Awakening

the
ntrepreneur
Within

How Ordinary People Can Create
Extraordinary Companies

Bestselling author ol The E-Myth Revisited and E-Myth Mastery
Foreword by Ken Blanchard



Awakening
the

Entrepreneur Within

How Ordinary People
Can Create

Extraordinary Companies

MICHAEL E. GERBER

& HarperCollins e-books



To Luz Delia . . . my wife, my lover, my partner, my friend . . .
Your heart is the fuel that feeds my mind.



CONTENTS

O 0 J O Vv

10

Foreword by Ken Blanchard
Preface

Introduction

PART ONE: THE PREPARATION

A Conversation with My Mother Leads to

the Dreaming Room

The Five Realities of the Entrepreneur

The Four Dimensions of the Entrepreneurial Personality

PART TWO: THE DREAMER AND THE DREAM

The Awakening

The Realization

The Negative Reaction
The Personal Dream
The Impersonal Dream
The Sudden Shock

The Dream Is Born

iii

Vi

viii

23
31
37
45
49
57
63



iv CONTENTS

PART THREE: THE THINKER AND THE VISION
|

11 Taking the Dream Apart

12 Taking the Dream Apart Again

13 The Vision Begins to Take Form

14 The Vision Continues to Take Form

15 Coming to Grips with the Business Model

73
83
87
95
103

PART FOUR: THE STORYTELLER AND THE PURPOSE

16 Defining Purpose to Capture Your Imagination
17 Pursuing Your Story
18 And the Story Grows from Within

PART FIVE: THE LEADER AND THE MISSION
|

19 The Leader

20 The Leader Goes to Work

21 The Wisdom of Process

22 Beginning the Strategy; Beginning the Plan
23 The Mission Is Under Way

24 The Mission Reveals Itself

25 We Suddenly Understand

26 The Mission Is Being Realized

27 The Revelation of the Golden Pyramid

Epilogue: All Systems Go!

Acknowledgments

121
135
145

155
171
177
201
209
219
229
237
243

261



About the Author

Praise

Other Books by Michael E. Gerber
Credits

Cover
Copyright
About the Publisher



FOREWORD

n 1976, my wife Margie and I came to California on a sabbatical

leave. I had just been promoted to full professor with tenure at
the University of Massachusetts and Margie had just completed her
Ph.D. there. Our intention was to stay in California for one year. That
was more than thirty years ago. What happened? We caught the en-
trepreneurial bug. We decided to start our own leadership training
and development company to pursue our dream of working with
people we loved, making a difference in the world, and having fun. At
that time we couldn’t even spell the word “entrepreneur,” and now we
are ones! With offices in Escondido, California, Toronto, and London,
plus partnerships in thirty nations, we have three hundred people
working with us. By all standards we have been successful but, boy,
has it been a bumpy ride.

It wasn’t until the 1980s that we began getting on top of our fi-
nances. Our accountant told us we had probably been out of business
several times but didn’t know it. Three different times we brought in
top managers from the outside, only to be disappointed and forced to
take over leadership again. It would have been so helpful if Michael
Gerber had been an ongoing consultant to us. It would have been a
much smoother ride.

Michael Gerber has been widely regarded as “the world’s number-
one small business guru.” That could appear to be an exaggeration,
but 'm here to tell you it’s not! Michael’s bestselling E-Myth books

vi



vii FOREWORD

have helped countless readers transform dreams into workable ideas,
ideas into empires, and even failing companies into resounding suc-
cesses. Now, in Awakening the Entrepreneur Within, he grabs your
heart, mind, and entire psyche all at once to show you how you can
enter the Dreaming Room and create the previously unimaginable. I
had so many “Aha!” moments while reading this book that I simply
could not set it aside until I had absorbed every word. It could—no, it
will—be your personal awakening; your life changer. If you are al-
ready an entrepreneur, it will help you be better. If you are thinking
of pursuing an entrepreneurial dream, it will help you not fail. Enjoy

the ride with Michael Gerber as your conductor.

—LKen Blanchard,
co-author of The One Minute Manager®

and The One Minute Entrepreneur™



PREFACE

If man knew that he never ceases creating even for an
instant, he would realize through the Presence of God
within himself, he could purify his miscreations
and thus be free from his own limitations.

—Godfre Ray King, Unveiled Mysteries

ooks are born just like a business is born. In the imagination.
Books are sired by the Imagination, mothered by the Heart,
then nurtured by the Intellect. In the end, the book is born, not
created.

The book that follows is just such a birth.

It has come into being to live its life among you. But, truth be
told, it has been alive in me for many, many months; indeed, for years.
It contains a secret that each of you must discover for yourself—what
it feels like to come alive in someone else’s mind, in someone else’s
heart. A secret I, the author of this book, intend to share with you as
it has been shared with me: the secret of dreaming a new life into the
world.

Whether that life is a book, or a business, or a new relationship
doesn’t really matter.

Whatever it becomes is a product of your imagination and your
heart and your willingness to let go. Once you’ve done your part, you
can settle back and wait to see what happens.

Oh, and did I mention love?

This book is a product of love. It is my gift to you, worthy reader,

if you wish to know the truth about starting your own business. That

viii



ix PREFACE

you are doing it for the right reason does not have to be true. (It rarely
is true!) Your desire is enough. Reading this book will be fueled by
your desire, just as writing it was fueled by mine.

As you read this book, it will begin to pick up heat from your
imagination, and it will become a Story you don’t dare put down
until you’ve finished it. This book is a Great Story! And now you are
reading it, and my work is done. Your desire is enough, just as my
desire was. This is a book about desire. The love of what you are feel-
ing right now, deep down in your heart.

There is a secret waiting for you in this book. It’s called “the
Dreaming Room!”

Enjoy it! Savor it! Eat it up for breakfast, lunch, and dinner!

Good Dreaming!

Michael E. Gerber
Chief Dreamer

In the Dreaming Room
Carlsbad, California
January 1, 2008



INTRODUCTION

For once you are going to hear a dream, a dream that |
have made sound . . . I dreamt all this: never could my
poor head have invented such a thing purposely.

—Richard Wagner

ver the past thirty years, I have worked intensively on the sub-

ject of entrepreneurship with tens of thousands of owners of
small, medium, and large companies around the world trying to dis-
cover why people start companies, why so few succeed, what those
that do succeed have in common, and what lessons others can learn
from the dialogue I've been engaged in with these owners.

During that time I have recorded my findings in seven E-Myth
books, all of which speak about the general conclusion I have reached
in the process. That people who start a business are not the entrepre-
neurs we all believe them to be, but are what I have come to call “tech-
nicians suffering from an entrepreneurial seizure.”

Thus, in the titles of my books, such as The E-Myth: Why Most
Small Businesses Don’t Work and What to Do About It, E-Myth stands
for the “entrepreneurial myth,” the end product of which is most
often a business and life disaster.

The E-Myth says that technicians suffering from an entrepre-
neurial seizure believe that because they understand how to do the
work of the business they intend to start, they are automatically gifted
with an understanding about how to build and grow a business that
does that work.
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In my E-Myth books, I call that “the Fatal Assumption.”

Fatal, because most small businesses that start that way, fail
that way.

By believing that running a business is all about work, most small
businesses don’t work; the people who start, run, and attempt to suc-
ceed in them, do work hard but fail.

And, as the E-Myth says, most businesses and the people who
start them fail because they are doing the wrong work. I call this work
“doing it, doing it, doing it.” The work of being the business, rather
than building a business.

After teaching, coaching, training, and mentoring over 60,000
small business clients in the E-Myth methods, mind-set, and E-Myth
process for changing that condition into one that works, I have dis-
covered that everything we have taught our clients at E-Myth, while
essential for growing a business once you've begun it, isn’t nearly es-
sential enough. What happens in a small and growing business after
it’s been started is only one small piece of the puzzle. It’s what hap-
pens before one starts a business that’s the key, and most essential, in-
gredient to business success.

The realization that I’'ve come to is that the true start-up of a
business is what happens before you start up.

It’s what I have come to call, in this book and in the work I am

currently doing in the Dreaming Room, “the Start-Up Is You.”

THE START-UP IS YOU

Yes, the start-up is you and nothing but you. For you to be successful
at creating an entrepreneurial company, something quintessential has
to occur inside of you before you open your business’s doors, some-
thing I call the Moment of Inspiration, or that “sudden seeing.”

The sudden seeing is the epiphany that happens when in
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one inscrutable, revelatory instant, the world reveals its secrets
to you.

That is a rare and indelible moment indeed. It is there in that
lucid moment of clarity that the entrepreneur is provided with a rare
glimpse inside a mystery, which is what a business is. It is a mystery in
which people, processes, systems, ideas and facts, customers, inves-
tors, technology, and an overriding single-minded purpose come to-
gether to produce an original result that people love to produce inside
the company and that people love to buy outside of the company. The
result is both economic and experiential—both emotionally and
pragmatically compelling. It is a result worthy of having spent a lot of
time, money, imagination, and energy to produce.

All of this is begun in the mind, heart, and imagination of an en-
trepreneur before anything else happens. All of this is begun through
a process that usually comes about through an accident, an interac-
tion, a confluence of forces no one intended, but that moved the mo-
mentum of the entrepreneur’s fertile imagination to pick up and take
notice, and then to pursue whatever impression came to his or her at-
tention to discover where that momentum was going.

All of that and more is what this book is about.

It’s about awakening the entrepreneur in you. It’s about stimulat-
ing a clear understanding in you about what truly artful, effective,
dedicated entrepreneurs do that moves them and the business prod-
ucts they invent beyond all the rest of us.

Ultimately, though, it’s about being personally invited into the

Dreaming Room, where new businesses, much like books, are born.

