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To build a business you must be equal parts entrepreneur, manager, and technician. 

Many people who decide to start a business do so because they are great at the technical work 

they perform for someone else, and they would rather do this work for themselves. 

Unfortunately, understanding technical work does NOT mean understanding how to run a 

business that performs this work. This dangerous assumption is the cause of many a small-

business failure today. Opening a business on this assumption is to do so from the standpoint of 

the technician, not the entrepreneur.  

Instead, a small-business owner must begin as equal parts manager, technician, and entrepreneur 

in order to succeed. This combines order, work, and creativity so that your business can survive 

the three phases of business growth that it will inevitably face.  

For example, Joe works for a sandwich shop and knows how to make delicious sandwiches. He is 

so good that he wants to make sandwiches in his own shop rather than for someone else. But 

what Joe doesn’t understand is exactly how a successful business runs. All businesses operate on 

the same basic principles, without which they are doomed to fail. Technical knowledge of the 

production process doesn’t help, and can even interfere. Joe’s sandwich expertise doesn’t make 

up for his lack of business-building knowledge, but he won’t be able to see around his technical 

skills. He won’t be able to delegate and trust other people to do things the way he likes. Instead, 

he will be stuck performing the production process alone while taking care of everything else, 

until he no longer enjoys making sandwiches at all. His daily work becomes a chore that he 

dreads, until it finally collapses. However, with a balance of the three business personalities, Joe 

can develop a system that will pave the way for success instead of collapse.  

The entrepreneur can visualize what the business will become, the manager will order everything 

and put systems in place to keep things running smoothly, and the technician will perform the 

daily work in the meantime, learning different technical skills as the business grows. 

 

Almost every business experiences three stages of growth.  

These are infancy, expansion, and if they succeed, maturity. Infancy is all about Joe the technician. 

He will handle every aspect of the sandwich shop alone, which is a difficult balancing act that can’t 

last. Eventually, Joe will realize that a change must be made to preserve his sanity, and then his 

business will move on to the expansion phase as he hires help.  

Expansion is a tricky period because the way it progresses depends upon the business owner’s 

comfort zone. Basically, it depends on how much work the technician can perform, how many 

people the manager can supervise, and how big the entrepreneur dreams.  



When any of these increase beyond Joe’s comfort zone, his sandwich shop can go one of several 

ways. It can shrink back down to infancy to ease the workload, try to grow fast enough to afford 

the growing expenses, or simply hang on at this demanding new pace until the owner breaks 

down. These three options will all inevitably end in failure, whether it be a slow decline or an all-

out collapse.  

The fourth option is to grow the business on to maturity, but this is no easy task. It is a learning 

process for the owner, who must take on new responsibilities and goals.  

Maturity is not an inevitable result of the first two phases, and generally only happens if the 

business owner builds from a mature foundation. It is only reached when the business owner fully 

understands how the business got where it is, and how to get where he wants it to be.  

Instead of focusing on what the business produces, your job as a business owner is to create a 

comprehensive business model. You need to determine how the business will work, how profit 

will be generated, how it will be structured, what standards it will be held to, and where the 

business is heading in the future. Basically, each of the three business owner personalities must 

have an equal say. 

 

 

 

Build a turn-key business so you can step away.   

It is very easy for a business owner to become so completely immersed in working in the business 

that he or she will not take the time to work on the development of the business as a whole. That 

is to say, the technician is so busy producing the product that the entrepreneur and manager can’t 

make the business run independently of the owner.  

But the point of owning a business is being able to step away. You want your business to serve 

you, not the other way around. In order to reach this goal, you must work on your business. If you 

do it right, someone will want to come in and buy it from you at a great price.  

Building a business means your product is the business itself, not what it produces. The best way 

to achieve this is to build your business as if it were a franchise, so that the process can be 

replicated in an unlimited number of locations. This is called a turn-key operation. Basically, Joe 

could hand his sandwich shop business model over to another owner, and they could turn the key 

and begin immediately producing the same results.  

