

People 

Picture a world without people… If you have watched the History channel special 

released back in 2008 that explored what Earth might be like if the human race 

were suddenly to disappear, you’d agree with me that we cannot conceive planet 

Earth the way it is today.  

According to Harvard Business Review, many of us in business have heard the 

popular aphorism, “People are your greatest asset.” Some of us may even 



 

believe it. But is this sentiment reflected in our corporate cultures and the way our 

leaders lead? For the most part, no. In fact, the greatest asset is how people are 

empowered. The reason is that something that is empowering makes you more 

confident and makes you feel that you are in control of your life and to unlock your 

full potential. 

If you think about the building blocks already discussed, leadership is not possible 

without people; making strategy work is not possible without people; and the 

existence of customers and markets is not possible without people. Do you realize 

now how important people are? 

 

 

 

Processes 

A process is a way of doing something, the steps you need to perform to 

accomplish an expected result or output, with specific attributes and 

characteristics. We are talking about steps, tasks or activities that are linked with 

the purpose of producing something (a product or service for a customer). 

Generally, processes involve combinations of people, machines, tools, techniques, 

materials, and improvements in a defined series of steps or actions. They rarely 

operate in isolation and must be considered in relation to other processes that 

impact them.  

Long story short, processes are the organized way of doing something with the 

purpose of obtaining an expected result. 

But… What is the relation with the others building blocks? That’s an easy one!! And 

I’m going to first answer with another question… Who executes processes? 

PEOPLE!!  

Technology 

We must look at technology as part of the HOW and not that WHAT. It is an 

enabler for processes. We can think of it as a collection of techniques, skills, 

This Photo by Unknown Author is licensed under CC 
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methods, and processes used in the accomplishment of objectives or in the 

production of goods or services. If rightly-used, it simplifies our lives. We now live in 

a Digital Economy that drives and continuously transform our lives.  

The world is being transformed by new 

technologies, which are redefining customer 

expectations, enabling businesses to meet these 

new expectations, and changing the way people 

live and work. Digital transformation, as this is 

commonly called, has immense potential to 

change consumer lives, create value for business 

and unlock broader societal benefits. The big question is: How ready are we to deal 

with it? How does this relate to the other building blocks?  

Customers are empowered by digital; they have new behaviors and new 

expectations that are pushing us to evolve. We have to be more reactive and more 

agile; we need to listen to what our customers expect and also track how our digital 

environment is evolving.  

It is about continuous learning, about being curious, and about collaboration. 

We have to think about technology as an opportunity to improve the state of the 

world. Digital innovation can benefit society by creating jobs, saving lives and 

reducing emissions. But these gains are not guaranteed – they depend on the 

decisions we take today. 

Just to continue with the linkage of our building blocks: How can business leaders 

are changing their organizations to be ready for digital impacts? How are we 

changing as individuals? Are we taking action and doing something about it? 

Results 

Without results there is no motivation. A sense of achievement, a sense of success, 

a sense of progress; it’s what give us energy and inspiration; faith and hope; desire 

to continue and the mindset that what we’re doing is worthy. Without results, 

desperation and frustration is what comes next. 



 

If we want to approach in a technical way, we might say they are outputs and 

outcomes achieved by your efforts, as individuals or as an organization. Results are 

evaluated based on current performance; performance relative to appropriate 

comparisons.  

We have TECHNOLOGY that helps us to perform our PROCESSES. These processes 

are for better serve our CUSTOMERS and the MARKET where we play and are 

executed by PEOPLE. This people follow a STRATEGY, which requires LEADERSHIP to 

be planned and executed in the right way. And all this harmony is done with the 

only purpose to obtain RESULTS! 

Isn’t it easier now to see now how all the building blocks are linked? What is your 

weakest link? (Do you remember the NBC Game Show…?) 

Regarding results, don’t forget the conversation we already had about insanity: 

“Doing the same thing over and over again and expecting different results.”  

Although some people might believe this is all what we need to build a strong 

foundation, to me there’s still a very important building block missing: Change 

Management.  

Change Management 

For those IT guys, this is not about the change management process you execute 

when requesting a change in an application or system. I begin with this clarification 

since I’ve seen this confusion so many times, and unfortunately in very crucial 

moments. In here, I’m referring to the people side of change. 

I hope at this time you have realized that people are the motor of this machinery, 

and that moving from a current state into a future state will probably require a 

decent amount of change and of course of time. The speed and quality of change 

depends significantly on the speed of the motor and how well tuned-up it is, in 

other words: People. 

Many people think that Change Management is just about communicating that the 

change will happen and that’s it. History and experience demonstrate that 

asseveration is totally wrong! If you don’t get people’s buy-in, and don’t follow 



 

the right process for people to be ready for change, believe me… It will be a 

harmful, frustrating and terrible process. 

Now what…??? 

Have you realized we haven’t spoken about our marvelous muffins that feed the 

entire world for a while? 

Believe it or not, we have been. Maybe we changed a little bit the wording and 

instead of using the word “muffin” we used “foundation”; and instead of using the 

word “ingredient” we used the term “building blocks”. 

Those ingredients will use to make the muffins that will feed the entire world are a 

representation of those building blocks will use to build the foundation of an 

organization that will provide employment, contribute with society and will support 

the Sustainable Development Goals (The Sustainable Development Goals are the 

blueprint to achieve a better and more sustainable future for all. They address the 

global challenges we face, including those related to poverty, inequality, climate, 

environmental degradation, prosperity, and peace and justice. The Goals 

interconnect and in order to leave no one behind, it is important that we achieve 

each Goal and target by 2030. More in this link: 

https://www.un.org/sustainabledevelopment/sustainable-development-goals/ 

We need to THINK BIG but START SMALL. It's not about starting small because it's 

easier to find smaller gigs. It's all about starting small to learn the steps required to 

deliver results successfully.  