The first step in the Dreaming Room is the Introduction. You are
there now. The sign at the entrance says, “Welcome to the Dreaming

Room.
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I hope you have your wits about you. I hope that your shirt is
sweatproof, that youre not afraid of being denied entry, or of being
let out should you somehow be allowed in. I hope you have a good
sense of humor and that your inner child doesn’t feel too threatened
by someone like me, who most often doesn’t have one.

I hope you're really serious about this adventure we’re about to
go on together, and that you won’t hold me responsible if you come
out burned, if you lose your nerve, if you give up on becoming an en-
trepreneur entirely, and are glad you've still got a job and a loving
wife or husband to go home to. I hope all that and more, dear reader,
because this is going to be hard work. Sometimes you’ll enjoy it. You’ll
have fun. Other times you won’t enjoy it—it simply won’t be fun.

However, even when you’re not having fun, I can promise you
that you will be making progress toward a significant goal.

I can promise you something else, too: This book will not insult
your intelligence with stories about little engines that could. It won’t
provide you with cute little metaphors about losing and winning. Nor
will it stimulate you with success stories that never really happened
except in the minds of the ones who created them.

You are not a child, so you and I should have some strange sort of
fun as we lock the door behind us and beat the imaginary drum to-
gether, calling forth the wizards, the angels, the shamans who make
magic seem like no difficult thing even though, for the rest of us, it
is still magic after all. And it is one huge mother of a difficult thing
when you don’t know where your next meal is coming from.

At least that’s what it has been like for me over the seventy years
of my life, as I found it difficult oftentimes just to breathe, let alone
create miracles called businesses.

Are you still with me? Do you want to hear more?

Then hear this: To create a miracle company, or a miracle life,

takes a magnificent sense of the surreal. You have to be ready to see
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things that fly away faster than a thought, and capture them in your
lens without skipping a beat.

The Dreaming Room is serious, serious work.

It’s a challenge to you, the reader, and a promise, if you accept my
challenge . . . that we will tussle and wrestle and hammerlock each
other, we will move into it with the most forceful language I can
muster, to engage the mind in the electricity of what happens when
serious, serious folks take on the serious, serious challenge of creating
an enormous, mind-boggling Idea, a stunningly original company,
that looks like nothing you or anyone else you know has ever seen or
done before.

And especially because the treacherously depressing fact is that
most will fail.

Yes, that’s the humbling fact of it all. That entrepreneurs, even the
very best of us, will rise up, be possessed by some strange delirium of
inspired thought, rise up some more, and then start running, think-
ing all the time, “This is it! By God, this is it!” only to discover as we’re
rounding the corner, that we’re about to run into a wall! There’s no
denying it. It’s a wall, and smack, too late! It’s a hit!

That’s where the Dreaming Room begins, and stops, and begins
again—in the face of the wall. Pow! You're down for the count, and
you've started to get up. Now what? What happens when you’ve
dusted yourself off¢ That’s the question the Dreaming Room poses:
Now what? Now where do we go? Now what’s the next Big Idea wait-
ing in the hopper of your suddenly humbled imagination? Are you
ready to do that once more? Are you? Are you seriously ready to try
again?

Well, let’s go at it.

Welcome to the Dreaming Room.

Come Dream with me.
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A Conversation with My
Mother Leads to the

Dreaming Room

All the influences were lined up waiting for me.
I was born and there they were to form me,
which is why I tell you more of them than of myself.

—Saul Bellow, The Adventures of Augie March

y mother is ninety-six, lives an active life, looks to be no

more than sixty, and has a wonderful sense of humor about
it all. “One day I won’t be here,” she says with a twinkle in her eye,
“but don’t give me up for dead yet!”

My mother loves to talk, and she loves it even more when I talk.
She loves it when I visit her and share my life with her. She eats up all
my stories when I tell them, which I usually don’t because I can’t bear
to hear them since I'm living them. She has read every one of my
seven books, which amazes me since she has no interest in business.

She puts it this way: “Your books are you, Michael, and I get to

experience you when I read what you’ve written. I love your books,”
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she says, her eyes going deep when she says it, “because I love you.
You're a remarkable man, Michael. I know I’'m your mother, and
that’s what mothers are supposed to say and feel, but, please know
that I mean it; even if I weren’t your mother, you are a remarkable
man.” It’s always difficult for me to hear that when my mother says
that because I don’t feel like a remarkable man. I just feel like me,
which is not remarkable. But don’t we all feel that way?

So, in 2005, my mother asked me, “So, what’s going on in your
life, Michael?”

“I'm feeling lost, Mom,” I said. “I'm sixty-nine years old and I'm
feeling like I used to feel when I was a kid. I don’t know who I am
anymore, or where ’'m going. I feel disconnected from my company
and disconnected from myself. I want to do something new but I
don’t know what. I feel at a loss, disconnected from the past and the
future, and not doing very well in the present, either. I don’t even
know how to say it.”

My mother smiled, “Michael, if there’s one thing I know about
you, you're never at a loss for words! Tell me what you would tell me
if you did know how to say it.” She sat there with that lovely enigmatic
smile of hers.

“It’s just that, for the past twenty-nine years, I have been so im-
mersed in creating my life, my books, my company, the world I live
in, the speaking—all of it. It’s been my passion. And while it’s been
difficult at times, it’s also been extraordinary beyond belief. I have
been someone, have done something that few people have ever done,
have come to this place in my life knowing that I've had a positive
impact on millions of people in the world, and yet ..

I paused, feeling that I was missing the point somehow, but con-
tinued to push through it.

“Oh, God, that’s not really it, Mom; it’s something much less
obvious. It’s that, yes, all that is true, but at the heart of it something
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is missing in all of it. I have been so consumed with the path I was
on I stopped looking at where it was taking me. It’s like the path
became the purpose. But the path I was on...still am on...is
simply that, one path among many. And it could have been a million
different paths, had I paid attention somewhere along the way; it
could have been anything. I could have done anything, other than
what I have done. And I'm feeling the loss of the many paths not
chosen because of the one I did take. I have committed myself to be-
coming ‘Mr. E-Myth” and I don’t know how to disengage from him
now that he’s become such a reality to so many people, and to me. I
guess what ’'m saying is that I need to find a new path, and, at sixty-
nine, [ feel foolish and lost because I don’t know how, or even why, I
want to do it.”

My mother said, “Michael, pardon me if I don’t take what you've
said seriously. You've never been at a loss for ideas. You're one of the
most imaginative people I know. So, we both know it’s not that you
can’t figure out what to do. It’s that somehow you’re not really deal-
ing with the problem. Somehow you’re avoiding what’s really eating
at you. What is it? What’s making you feel so off?”

I suddenly knew what it was. It came to me so quickly, so imme-
diately, so sharply, and clearly, that I was amazed I hadn’t seen it until
that minute.

“I'm afraid, Mom. I'm afraid to start something brand-new. I'm
afraid that I won’t have what it took me to start E-Myth all those years
ago. That I could actually create something new that is as powerful as
E-Myth has been. ’'m afraid I'm too old, too used up, too stuck in my
E-Myth rut. And, at the same time, I'm afraid to let go of E-Myth for
fear that all the work I’ve done, all the life I've put in it, will simply
lose force and die a slow and ugly death. I'm afraid that the people
I’ve left it to won’t cherish it as I do. Won’t respect it as I respect it.

Won't honor it the way it deserves to be honored. And, if that hap-
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pens, then none of what I've done will really matter. It will end up
being just a book. One book among millions of books, but what it
has done for tens of thousands of people will stop. And I would hate
that”

My mother had not stopped smiling during my rant, but her
smile softened to a sadness, which was reflected in her pale eyes as she
looked at me.

“Michael, I feel your pain. I do. I can only imagine how difficult it
would be to have to start all over again. But, of course, you don’t have
to. You could do anything you wish to do now. The only reason you
feel so conflicted is because youre coming awake to energy in you,
the same energy that has been bubbling and bursting and playing
inside of you ever since you were a little boy. Just let it, Michael. Stop
thinking. Just let it bubble and burst and play inside you, and see what
happens. It’s telling you something. It’s telling you that that little boy
I love so much is just aching to come out. He’s the one who is making
such a ruckus in you. He’s the one who created the E-Myth when ev-
eryone told you that you were crazy. He’s the one who still wants to
play, no matter what time it is, no matter what anybody has to say.
Michael, you've always been like that. Let go, and let it do what it does.
I have a feeling everything will change. It feels like it’s time for some-
thing new to come into your life, Michael,” my beautiful mother said.
“Isn’t that exciting?”

It was exactly at that moment when “In the Dreaming Room” was
born in earnest: when an entirely new phase of my life began; when
my inner entrepreneur was awakened, and a flood of new impres-
sions catapulted me out of my lethargy and drew me to places I had
never been before; when the inventor in me woke up and thought,
“I'm awake!”

This was really good! It had been so many years since I had felt

like this. As the entrepreneur within me began to see and feel and
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think. As the entrepreneur within me began to say, “What if?” and
“Why not?” and “Why doesn’t anyone know about that?”

All of that happened in the few weeks following my conversation
with my mother, and it was more intensive work than I had done in
the previous thirty years. But, in the thirty years prior to this epiph-
any—this moment of seeing clearly, this awakening of the entrepre-
neur within me—I had done everything I needed to do to prepare me
to write this book. I was now ready to take millions of people—those
who want to wake up the entrepreneur within them and discover an
independent life—closer to their dreams than I had ever believed I
could.

That is what this book is about. It’s that process, the awakening,
that I want to describe to you.

Before I do that, let me set the rules of the game straight. The
rules for playing the Game of the New Entrepreneur. The rules for in-
venting a new life out of nothing other than the most delightful, most
remarkable and miraculous thing of all . . . your imagination.

Let’s look at the Five Realities of the Entrepreneur.