You may not intend to become a franchise, but this strategy will help you produce the most 

successful results. What you come up with should provide consistent results to everyone who 

comes into contact with the business, including customers, employees, and suppliers.  



A successfully designed business should have numerous detailed operations manuals, be a place 

of excellent order, offer predictable service, and be capable of operating with employees of the 

lowest possible skill level. Everything will depend on systems, rather than people. The point is to 

make a place where customers always know what they are getting, and can identify it with your 

brand, as is the case with McDonald’s, Subway, Disney, and so on. You want the end result to 

work without your help, and to keep employees working properly without your supervision. It 

needs to be an easy-to-replicate system that will stay consistent. Then you will be free to pursue 

whatever you like. 

 

Begin your successful business development program with aims and strategy.  

Developing a business is tough, but this comprehensive program will make it a much clearer 

process.  

The first thing you need to do is determine your primary aim and identify what it is you want to do 

with your life. This will help you direct your business to help you achieve your life goals. You need 

to ask yourself, “What do I want to learn?” “Where do I want to be in a few years?” “How much 

do I want to make?”  

Your life is a separate thing from your business, but your business is a means to getting those 

things you want in your life. What are your personal values, and what do you want to be able to 

say of your whole life in the end? Who do you want to be? Whatever your vision is for the 

development of your life, you must actively seek it.  

Next, determine your strategic objective. What does your business have to do to help you achieve 

your primary aim? Basically, try to produce a vision of what your business will become. How big 

will it get, and how much profit will you make? It might be difficult to imagine at first, but you 

need to have an idea of how much you want your business to be worth at the end of your goal. Is 

this an opportunity that is worth working on?  

Not every idea can be a success and make money, and you don’t want to open a business that 

can’t help you achieve your primary aim. You need to attract customers to succeed. And where 

will your business go? Will it stay local or go international? How long will it take you to get to this 

finished vision of your business? These are the first steps in your development program. 

 

Next, get organized and manage your people efficiently. 

 Organization strategy is imperative to a successful business of any size. No matter how small you 

are, you need a formal chain of command. Even Joe’s sandwich shop should have a written 

organizational chart. It will include the key employee positions, who reports to whom, and signed 

employee contracts detailing what each employee is obligated to fulfill in their various positions.  



Even if Joe is the only employee in his shop at first, he should sign the contracts for each position. 

It is important for the owner to follow the same rules and requirements that will be required of 

his employees. This is the framework around which your company will grow. Of course, at first 

your name will be the only one, filling all of the boxes. But that is positive, because you will work 

at every level to develop an operations manual for each position.  

Next comes your management strategy. You don’t want to get highly skilled and experienced 

people to work for you. Joe is just starting as a business owner, and he wouldn’t want someone 

who was trained by another business to interfere in his. He wouldn’t necessarily know how to 

choose such people, let alone manage them. This method will yield mixed results, and what you 

need is consistency. Instead, create simple, detailed systems that will allow anybody at any level 

to follow them and perform the job just as well as you could. You will work in it first, and you will 

know exactly what you want someone else performing those duties to do. It can even be a series 

of detailed checklists, but each employee will know exactly how to act and will need no direct 

management from you.  

You want your people strategy to make your employees want to do their duty. Take employees 

seriously and make sure they understand the purpose of their duties. Your team should know that 

the customers should always feel right (even if they aren’t). Employees should act like the best of 

the best, and understand that they can grow by learning new skills. 

 

Marketing strategy and systems strategy seal the deal.  

Marketing is also an important part of the process. You need to study your customer 

demographics, which tell you who your typical customer is and what they think they need. You 

can get your current customers to fill out surveys for free gifts from your company, and you can 

purchase certain market information after you determine who these people are. Then you need 

the psychographics to give you the science of what makes these people buy the way they do. This 

will include information such as color preferences, buzz words, attractive shapes, other brands 

they enjoy, and much more.  