These are the steps you need to follow: 

1. Identify where you are in terms of the building blocks. 

Now you understand each of the building blocks, you need to determine how 

strong they are, or even, if you have them or not. In our muffin method, once 

you know the ingredients you need, you need to determine if you have them 

or not.  

2. Determine the gap. 

This is the distance between the current state and the desired state. In our 

muffin method, it’s like realizing if you have the right amount of the 

https://www.un.org/sustainabledevelopment/sustainable-development-goals/
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ingredients or not. What’s the next logical step: Go to the supermarket and 

get what you need! 

3. Cross the bridge. 

Mind the gap. Now, it’s about to identify the key focus areas. Those that will 

allow you to advance significantly (You must be aware that probably you 

won’t to cross the bridge at once, but at a significant pace). In our muffin 

method, it’s like picturing how many muffins you’ll make in the first try; 

consider the size of the kitchen, the utensils you’ll need, the amount of 

people to be working-on, etc. Once you are clear about all those facts, you 

can determine how much of each ingredient you need. 

4. Execute. 

Develop action plans to address those key focus areas and begin crossing the 

bridge. In our muffin methodology, start baking!! 

Is it more difficult that what you think…??? 

NO if you use the right tools. If you use nails to construct a wood chair, you use a 

hammer; you don’t use a wrench or a stone. You might, but just picture how 

difficult it might be…. What about the quality…. 

For the same reason, you must use the right tools.  

Typically, you would use Business Consultants to do this job, which takes a long time and a 

lot of money.  

Fortunately, we are in the digital age, and we have available digital tools that help us to do 

the job by ourselves and as often as we want. 

Let me introduce you to the concept of Intelligent Consultancy and Analysis as a 

Service (AaaS). We are providing you with real-time online tools to determine the 

GAP from where you are vs. where you want or need to be. In addition, we help you 

to CROSS THE BRIDGE! 

How does it work?  

Through a basic key set of questions, you can determine how far you are from the 

desired state and learn what you need to do to get there. 

With this product you’re getting access to our platform (C3X), which: 

1. Provides the set of questions in an online survey format.  



 

2. Processes and automatically analyzes the answers in real time. 

3. Calculates how far or closer you are from the desired state. 

4. Gives you a prioritized list of the things you need to do to get there.  

Everything in real-time and considering as many opinions as you want. 

Let’s look at it through an example: 

• Imagine you want to cook a great and delicious plate for dinner (This is the 

OUTCOME or RESULT you want to achieve, your desired state). 

• The platform (C3X) has a pre-design set of questions to search how ready 

you are to prepare that great and delicious plate. Asks you about the 

ingredients, the knowledge you must have to prepare them and to cook 

them, the knowledge you should have to use kitchen-ware, utensils and 

stove, time for cooking, how to serve it to make it look attractive, etc. 

• By answering those questions, the platform can determine your readiness 

but in addition, will tell you where you are not so good and what you need to 

do to be ready. 

Now that you know where you are and things you can improve in a prioritized way, 

it’s totally up to you! 

This is how our analysis looks: 

 

 



 

The Tools 

 

We call the tools “instruments”, because by definition; an instrument is a tool or 

implement, especially one for delicate or scientific work, i.e. "a surgical instrument". 

To use, your organization don’t deserve less than specialized tools. 

 

These are the links to use each of the building block instruments: 

 

 

 

 

 

 

 

Click on the boxes above to use their unique instrument. 



 

NOTES:  

➢ If you have any difficulty in accessing your instrument, need more 

information or have any concern, you can always (24/7) contact us to:  

support@dogma.systems 

➢ You will find the link to access C3X and activate your instrument at the end of 

this document. 

➢ Although these instruments are specific for the building blocks, we have 

instruments for other Business Management Disciplines in our website:  

https://www.dogma.systems/instruments.html 

 

DON’T BE SAD, FINALLY HERE IS THE RECIPE TO MAKE MUFFINS!! 

 

I know this is the main reason why you acquired this book, right? 

We want everyone to be happy, either those who want to apply The Muffin Mix 

Methodology as a recipe to build or improve Organizational Capabilities and those 

who simply want to learn how to make a good Muffin Mix to bake muffins.  

So, to be fair, the least I can do, is share with you the best recipe I have found to 

make muffins! Try it, you won’t regret!! 
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PROCEDURE FOR THE MUFFIN MIXING METHOD 

1. SIFT OR WHISK THE DRY INGREDIENTS 

Sift all the dry ingredients together into a large bowl. If a sieve is not available, the 

ingredients can simply be whisked together well in the bowl. 

2. MIX THE WET INGREDIENTS TOGETHER 

In a separate bowl, mix together the wet ingredients, including the oil or melted fat. 

3. COMBINE THE LIQUID WITH THE DRY INGREDIENTS 

Add the liquid ingredients into the bowl with the dry ingredients and use a spoon or 

a rubber spatula to stir until just combined. The batter will be lumpy at this point. 

You do not want to stir too much, or your end product will become tough. 

4. COOK IMMEDIATELY 

Once the batter is combined it must be cooked immediately. Once the liquid 

hydrates the dry ingredients the chemical leavening activates. If the batter is not 

cooked immediately, the baked good will not rise. 

Want to learn more: https://bakerbettie.com/muffin-mixing-method/ 
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