The Five Realities

of the Entrepreneur

I believe there are two ways to look at a blank sheet of
paper. The first way is that the blank sheet is the
most frightening thing in the world because you

have to put down the first mark and figure out what
to do with it. The other way is to look at it and say, “Wow,
I've got another blank piece of paper. This is the greatest
opportunity in the world because I can now let my
imagination fly in any direction and I can create whole
new things.” I have spent a good part of my life convincing
people that the blank sheet is the greatest opportunity
in the world and is not frightening at all.

—Marty Sklar, Executive Vice President/Imagineering
Ambassador, Walt Disney Imagineering

REALITY #1

An entrepreneur is an inventor, although few inventors are entrepre-
neurs. An inventor sees the world through alert, wide-open eyes. An
inventor lives asking the question, “What’s missing in this picture?”
and then answers it by inventing the missing piece that makes the pic-
ture whole. He can’t help himself, it’s just what he is called to do.
What an entrepreneur does next, however, is what makes the differ-

ence between him and all other inventors.
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An entrepreneur invents new businesses. All other inventors
invent new products. To the entrepreneur, the business he or she in-
vents is a product, a unique product that stands out in a world of or-
dinary business products and, through its uniqueness, captures the
attention and imagination of the people for whom it was invented: its
customer, its employees, its suppliers, and its lenders and investors.

To the degree a business does not achieve that uniqueness, that
originality, from the very beginning, it is not an invention. To the
degree a business is not an invention, it is not an entrepreneurial
business. While being an entrepreneurial business is not a guarantee
of success, failing to be an entrepreneurial business is a guarantee of

failure.

REALITY #2

Entrepreneurs do not buy business opportunities; they create
them. While business opportunities such as franchises are more likely
to guarantee the success of the person who buys them, they are only
successful to the degree the buyer suppresses his or her inclination to
invent—suppresses his or her entrepreneurial passion. Therefore, en-
trepreneurs who buy business opportunities are doomed to disap-
pointment, no matter how successful the business is. The passion of
the entrepreneur is not to run a successful business—not to run a
business someone else invented—but to invent a unique business that
becomes successful.

Business opportunities are invented for technicians or managers
to run who have no aspiration to be entrepreneurs—who have no as-
piration to create anything of their own other than a successful job.
Ninety-nine percent of business opportunities are actually jobs for
the people who buy them. They may be better jobs (most actually
aren’t!) than the ones the buyers had before, but they are still jobs,
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not true business opportunities. A true business opportunity is the
one that an entrepreneur invents to grow him or herself. Not to work

in, but to work on. That’s the work of an entrepreneur.

REALITY #3

Invention is contagious. People love to experience an original busi-
ness idea that has been successfully manifested in the world. So, the
entrepreneur’s passion comes not only from inventing a new business
but also from basking in the delight of other people as they gladly ex-
perience his or her invention. The entrepreneur, in this sense, is no
different from a performer whose love for what he or she does is dra-
matically increased by the enthusiastic response from the audience.
For the entrepreneur, there is nothing more satisfying than when
the audience applauds the performance. Every customer who buys
from the entrepreneur’s business and then comes back for more is
applauding the entrepreneur’s originality, brilliance, and successful
performance. The entrepreneur loves accolades, lives for the success-
ful manifestation of the invention, and finds joy only when the audi-
ence and the business truly come together as originally envisioned.
Once the business has achieved that level of success, sustaining it
becomes the primary focus of the entrepreneur. The more significant
the invention, the easier it is to sustain its success. The less significant

the invention, the more difficult it is to sustain its success.

REALITY #4

To an entrepreneur, the success of the invention—the business—is
measured by growth. The faster the business grows, the more suc-
cessful is the invention. The slower the business grows, the less suc-

cessful is the invention. To an entrepreneur, slow growth or no growth
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is death. To be caught up in a slow- or no-growth business is to be
doomed to show up every day to perform in a show nobody enjoys.

On Broadway, shows that nobody enjoys close quickly. Businesses
that nobody enjoys should close quickly so that everyone can go out
looking for an experience they love.

Unfortunately, most businesses don’t close soon enough. They
just linger on and on and on, surviving as best they can. Entrepre-
neurs should never create a business simply because it can survive. To
do so would be to commit oneself to daily dying. Entrepreneurs
create businesses that thrive. To the entrepreneur, “There’s no busi-

ness like show business!” It’s always, “Let’s get on with the show!”

REALITY #5

Everyone possesses the ability to be an entrepreneur—to invent, to
conceive of a great idea for a new business, and to create an original
business based upon a simple but explosive idea. For some of us it
may take longer to develop that ability, it may take more work. For
others it may take little more than the awareness of what differenti-
ates the entrepreneur from the manager and the technician to set off
a flood of entrepreneurial excitement. In either case, however, it is
necessary for each of us to know that learning to invent, to create, to
conceive of an original business is both a process of discovery and the
development of the patience necessary to sustain one’s interest while
developing one’s skill.

Developing one’s entrepreneurial skill calls for practice. That does
not mean that you have to start a business to develop that skill—not
at first, in any case. It simply means you have to develop the practice
of creating new ideas for a business, again and again, just as all inven-
tors do. All that’s required is a blank piece of paper and beginner’s

mind. All that’s required is the interest to begin.
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Entrepreneurs are made, not born. There is no corner on creativ-
ity. There is simply the desire to express it. Once that desire appears,
you can be assured that you have awakened the entrepreneur within.
The very presence of that desire means that the entrepreneur is up
and dreaming.

Before we can begin the process in earnest, you must understand
that these five realities are defined and expressed by four dimensions
of the entrepreneurial personality: the Dreamer, the Thinker, the Sto-
ryteller, and the Leader. Because it is the way entrepreneurs function
in the real world that enables them to pursue untold business oppor-
tunities and then manifest their abilities to create a successful venture

or successful ventures.






The Four Dimensions of the
Entrepreneurial Personality

It is only when the mind is free from the old that it
meets everything anew, and in that there is joy.

—]J. Krishnamurti, The First and Last Freedom

here are four dimensions of the entrepreneurial personality
that come into play in the creation of a new venture: the
Dreamer, the Thinker, the Storyteller, and the Leader. It’s important
to get a better understanding of the role each plays in the conception

of an enterprise.

THE DREAMER

Surprisingly, the Dreamer is the least known and understood person-
ality within the entrepreneur. You would think it would be exactly the
opposite. Everyone knows that entrepreneurs dream, but few people
truly know what it means to dream. They think of dreaming as day-
dreaming, as wishful thinking.

Dr. Martin Luther King, Jr., had a clear dream, but few of us can
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be said to “have a dream of our own”; one that moves us, consumes
us, keeps us awake at night, a dream as big to us as Dr. King’s dream
was to him. Is there a Dreamer in you who will have an epiphany
when the Purpose is suddenly revealed as your Purpose, as the one
thing you were brought here on this earth to fulfill?

Who is that Dreamer—that one inside you—who is so inspired,
so completely aroused, that there is no question that you are going to
do this? The only question is, “When and how?”

Who is that Dreamer in the center of you? Not the one who
dreams about getting a new home, or moving to Hawaii, or becoming
a millionaire, or finding the perfect mate.

I’m referring to the other one. This Dreamer lives at the center of
the entrepreneur’s heart. Without this Dreamer, the entrepreneur
would have no real life, and would get busy with life’s toys to eradi-
cate, or at least muffle, the pain that comes from having given up on
the possibilities. This Dreamer pictures a life in which little dreams
are distractions rather than substance. This Dreamer stands on the
mountaintop of imagination, and creates dreams where there are
none at all. This Dreamer’s Dream comes to us in the light, yet we
avoid looking directly into it for fear we will not be big enough to

bear it.

THE THINKER

The Thinker is the Dreamer’s most important companion, his most
important ally. He listens carefully to the Dreamer’s thoughts, and
knows that without the special role he plays in the manifestation of
the Dreamer’s vision, the Dreamer would be lost.

The Thinker is the one who thinks “how” in relation to the
Dreamer’s extreme “what.” The Thinker asks the questions essential

to formulating the business model—the form the Dream will take vi-
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sually, emotionally, functionally, and financially—as well as the
impact the Dream will have on its customers, its investors, its em-
ployees, its suppliers, and its strategic partners.

What is unique about the Venture? What will be delivered? How
will it be delivered? What are the core operating assumptions of the
Venture? What problem is it intended to solve, and how will that
problem be solved? Will it be solved cost effectively?

The Thinker, however, is not the devil’s advocate in his relation-
ship with the Dreamer. Rather, the Thinker’s role is to help the
Dreamer fulfill the Dream in ways the Dreamer might not have antic-
ipated. The objective is to empower the right-brained genius of the
Dreamer by melding it with the left-brained genius of the Thinker.

When the Dreamer finally consults with the Thinker, the goal is
to help make the Dream even more compelling and viable. The
Dreamer’s requests are, “Show me the financial advantages of doing
business this way, the functional advantages of doing business this
way, the marketing advantages of doing business this way, and the
brand advantages of doing business this way. Is there another way we
could accomplish my objectives and fulfill my dream that I'm not
aware of?”

The Thinker revels in putting the puzzle together in a way that
supports his right-brained self. The outcome of the Thinker’s partici-
pation in the entrepreneurial process is a white paper that spells out
in great specificity the argument for proceeding toward the actual

planning and design stage of the Venture being dreamed into being.