With this information, you can fuel your innovation and come up with exciting new ways to sell to 

these people. Joe will find out what color he should paint his walls, what shapes and layout will 

work best for his menu, and even how to organize the shop.  

Finally, get your systems together. There are hard systems such as computers and equipment; soft 

systems that include people and ideas; and information systems, which provide data about the 

rest of your systems. These all need to work seamlessly together to change and improve each 

other. Everything in your company has a system, and every system depends on the others. 

Systems tell you when and where you need to change something. 

 

Business development is a continuous cycle of three processes 



 Business is flexible; always changing and moving, so your development process will be ongoing. 

There will always be room for improvement and new changes to adapt to. Your development 

process will be facilitated by constant communication at every level of the business. You should 

know what is happening from the ground up, so you can adjust your systems accordingly. If your 

systems are always in order, your business will always be consistent.  

The first process of the cycle is innovation. You must be regularly coming up with fresh ideas for 

moving your business forward. Joe needs to find more ways to meet customer needs and be 

progressive with his shop.  

The second is quantification. Joe must then measure how his innovative ideas are working. Make 

a record of the profits and results you get before innovation and after. This will show whether all 

the new ideas are effective.  

If they are effective, then you move on to the third part of the cycle. Orchestration is putting into 

mass effect the innovations that are producing measurable results. You come up with a new idea, 

you validate it with quantification, and you put it in place with orchestration.  

Then you begin again, developing new ideas to keep things progressing. This way, you are always 

operating on the best practices for the current market. Joe can’t stop moving his sandwich shop 

forward, it must keep up with the market. Remember, this process doesn’t end.  

Your job as a business owner is not to focus on the product provided to customers, but the way 

that it is provided. From the moment you open your own small business, your responsibilities 

increase exponentially. It may not be the most fun or easy work you’ve ever done, but it can 

produce very rewarding results that will make people want to be a part of what you have created. 

 

Final summary  

The entrepreneurial myth says that the reason many people build small businesses is because 

they are true entrepreneurs looking to change the world, but this isn’t usually the case. Rather, 

it’s because they want to be the boss rather than the worker. However, just because you didn’t 

begin with the most solid foundation in mind, doesn’t mean you can’t begin to work towards it 

now. What you need to do is work hard to learn exactly what it is that makes a successful business 

run, and what your business needs to do to get on this track.  

It is by no means an easy task, but it will be vastly rewarding in the end if you succeed. The idea is 

to get organized and envision your business as you want it to be at the end of your main 

development process. You need to realistically think about how long it should take, and how 

much you’ll be making. Then you simply plan and perform whatever tasks it will take to get you 

there.  

You have an entrepreneur, a manager, and a technician struggling within you. It just takes some 

time to get the balance right, and you’ll be on your way to independence. 



 

Now read the book: 

The E-Myth Revisited by Michael E. Gerber is not just a how-to book, but a plan of action to 

produce real results. The author has used the techniques he outlines countless times to help small 

businesses get on the right track to success. He references real-life examples throughout the book 

to demonstrate how this plan has helped many small-business owners. The book is based on a 

conversation with one of the author’s actual clients about her small business, how she is feeling as 

it is about to fail, and how he can help her turn it around. You will have little trouble identifying 

your own struggles in her story, and applying Michael’s excellent advice to your situation. You can 

answer the questions he asks his client as though he were asking you, and his responses will still 

be appropriate. Reading the book will help you appreciate the full import of the message it 

conveys. The author shares his own life experiences as well as informative facts about the 

business world in general that will help you see where you and your small business fit into it and 

how you can apply his techniques to your own situation. If you want to take control of your 

business and turn it into a streamlined and profitable success, then you should read The E-Myth 

Revisited and see how Gerber’s advice can help. The changes won’t happen overnight, but 

Michael provides a detailed plan of action and a solid foundation from which you can begin your 

journey to success. 
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