THE STORYTELLER

The Storyteller could be called by his other name, the Performer. He
is the one who evokes excitement when the Dream is conveyed to

other people. The Storyteller knows that without a compelling story,
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no Dream would become a reality in the world of ordinary people in
which the Dream is intended to manifest itself as a striking reality.
The Storyteller knows that without a compelling story, no Dream
would ever become a reality. The Storyteller digs deeply into the
Dreamer’s Vision and the Thinker’s formulation of that Vision, and
looks for the creative arc that lies at the heart of every great story.
The Storyteller begins to “speak” the Dream, to “sing” the Story,
to test its sound as she tells it to many, many people on all ends of the
spectrum. They may be people in the industry, people in other indus-
tries, people who could be customers, people who could be manag-
ers, people who are simply great audiences and love a good story.
They may be people the Storyteller knows or might just have met.
The Storyteller cannot test his reality without people. People de-
termine if the Story either rings true or rings hollow. To the Story-
teller, a great story is the essence of life. To the Dreamer and the

Thinker, the Storyteller is the means through which they find voice.

THE LEADER

The Leader is the one who assumes responsibility for moving the
Dream forward, takes accountability for fulfilling the Dream, for
knowing where he is going, how he is going to get there, when he’s
going to get there, and what the venture will look like when it gets
there. The Leader takes on the Vision and the formulation of the en-
terprise. The Leader knows the Story, buys the Story, lives the Story, is
committed to the Story, and tells the Story in concrete terms that are
evidence of the fact that the Story is more than just a story but rather
a tangible reality that can be lived and experienced.

The Leader possesses the passion of the Dreamer, the intellect of
the Thinker, and the joy of the Storyteller. The Leader knows that all

big things are the product of small things done very, very well.
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The Leader possesses the five essential skills of concentration, dis-
crimination, organization, innovation, and communication, through
which all great things are made real in the world. To the degree in
which the Leader is deficient in any or all of those skills, he makes it a
point to develop his or her capability in each, knowing that his mis-
sion, to be realized, will demand more of him or her than he imag-
ines at the outset, and, like the good Boy or Girl Scout, the Leader is
constantly aware of the possibility that he or she may not be prepared
and ready or able to do his very best. To be prepared is the hallmark
of a worthy Leader, no matter how silly that might sound to him or
her when it is said.

He also knows that once the Dreamer and the Thinker and the
Storyteller have created the platform upon which the Leader will
stand, the entire success of the Venture rests squarely on his or her
shoulders. That he has bought the Dream, agreed with the logic of it,
internalized the Story is insufficient for the Dream to become a suc-
cessful reality; when all is said and done, the Leader must execute it to
the best of his or her ability and beyond. All things finally rest upon
the Leader. There is no escaping the Leader’s overriding accountabil-

ity if the Dream is to become a reality.

So, now we begin the process that every entrepreneur takes to invent,
conceive, articulate, and build a new venture, whether he or she
knows it or not. And that’s finally the true point of this book: to de-
scribe via experience exactly what the entrepreneurial process feels
like, looks like, when one goes through it. What follows is not just my
experience, it is the aggregate of countless thousands of entrepre-
neurs’ experiences as they Dream about, Think about, Tell a Story
about, and Lead out a venture they first conceived in their mind.

It is my hope that as you follow me step by step you will come to
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understand not only the process, but also the people within you
who are going to do the inventing. Your Dreamer. Your Thinker. Your
Storyteller. Your Leader.

They are extraordinary persons all.

Remember this as you move forward: There is nothing set in this
process. Nothing limiting at all. It is a product of one man’s imagina-
tion: mine. It has shown itself to be stunningly effective with many
hundreds of Dreamers from my Dreaming Rooms, and many tens
of thousands of entrepreneurs who preceded them, as well as many
millions to follow. Be grateful for their spirit. Be thankful for their
courage. Be respectful of their daring. And be stimulated by their
willingness to risk everything for a simple idea. It is that which this
book has as its Mission: to awaken the entrepreneur within you to

create your own footprints in the fresh earth of time. I am with you.



P A R T T W O

THE DREAMER
AND
THE DREAM






The Awakening

The awakening to the mystery of life is a revolutionary
event; in it an old world is destroyed so that a new and
better one may take its place, and all things are affected by
the change. We ourselves have become mysterious
strangers in our own eyes and tremblingly we ask ourselves
who we are, whence we came, whither we are bound. Are
we the being who is called by our name, whom we thought
we knew so well in the past? Are we the form we see in the
mirror, our body, offspring of our parents? Who, then, is it
that feels and thinks within us, that wills and struggles,
plans and dreams, that can oppose and control this
physical body which we thought to be ourselves? We wake
up to realize that we have never known ourselves, that we
have lived as in a blind dream of ceaseless activity in
which there was never a moment of self recollection.

—]J. J. Van Der Leeuw, The Conquest of Illusion

hen I first came to my true entrepreneurial calling, I was on

my way to doing something else.

I had just finished working side by side with a master carpenter
who taught me everything I needed to know about framing a house.
It was a key experience for me, a course in how to truly master a skill.
Previous such courses had been learning to play the saxophone, from

the age nine to age seventeen, with a master saxophone teacher; learn-
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ing how to sell encyclopedias in my early twenties with a master sales-
man; and learning why I failed in my attempts to do the Gurdjieff
work with someone who I am certain also failed it. (I buried all my
Gurdjieft-related books in the backyard of my home twelve years
later, with a fitting ceremony accompanied by lit candles, to finally
end that chapter in my life.) And for those of you who’ve never heard
of Gurdjieff, well, be glad that his teachings have happily run their
course.

Fortunately for you, this is not one of those books.

This book, unlike many, is devoted to the truth gleaned from my
personal and very direct experience over thirty years of dogged pur-
suit of the impossible, which, in my life, meant how to produce an
extremely practical result on a massive scale, without giving up my
soul while doing it. (One other book that comes immediately to mind
is The Tracker by Tom Brown, Jr. Look it up. It will blow your mind.)

On with the story. In mid-1975, I had stopped over to visit a
friend of mine, Arnie West (not his real name), to rest and to talk
before setting out on my way to Mendocino County, California,
where I envisioned buying a small ranch and becoming a contractor.
I planned to build homes, and live the life of woods, fields, streams—
writing, dreaming, doing good things. Whatever those good things
would be, I had no idea.

It just felt good to dream about the idyllic life, the life of produc-
tivity, the life with horses perhaps, with dogs and cats, with chickens
and ducks and sheep and whatever else the good life had in store
for me.

I loved to dream. My mind would fly away at a moment’s notice,
or, even without notice. I would be dreaming about one thing at one
moment, then begin to dream about another thing at another
moment without a pause in between.

There was no plan to it—no method, no intention, no practice,
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no theme, other than the theme that my mind made up in the
moment. No matter how disorganized I now know it to be, at the
time there was a distinct sense of self in it all.

I was completely caught up with the enthusiasm of what lay
before me, the thrill of whatever came up.

It was in that state that I stopped to visit my friend, Arnie West, in
Belmont, California. That is when Arnie invited me to join him to

call on his client nearby.

I have written about this meeting with Arnie’s client in my previous
books, but let me embellish it a bit for you, whether you’ve read them
or not.

I repeat it here, because this meeting, as innocuous as it appeared
when Arnie first suggested it to me, was to become the seminal event
of my life.

It was when the Awakening occurred.

In this meeting, everything I had learned and done came to-
gether—my saxophone lessons, my sales lessons, my Gurdjieff les-
sons, my carpentry lessons, my experience being a saxophone player,
a salesman, a sales manager, a carpenter, a hopeless romantic, as well
as a philosopher, a dreamer, a poet—all of that and more, came with
me to that first meeting.

Arnie asked me to take a look at his client’s business to see why he
wasn’t converting the leads Arnie’s advertising was creating for him. I
told Arnie I didn’t know anything about business. He said it didn’t
matter; I knew all that I needed to know. With that encouragement,
and nothing to lose, we arrived at his client’s office with a few min-
utes to spare. His client’s name was Bob, and he was seated at his desk
in a small corner office when we arrived, busy working with a mound

of papers stacked in obsessively neat piles.
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Arnie introduced us and then said, “I have some things to do. I'll
be back in an hour. Why don’t you two get to know each other?”
Then, without another word, he abruptly left the office with Bob and
me looking at each other wondering who was going to speak first.

Bob broke the silence by asking me what I knew about his busi-
ness. [ answered, “Nothing, Bob.”

Bob looked a bit surprised. “Well, what do you know about my
products?”

“Less than I know about your business, Bob.”

Now Bob looked truly uncomfortable. “Well, if you don’t know
anything about my business, and you don’t know anything about my
products, how can you help me?”

“I haven’t the foggiest idea, Bob, but Arnie thinks I can, and you
like Arnie and I like Arnie, so let’s see what happens. We've got an
hour to kill.”

And with that, I began to do the only thing that made sense to me
at the time. I began to ask Bob questions. Questions about his busi-
ness, about his products, and about what was working and what
didn’t seem to be.

I started that hour with two basic assumptions that I knew with
certainty to be true. First, that I didn’t know anything about business.
And second, because Bob owned a business—a high-tech business to
boot—he did know something about business.

By the time that hour went by, both of my assumptions were
turned on their ear.

First, I discovered that I did know something about business. I
knew that selling is a system. I had learned that so very well from my
sales master. “This is how you do it” became second nature to me. Of
course, that was equally true with my saxophone master and my Gur-
djieff master and my carpenter master as well. All of my masters lived

by one credo: that there was a specific way to do what they were
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teaching me to do, and my only job was to master that way. Their way.
The only way, as far as each of them was concerned.

The second assumption fell apart as quickly as the first one did. I
was astonished to discover that Bob didn’t know that selling was a
system, nor did he seem to know that everything having to do with
the operation of his business was a system. And that, I deduced in my
naiveté, but which proved itself to be remarkably accurate in time,
was why he was experiencing so many problems.

As the hour came to a close, I felt myself close to bursting. The
excitement I felt was palpable. The rush of energy was overwhelming.
I had just entered a completely new world, and that world was saying,
“You've found it, Michael. You've found your true calling! Welcome

to the rest of your life.”

Yes, that was my first Awakening. My second Awakening occurred
when my ninety-four-year-old mother told me it was time to create a
new life. That was in late spring 2005, when I was sixty-nine years
old—thirty years after my first Awakening in 1975.

This is important to understand. The Awakening I'm describing
is the flashpoint where the entrepreneur within comes awake with the
sudden seeing of an opportunity that he had never seen before.

It’s as if he were hibernating until that auspicious moment, wait-
ing silently for something to occur, when, for reasons unknown to
him, something says, “Wake up!” and he does, hungry as a bear com-
ing out of a long winter’s sleep to eat his fill of all these extraordinary
and luscious new foods that are beckoning him.

There is no sensation I know of that matches it. That sudden
seeing. That awakening to an idea that comes fully into view, unin-
vited, unanticipated, calling you out into the glare of that burning,

joyous light outside. And all the rest of me steps aside, when he comes
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forward, when the entrepreneur within me awakens and takes his
place in my life. He awakens to create. He awakens to be joyous. He
awakens in me with such a sudden, overwhelming, and delightful
force as to make the rest of me feel like it was asleep. And the joy and
exhilaration in challenge, which is so foreign to my ordinary life, also
wake up. And the thrill of imagination, which is also foreign to the
rest of my ordinary, oh so ordinary, life also wakes up with him, the

entrepreneur within me.



STOP

AND

FOCUS

The Awakening

We have come to that wonderful point in your life where you have
been invited to go down an exciting path, either forward from
where you are now, or down a completely new path. A path you
haven’t trod upon before.

That path and the invitation it extends to you are both ex-
citing and threatening. Exciting because you have been provided
with an unanticipated fork in the road of your life that is speak-
ing to you in a language you are unaccustomed to. It’s not exactly
a foreign language, but it is a language that speaks to you differ-
ently from the language you are accustomed to. It is speaking
to you in the voice of opportunity. It is a language that promises
to bring you something you have been longing for, but haven’t
pursued, because it threatens to take you away from everything
that has led you up to this point in your life. It is threatening,
this new path of opportunity, because the path is leading to the
unknown. We see our normal life, and the future extension of
it, as predictable. We see our epiphany, this moment of awaken-
ing, as new and unpredictable. Because of all that, this exact
moment in your life is rich with meaning. Stop and savor it. Pause
before you choose one path or the other. Focus your mind on what
this feels like, what this means to you. Stop and focus on the tug

(continued)




inside to go one way or the other. You are in the midst of your
awakening. The entrepreneur within you is speaking to you. He or
she is saying that this moment is more important than you can
possibly imagine, no matter what you choose to do. Stop. Focus.

Listen. Feel.




The Realization

The foremost step in decoding the material world
is seeing past the material itself.

—Todd Siler, Breaking the Mind Barrier

couldn’t wait for Arnie to return. I needed to share with some-

body what had just happened. I waited outside Bob’s office, shift-
ing excitedly from foot to foot.

I had just sold Bob my services to help him build his selling
system.

We didn’t arrive at a price for my services, because I didn’t know
what they were worth. I told Bob that Arnie would work that out with
him. After all, he was Arnie’s client. And what I was about to do was
to provide Bob with a capability that Arnie should be providing.

After talking to Bob it was immediately apparent to me that
despite the fact that Arnie thought he was in the advertising bus-
iness, he was really in the sales business, only Arnie didn’t know it.
Bob didn’t want advertising. He wanted sales. And Arnie wasn’t giving

him what he wanted. I wondered if Arnie had ever thought about his
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business that way—that the service I was about to provide Bob was
really an extension of what Arnie already did. A necessary extension,
as a matter of fact.

Understand, none of that went through my mind as I was talking
to Bob, but it was running through my mind now like a freight train
at full speed. My mind was suddenly brimming with opportunity.
Wow, Arnie could offer this service—the development of selling sys-
tems—to every one of his advertising clients. If every one of his cli-
ents knew as little as Bob did about sales, Arnie’s advertising firm
could become a unique firm in its field. Did Arnie know that when he
asked me to meet with Bob? Was that Arnie’s intention all along? Did
Arnie know what he was getting me into?

“But, wait a minute,” I thought to myself. “Everybody in the ad-
vertising business did know what I just found out.” How could they
not? It was so obvious. “For that matter,” I thought, “Bob is a really
intelligent guy. How could he not know what I just witnessed?” Some-
body in this mysterious world of business and high technology and
advertising must know what I just found out.

Just then Arnie drove up. I got into his car and I enthusiastically
poured out my discovery to him. I swear, if Bob looked surprised and
then concerned as I told him that I didn’t know anything about his
business or his products, Arnie looked practically mortified! “You
what?” he said to me. “You sold him your services? What services?” he
asked, as if I had just told him I had sold his house.

“Hell, I don’t know what to call it, Arnie. I've never done this be-
fore ... But I told him I’d build him a selling system like the one I
used when selling encyclopedias.”

“Are you out of your mind, Michael?” Arnie asked me. “What do
you know about Bob’s business, or his products, or his customers, or

how to sell them?”
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“Arnie,” I responded, “that’s what I said before we went on this
little journey. You told me I knew all I needed to know. And the truth

is, I do.”

Fast-forward thirty years: it was time for me to create in the summer
of 2005, and I knew it to be true. I knew that I would begin to do
something with my newly found free time just as I did when I met
Bob all those years before, and the entrepreneur within me woke up
for the first time. And remarkably, although I was now sixty-nine, not
thirty-nine, the entrepreneur within me was no older, no less excited,
no less thrilled, than he had been all those years before.

What was different this time was that I had been completely un-
aware that the entrepreneur within me had gone to sleep! I thought
he was awake! Unlike 1975, by the summer of 2005 I had spent the
past thirty years writing about entrepreneurship, thinking about en-
trepreneurship, speaking about entrepreneurship, being an entrepre-
neur in my own company. My God, I had even become regarded as a
thought leader in entrepreneurship the world over. And yet, here I
was, suddenly experiencing entrepreneurship for what seemed like
the very first time in close to thirty years, at the age of sixty-nine!
“How could that be?” I wondered. “How could I have been so asleep?
What have I been doing all these years, if not entrepreneurship?”

The answer came to me immediately. I was being a manager and
a technician just like my clients were. “Oh, yes, you are, Michael,” I
told myself. And even as I said it I knew it to be true. I knew that the
Awakening I was experiencing was as rare and as sacred a thing as any
person could experience. One is either ready for it or not—that in-
sight, that amazing prescient realization, that, as I call it, sudden

seeing. When it comes up roaring—when the sudden joyous light
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breaks through the thick clouds of your unknowing—be available, be
open to it.

That day, the Awakening came forth in me with a stunning, glow-
ing, irresistible force. And the Dreaming Room was born just as the

E-Myth had been born thirty years before it.



STOP

AND

FOCUS

The Realization

This has happened to you before, this realization. Remember the
times it has happened. Remember what you thought when it hap-
pened. Remember what you did when it happened. Write down all
of these thoughts, remembrances, and the feelings they produced in
you. Take a few moments to recall as much as you can about the
realizations you have had when confronted by a sudden choice, an
opportunity that suddenly spoke to you.

Isn’t that how your life has been up to this point? A series of
incidents in which someone or some experience or some circum-
stance spoke to you and invited you to go down a new path, and
you responded enthusiastically, and you wanted with all of your
being to do what had come to you, to pursue it, to take the leap?
Or, you did exactly the opposite? Think back to all of those times

and to what your response was.







The Negative Reaction

The greatest crisis of our lives is neither economic,
intellectual, nor even what we usually call religious. It is a
crisis of imagination. We get stuck on our paths because
we are unable to reimagine our lives differently from what
they are right now. We hold on desperately to the status
quo, afraid that if we let go, we will be swept away by
the torrential undercurrents of our emptiness.

—Marc Gafni, The Mystery of Love

he drive back to Arnie’s was a memorable one. Arnie was
dumbfounded at how I could have put him and me in such a
ticklish situation. What was he supposed to say to Bob about what I
had promised to do for him?
Arnie saw this thing I had done as a problem. I saw it as the most
extraordinary opportunity that had ever come my way.
Arnie saw this thing as something that had to be fixed. I saw it as
something that I had to pursue with everything I had.
Arnie saw this thing as something that was fraught with difficulty,
that threatened to complicate his life, his business, his delicately bal-

anced relationship with his employees, with his clients. I saw this
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thing as something that was rich with possibility, which had simpli-
fied my life.

Arnie became seriously confused. I became seriously focused.

Arnie saw this thing with the left side of his brain . . . the Thinker.
I saw this thing with the right side of my brain...the Dreamer.
Arnie’s Thinker was repelled by this new, unmanageable, illogical sit-
uation. My Dreamer was entranced by this new, unlimited, compel-
lingly exciting, and immeasurably vast situation. Arnie’s Thinker
lacked proof that I could do what I sold Bob, and was angry because
he was being forced to deal with it. My Dreamer had all the proof it
needed because he could see the successful conclusion of this. Even
though he had never done it before, it had been done by somebody—
his sales master—so why couldn’t Bob and I do it?

Well, of course we could, my Dreamer saw. There was no logic
needed to convince him of that. None at all. Or at least not the kind
of logic that was causing Arnie so much difficulty.

The Dreamer doesn’t need logic. The Dreamer defies logic. The
Dreamer lives in a logic-free world. The Dreamer is logic’s archen-
emy, even though the Dreamer knows that logic will have its time,
will need to be rewarded, will need to be dealt with some time in the
process, but no, not right now.

Right now, when the entrepreneur is just awakening, is the worst
time of all for logic to rear its ugly head. “Keep the left brain at bay,”
says the knowing, right-brained being. He, the Thinker, who lives to
think, will kill your dream as quickly as it comes to your fascinated,

fascinating, right-brained mind.

Arnie persisted, no matter how enthusiastically I responded. “Mi-

chael, you don’t know what these guys are like. When you promise re-
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sults, they expect them. When you don’t deliver the results you
promise, there’s hell to pay. That’s why advertising agencies don’t
promise results. We can’t promise them. Advertising is a crapshoot.
Sometimes it works, and sometimes it doesn’t. All we can do is try to
produce results. And the only result we can try to produce is that we’ll
generate responses to our ads, that people will be stimulated to call
our client, or to send in a request for more information. What you’re
promising is beyond comprehension. Sure, you can help Bob orga-
nize his response, but you can’t promise that he’ll use your ‘system,
or, if he does, that it will work.”

I was amazed at how negatively Arnie looked at the situation,
which was a situation that I knew to be rich with possibilities. Then I
realized, as though for the very first time, that Arnie had never really
ever sold anything, other than his advertising services. But, in that
case, his clients were only buying what he was selling . . . advertising
services . .. They didn’t expect him to deliver anything other than a
method for reaching the customers they wanted to reach.

It was like Arnie was in the billboard business. You paint a bill-
board with the message you want to put forward, and you place the
billboard in the highest-traffic area you can afford, and then wait,
hoping that someone will respond to it. It’s exactly what millions of
advertisers do on the Internet today; they put up their website with
the message they want to put out there, and then wait. Millions upon
millions of messages, all sitting in cyberspace, waiting for someone to
see them. Just waiting, little different than it was in the seventies as I
was driving in the car with Arnie, amazed at the extraordinary real-
ization I had just had, which was about to transform my life forever.

But, still, there was the sudden onslaught of doubt. After all, Arnie
was right. In the world he lived in my idea was simply that—an idea.

Worse, it was an uninformed idea, the worst kind of idea one can
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have, according to the Thinker. An idea born out of—what? Enthusi-
asm? A beginner’s excitement? An idea that came from a completely
unrelated set of experiences, selling encyclopedias, playing the saxo-
phone, building a house? Reading poetry, fiction, philosophy, works
of the spiritual kind? What in the world did any of that have to do
with converting leads for high-tech products into the sale of high-
tech products? Or, even more, creating a selling system, which would
also call for the creation of a selling training system, which would also
call for the creation of a selling recruitment and hiring system, which
would also call for the creation of a selling management system,
which would also call for an order entry system and a client fulfill-
ment system and a salesperson’s time management system if the sell-
ing system were going to work.

And I suddenly had the overwhelming sensation that I was in this
completely over my head! After all, what had I ever done to lead me
to believe that I suddenly possessed the answer to Bob’s sales prob-
lems? My God, Bob was an engineer; he had made it in a world I
didn’t even know existed before I walked into his office. He had suc-
cessfully accumulated the money necessary to start a sophisticated
business. What had I ever done? Nothing.

I was suddenly awash with embarrassment. A wave of heat flushed
over my face. Who in the world was I to think that I held the key to
Arnie’s business, or anyone else’s for that matter? The enthusiasm I
was feeling just moments before completely left me. I was immedi-
ately ridden with shame for having come to the conclusions I had. To
think that, the moment before, I had created in my mind an entirely
new world for myselfl Was I insane? Was I out of my mind? Did I
honestly believe that I could transform Bob’s business and, with it,

my life?
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It hit me about halfway through my first Dreaming Room in Decem-
ber 2005. The same feeling, the same rush of shame, the same deep
embarrassment I had felt back then in 1975 when I drove back with
Arnie to his home to talk about my epiphany, only to discover the
huge wall that loomed before me between what I promised to do and
what I would need to do to keep that promise to Bob.

I was standing in front of my first audience of twenty-seven
Dreamers, on the weekend of December 8, 9, and 10, 2005, in a con-
versation with a man called Gunny, a top-flight pilot from Desert
Storm, discussing a problem he was having with his business in New
Orleans in the aftermath of Katrina. I was in the middle of a sentence
whereby I was helping him to better understand why he was having
such a difficult time dealing with the circumstances he found himself
in, and a sudden flash of embarrassment washed over me like a red
wave. Who in the world was I to tell this man what to do? How could
I possibly believe in what I was saying? This was a man who had flown
an F-16 into battle every day for months and had been shot at, had
ridden out a huge natural disaster in New Orleans, had started up a
new reconstruction company in the middle of all that, and was now
here, asking me to help him.

I was suddenly caught in the absurdity of it all, the reaction
that comes from within, which says, “Who are you to tell this man
anything? Who are you to advise him? What could you possibly
know that could be of any value to this man? Who do you think you
are?” Understand, all of this came to me in the hot flash of a second,
in between one word and the one that was to follow it. As I caught
myself standing in front of these twenty-seven people looking in-
tently at me, as I engaged with Gunny, he saw something in that
exchange with me that I was deeply questioning. He saw exactly
what he had come to me to see—a way out. A way to both transcend

his troubling experiences in New Orleans, and to transform them.



42 AWAKENING THE ENTREPRENEUR WITHIN

And it had come through me even as I was doubting myself. It had
come through me even as it had many years before in that car with
Arnie. It had come through me as though I wasn’t there at all. It had
come through me to express to me what I now consider to be the im-

mensity of awe.



STOP

AND

FOCUS

The Negative Reaction

The challenge of the negative reaction is that it can kill your imag-
ination. It can kill it immediately because it finds within you not
only the entrepreneur who has awakened so slightly, but the dark
side of the entrepreneur—the one who knows that this dream that
is waking you up is a fantasy that threatens to destroy you.

It is literally that dangerous to your normal way of life, this
imagination, this dreaming, this creative burst. It threatens to de-
stroy you because it knows you don’t know what you are getting
yourself into.

Remember how many times you have been called to pursue an
opportunity only to awaken the voice within you who began to
question your reasons. “What do you really know about this?” the
voice asks. “How much do you think this will cost?” the voice ques-
tions. “Remember how many times you’ve done this before, and
failed?” the voice reminds you. “Who do you think you are?” the
voice challenges, knowing that that reminder alone is often enough
to kill any idea you had of going down a new and unknown path.

Stop now and focus. Remember all the cautionary voices in
your life. Place them with the people they belong to. Ask yourself
what those people have ever done that put them in what they be-
lieved to be harm’s way. What happened? Why did it happen?

(continued)




What is it about you that listens so intently to the voices who cau-
tion you about taking risks? What do risks look like to you? Why
are they risks? What is so risky about taking risks? And why does
this always happen to you exactly when the entrepreneur begins to
awaken?

Stop and focus. Look closely. Experience the conflict. Let go
of it. Be where you are, now. Repeat that experience. Experience
the conflict. Let go of it. Be where you are, now. There is only this
experience, now. There is nothing more you have to do but experi-

ence it.




The Personal Dream

This dream is the natural state of man.

We live in this dream as we live in the air, and would
be hopeless if we were not able to realize sometimes that
we live not only in this world, but also in another world,

where it is possible for us to awaken to different
perceptions, to another way of being, of thinking and
of feeling. The act of waking up can change everything;
it is to be born to another world within oneself.

—Henri Traco, The Taste of Things That Are True

here are many kinds of dreams. There is the dream of the lonely

man or woman, there is the dream of the lustful lover, there is

the dream of the old man wishing to become young, of the young

man wishing to be older, of the spinster wishing for a companion, of

the companion wishing for a lover. There is the dream of the “D” stu-

dent wishing for good grades, of the single mother wishing her son
would get a job, of the plain woman wishing for beauty.

All of these dreams are what can be called “personal dreams.”

They, and so many more just like them, from the sublime to the

absurd, from the realistic to the fantastic, are what consume most
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people most of the time. For most of us, they remain dreams of long-
ing, of personal desire.

But, even when such dreams convert into action, they rarely if
ever produce the desired result. They may become goals, but the goals
themselves are suspect once one has achieved them. Once one is made
less plain by the surgeon’s knife, once one has found his or her lover,
once one has built the five-thousand-square-foot house on the hill,
with a swimming pool behind it, once one has created those incredi-
ble abs after exercising for month after strenuously hopeful month,
still, each and every one of those personal dreamers find themselves
exactly the same in the end, longing for more, for better, for the inde-
finable something the dream was to have provided them, but never
does.

And then it goes on, a bigger house, a better tan, a faster car, a
more responsive lover. All these personal dreams are found out to be,
if we are lucky, not only empty, but a foolish, and therefore tragic,
waste of our time. They never deliver the goods our imaginations so
hopefully promised us. They never give us more life.

I call these personal dreams “incremental dreams.” Incremental
because when they are fulfilled we are now in need of other dreams to
pursue to replace them. There is no end to them! They are the fuel
that energizes our otherwise dispassionate lives. They are the promise
at the end of our personal rainbow. They are not only what we
dreamed about as kids—who or what we want to be when we grow
up, the fame, the fortune, the hero, the adventurer—but they follow
us and fuel us for the rest of our lives as adults.

Yet, even when we become the hero we dreamed about, even
when we become the next Tiger Woods, it is never enough. The per-
sonal dream always disappoints us. It’s as though it was a prelude to
life, not life itself.

The shine of it goes away, the joy of it goes away, the look of it
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goes quickly away. It is as if there can be no rest from the continued
disappointment of the personal dream. In time, doesn’t everything
personal leave us longing for something else personal?

That is why the awakened entrepreneur does not awaken to the

personal dream, but rather to the impersonal one.



STOP

AND

FOCUS

The Personal Dream

How many personal dreams have you had? Write them down, as
many as you can remember. What happens to them? How many
cars have you bought? What happened to them? How many awards
have you sought? What happened to you after you won them? How
many new things have you bought? What happened to them after
you bought them?

Stop and focus on the nature of personal dreams. What do they
feel like when you first have them? When you begin to pursue
them? When you either succeed at realizing them or fail to do so?
What is the reality of personal dreams in your life?

Feel what it means to be you when you are pursuing the fulfill-
ment of a personal dream. Feel what it means to be you when you
succeed in getting what you wanted. See the continuity of your life
as it goes from one personal dream to another and to yet another.

Stop and focus on the nature of personal dreaming. Feel it as

deeply as you can.




The Impersonal Dream

Everything vanishes around me, and works are born as if
out of the void. Ripe, graphic fruits fall off. My hand has
become the obedient instrument of a remote will.

—Paul Klee

hat do I mean when I say “the impersonal dream”? I mean

just that—it is anything but personal. It is not about you
and it is not about me. It is about the act of creativity, about that
“sudden seeing” of a possibility we have never seen before, when we
suddenly become aware, intensely aware, of some condition, some re-
ality, some frozen particle of time and space that is just dying to be
fixed, or changed, or reinvented, or transformed.

Because of what we, as entrepreneurs, do about that which we
dream, there exists a reality that brings more happiness into the world
than was (or wasn’t) there before. A woman in poverty can live with-
out poverty. A light is turned on in a little hut where there is no
electricity. Water flows clear and clean where the water was once in-
adequate and filthy. Children who were starving now have food be-
cause someone found a way to produce it. A young, up-and-coming

executive learns the key skills she needs to get ahead.
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On a lot less ambitious scale, a cell phone becomes a camera. A
camera becomes a television. A car becomes a boat, a boat an air-
plane. Today, a business can be put anywhere we want it to be, be-
cause we can now do whatever we wish to do from anywhere.

It’s all impersonal to the one who creates it, yet it is personal to
the one who buys it. The impersonal, in this context, simply means
it’s not about me.

Do you get what I mean? Entrepreneurship is nothing about the
one who creates a thing and everything about the one who consumes a
thing. Entrepreneurs don’t care about the thing they create, in and of
itself (as much as they may love what they produce or do). They care
about creating it because of the impact it can have on someone else.
It’s about that thing as an answer to a question others have long ago
stopped asking, or long before they even considered the possibility of
it changing for them.

The first question for the awakened entrepreneur is, “What good
would this thing I am thinking of creating do for the one who buys it?
And why is that important? And how long will that be important?”
For after all, to the entrepreneur, the company he or she is about to
create is not a disposable thing, but a thing that will, hopefully, last a
long, long time.

The thing an entrepreneur is inventing is of value to the degree it
has lasting value. To whom? To the customer. To the one who con-
sumes it.

Do people consume companies? Yes, of course they do. A great
company is consumable to the degree it was invented only with the
customer in mind. Its stock is consumed, in that people buy it. Its
products are consumed in that people buy them. Its services are con-
sumed, to the degree that people buy them and use them and enjoy
them and benefit from them.

So, a company that is created as a product of a truly impersonal
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dream, which is not about the entrepreneur but about the customer,
is what entrepreneurs always create. No matter how much they be-
lieve in it, can’t live without it, consume it themselves because they
love what they invented and can’t imagine anyone else not loving it,
the entrepreneur knows that there is only one justifiable reason for
creating a company: to serve someone else’s desire better than anyone
has ever done before.

Here’s where that gets tricky. The awakened entrepreneur in this
new age of the entrepreneur makes choices for his or her customer
long before the customer does. The customer is not aware that he
wants what the entrepreneur invents, not until long after the entre-
preneur has invented it. In fact, you might ask customers if they want
something the entrepreneur intends to invent and, for the life of
them, they couldn’t tell you why in the world anyone would want
such a thing, or why such a business would be important, or mean-
ingful, or desirable, at all. A fax machine wasn’t invented because
anyone wanted one. A television set wasn’t invented because anyone
wanted one. A car wasn’t invented because anyone wanted one. In
fact, it took a long, long time for anyone to appreciate an automobile,
even though it was available for customers to buy.

The same principle applies to a refrigerator, or a dishwasher, or a
hair dryer, or a lawn mower that you drive like a tractor because now
you can. What husband ever said to his wife, “I need a tractor to mow

1”

our lawn!” She would have thought he was nuts.

What an entrepreneur creates has meaning, and that’s why it cre-
ates money. It doesn’t work the opposite way: Creating money does
not give the created thing meaning.

But, meaning, in this new age of the entrepreneur—in this re-
naissance of meaning, in this new world where meaning is all the
rage—this meaning means something significantly greater than just

any old meaning.
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The meaning of meaning in this age of the new entrepreneur
means that you must reach further than simply to do something
meaningful . . . make a good tire, bake a good pizza, deliver a good
shoeshine, or whatever else you have gone into business to do . . . You
must reach much further to a point beyond the ordinary. You must
reach much, much deeper than simply creating more choices, or
lower prices, or faster delivery. No, in this age of the entrepreneur, in
this age of the impersonal dreamer, you must kick ass in ways no one

ever thought possible.

At the outset, Arnie and I were not so much in disagreement; it was if
we were living in different worlds. His was the world of work. Mine
was the world of creating what works.

Arnie was full up with doing the work of his business, writing
ads, creating advertising strategies, designing advertising, and mar-
keting campaigns. I was full up with the question of building a pro-
cess and a system through which Arnie’s work would translate into
sales for his clients.

The clients wanted that. As a result, the clients wanted me. Client
One turned into Client Two, which quickly turned into Client Six. I
now had an office in Arnie’s advertising agency, working with his cli-
ents to add value to his services by getting his clients ready for the
leads that would come their way once the ads did what they were sup-
posed to do.

Arnie had never gone into the process with his clients that deeply
before. It was as though Arnie had set a limit to what his company
was supposed to do. There was a border Arnie never crossed in
his client’s business, the border called “inside the business.” Arnie
sent leads to the client’s door and went back to the media to get

more. Sometimes sales were made, and other times they weren't,
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but according to Arnie’s philosophy that wasn’t his job. It was the
client’s job.

That felt like a strange thing to me. How could he draw such an
artificial line? If the lead was dropped at the client’s door, wouldn’t it
be only natural for Arnie to walk in with it and say, “So, now what are
we going to do with this?”

But, Arnie didn’t. So I did. And that created a lot of new business
for Arnie’s advertising agency, but a lot of problems as well. Suddenly,
Arnie’s clients expected him to walk the lead into the door and follow
it wherever it went from there. That was my job, but it became Arnie’s
job as well. After all, if a lead was not converted into a sale, it put the
ad that attracted it into question. Without warning, Arnie was im-
mersed in questions he had never really bothered or intended to ask.
What kind of leads was he generating? Of what value were those
leads? Did they convert easily? If so, why? If not, why?

That introduced Arnie to an unfamiliar new world—the world of
the systems thinker. The world where I unwittingly found myself with
Arnie at my side, and us saying to each other, “What in the world is
this?” I loved it. Arnie hated it. Because it really mucked up the simple

world in which he lived.

This is exactly what I confronted in the Dreaming Room. I never
would have anticipated that the pursuit of the impersonal could be so
challenging to so many people. “What do you want?” I would ask a
Dreaming Room participant. The response would be the description
of a personal dream—a picture of the dreamer in the perfect house
with the perfect family living the perfect life in a perfect world where
everything was beautiful, where money was never a problem.

As with Arnie, all anyone wanted in the Dreaming Room was

work they loved to do so they could make the money they needed to
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get the things they wanted and more. To each and every Dreaming
Room participant, that was what dreaming meant. And if their dream
included creating, the creating it included was also all about them, as
opposed to the creation. The creation in all cases was a reflection of
them.

The Dreaming Room revealed to me how hopelessly narcissistic
we all are. But, as I dug deeper, as we pursued the question deeper, it
also became apparent to me that the people in the Dreaming Room
were also longing for something bigger than they were. They were
hoping for something to appear in their lives that would wake them
up out of their narcissistic torpor. They were, many of them, tired of
themselves! Tired of listening to themselves, looking at themselves,
being with themselves, doing what they were hopelessly programmed
to do every morning when they got up, and every night when they
got ready for bed.

They were looking for something, even though many had stopped
looking. They were wishing for something even though many had
stopped wishing. They were tired. That’s what it was. They were bone-
weary tired. Tired of living. I would never have imagined that to be
true—that all of the people who came to the Dreaming Room had all
but given up. Even though their lives were chockful of doing what-
ever they were up to, they were resigned to never truly figuring life
out, business out, themselves out. “Who am I?” was a question they

had all long ago stopped asking in favor of “What’s next?”



STOP

AND

FOCUS

The Impersonal Dream

This is more difficult than you could ever imagine: trying to
come to the place where you don’t matter, and only the customer
matters.

Stop and focus on that for a moment. See the customer. See
him. See her. The only thing that matters to the entrepreneur is
what his or her customer wants. The entrepreneur wants to treat
his or her customer better than anyone else.

It goes out, not in? That’s exactly where the entrepreneurial
focus must go. Out, not in. Do you see why the invention of a busi-
ness of your own has nothing to do with what you want? Unless, of
course, what you want has only to do with your customer, not with
you? That the impersonal dream lives in someone else, and not in
you? That the sudden seeing of that, the amazing clarity about
that, the excitement that comes from that is where the true entre-
preneurial action is?

Stop now and focus on an impersonal dream. Name one. Then
two. Then three. Go for as long as you can, focusing on a customer
who needs something he or she can’t get, who wants something no

(continued)




one yet has provided to him or her. You are right now beginning
the true work of the entrepreneur. And to do that work truly, you
must stop and focus for as long and as deep as you possibly can.
Yes, this is where the action is. This is the beginning of a dream

that has meaning.




The Sudden Shock

When a man journeys into a far country, he must be
prepared to forget many of the things he has learned, and
to acquire such customs that are inherent with existence
in the new land; he must abandon the old ideals and the

old gods, and oftentimes he must reverse the very codes
by which his conduct has hitherto been shaped.

—TJack London, “In a Far Country”

t happens to every one of us at one or more times in our life. If

we’re lucky, that is. What happens is a sudden shock. It is an abso-
lutely necessary component of the awakening of the entrepreneur
within us. No sudden shock, no dream worth pursuing. My sudden
shock in 1975 was to see the world and each and every business
within it as a complete, unified, intelligent system.

I saw that at once. It was not something that happened over time,
even though elements of it came to me over time. It struck me all at
once. First it wasn’t there, then, suddenly, it was.

This sudden shock that showed me how the world really was. And
it happened in such an unpredictable way. I had been working with
Arnie’s clients, along with many new clients I began to create for

Arnie with my new and compelling story that I made up for Arnie.
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Finally, an ad agency that not only creates leads for your business, but
shows you how to close them!

Wow, an ad agency that had suddenly morphed into a sales
agency! We don’t create ads, we create sales.

Business began to boom for Arnie. And of course, if it boomed
for Arnie, it would boom for me. Because I was the one on the firing
line, I was the one who had to deliver on Arnie’s ad agency’s promise.
I was the one who not only sold the new business Arnie was getting,
but had to deliver the promise to them.

And I did, in the form of a selling system that proved to trans-
form Arnie’s business as well as his clients’ businesses. But, still some-
thing was missing. It dogged my heels everywhere I went.

Every small business I walked into seemed to be a collection of
broken pieces, and seemed to fail in the most fundamental ways. If
the product worked, the people didn’t. If the people worked, they
worked far too hard for what they earned in return. When the money
went up, the pleasure seemed to go down. People argued a lot, felt
little satisfaction at what they did. The places were high-tech but were
low energy. All the work seemed to spiral into many unpredictable
fits and starts, and nobody seemed to have a handle on it. Nobody
seemed to be able to explain the whole of it, only their part of it, if
that.

Understand, to me in this world of engineers, life was amazing. I
couldn’t understand how anybody could get bored in such a highly
charged environment. Everything in Silicon Valley was new. Miracles
were being created everywhere you looked, but nobody seemed to ap-
preciate it. To me it was a candy store of opportunity; to everyone
else it seemed to be business as usual.

That wasn’t completely true, of course. There was a lot of excite-
ment at Apple Computer. However, when I asked questions of man-

agers at Apple about how their dealers’ businesses worked, nobody
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knew anything. “It’s their business, it’s not our business,” the Apple
guys said. And when I asked the same questions of an Apple dealer, he
or she would look at me like I was a lunatic. “What do you mean?”

That’s how it was throughout Silicon Valley in those days as I
wandered from business to small business in 1975 and 1976 working
my newborn sales systems logic.

And then, in McDonald’s, I suddenly saw it. Please accept my
apology if you've read this before, dear reader, because I have said it
in every single one of my books, that if McDonald’s was not my Holy
Grail it certainly was Ray Kroc’s. And if I fail to tell you this McDon-
ald’s mythos now, you will miss the entire point of the sudden shock
that awakens.

It was as if I were born again. I walked into McDonald’s on a
bright day, and I suddenly saw what was missing in every single busi-
ness I had been counseling.

I saw the System.

I saw the color of it, the shape of it, the size of it, the form of it,
the amazing eloquence of it, the people of it, and the rhythm of it, the
sound of it, the bright, white light of it, and the bustle and extreme
hustle of it, so help me God.

In this sudden moment I felt McDonald’s as though it was some
grand and glorious marching band! Did you ever see anything in
garish, brash, primary colors look so grateful to be alive? Did you ever
see kids whooping and hollering when they were simply working for
the short change and the few measly dollars? Did you ever imagine
you could create a happening in a hamburger stand, where kids im-
patiently but thankfully stood in line to get their burgers and fries or
Big Macs and their tiny, tiny toys, all in a kid’s box with gizmos and
gadgets and puzzles and promises written all over it? Did you ever
imagine something so prosaic as a hamburger and fries and a Coke

could make such a ruckus? Of course not, nor could anyone else. But
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Ray Kroc did, and was blessed for having done it by countless mil-
lions of moms . .. no ... billions!

That’s what I walked into on that day whose date I fail to remem-
ber, but I will never forget the picture it created in my mind’s eye.
“Wow,” I thought. “I can do that!”

Anyone can! If they see it, if they feel it, if they understand the
magic of it, anyone can!

And with that thought in mind, I rushed off to my next client’s
business to knock his unwary head off his shoulders with a story to
beat the band.



STOP

AND

FOCUS
The Sudden Shock

What lessons are important to awakening the entrepreneur within
you? And did my story about McDonald’s have anything to do with
all this? What impact did it have on my sudden seeing? What was
the Shock that I spoke about?

Stop and focus. What does the Shock have to do with your life?
With your potential? With your dream?

Stop and focus. Make a list as quickly as you can of the Shocks
you have had in your life that enabled you to see a truth you had
never seen before. What happened in each and every case? List the
outcomes.

Then stop and focus on each. Do not do anything, just allow
the experiences to do what they do.

Stop and focus and let your imagination do the rest.
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The Dream Is Born

For this is what we do. Put one foot forward and
then the other. Lift our eyes to the snarl and smile of
the world once more. Think. Act. Feel. Add our little

consequence to the tides of good and evil that flood and
drain the world. Drag our shadowed crosses into the hope
of another night. Push our brave hearts into the promise
of a new day. With love: the passionate search for a truth
other than our own. With longing: the pure ineffable
yearning to be saved. For so long as fate keeps waiting,
we live on. God help us. God forgive us. We live on.

—Gregory David Roberts, Shantaram

walked out of my mother’s home with the knowledge that it was

time to create something new in my life, and then I went home

and did it.

I created the Dreaming Room.

I have not looked back since.

The Dreaming Room was to be the place where people like you

and me could awaken the entrepreneur within, to give us something
to do, to commit ourselves to something that has meaning, some-

thing that moves us, that inspires us, that awakens our passion, that

calls out to us in a way very few people have ever experienced.

63



64 AWAKENING THE ENTREPRENEUR WITHIN

That is the extremely personal reward that the impersonal dream
gives us.

Inevitably, people ask me, “Why impersonal? What is so impor-
tant about a dream being impersonal? I have never had an imper-
sonal dream, Michael. When I dream it’s always about me.”

“Yes, I understand,” I reply, “but, if that’s true, then you have
never experienced the truly personal thrill at having created an im-
personal result.

“Like when you give a complete stranger a gift they never ex-
pected.

“Like when you give your child a thrill he or she never expected.

“Like when you go to the trouble of solving a problem for some-
one else, really working hard to figure it out, and then solving it. And
watching his or her face when you do.

“And I know you have experienced that truly personal thrill, and
I know that you know there is no feeling quite like it!”

That is what the impersonal dream is.

And there is nothing more personal than when you have it! My
first true entrepreneurial dream was the one I awakened to in fall
1975. It was the beginning of my next thirty years, and is still going
strong. It was when I came to the realization that [ was going to create
a small business revolution. It was when I said to Thomas, the man
who was going to be my partner for the next eight years, the man
with whom I started my new venture, and without whom I would
have never accomplished it, “I’'m going to build a company that has
the potential of transforming small business worldwide.” I told
Thomas, “I intend to build the McDonald’s of small business consult-
ing. I intend to transform the lives of every small business owner we
can, by building a turnkey consulting system that business novices

can use at a cost to our clients that is roughly the same as that of a
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minimum-wage employee. Just think what would happen if we could
do that!”

Tom looked at me and said, “Well, what are we waiting for?”

Our Dream was to transform small business worldwide.

Our Vision was to build the McDonald’s of small business con-
sulting.

Our Purpose was to transform the lives of every small business
owner in the world.

Our Mission was to build the world’s first turnkey consulting
system so we could hire novices, turn them into experts, and deliver
our services to the smallest of small businesses at no more than the
cost of a minimum-wage employee so that every small business
owner could afford it.

And that’s exactly what we did!

Thirty-one years later, [ had my second Dream, called the Dream-
ing Room, to inspire people to dream by awakening the entrepreneur
within them.

My Vision was to create the McDonald’s of new business cre-
ation.

My Purpose was to transform the lives of ordinary people by pro-
viding them with the thrill of creation while creating the means to
generate their own and others’ economic freedom.

My Mission was to create a turnkey system for awakening the en-
trepreneur within every person who wished to go into business for
themselves, while providing them with the support for doing it.

And I am doing it!
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The Dream is what creates a new business. If it’s a great dream, a great
idea, it is about a great business. If it’s a small dream, a small idea, it’s
about an ordinary business. A small dream, a small idea, creates a
small business that will always be small. Only a great Dream has the
power within it to create a great business. The great Dream may not
actually be sufficient to create a great business, but without a great
Dream there is no chance you will ever create a great business. A great
business doesn’t have to be a big business, but it will have the power
to become one.

Without a great Dream, no business is sustainable. There’s not
enough energy to sustain it.

The great Dream, the entrepreneurial Dream, the intentional
Dream only comes to you when you are thinking of something other
than yourself, since the entrepreneurial Dream is always about some-
one else.

The entrepreneurial Dreamer rarely thinks in terms of what he or
she wants.

The entrepreneurial Dreamer always dreams about results, as op-
posed to process.

The entrepreneurial Dreamer always lives in the future, imagines
a result happening in the future, and when he or she sees this imag-
ined result in the future, a problem that lives in the present is solved.

Let me say it again: The entrepreneurial Dreamer dreams about
results, always results, and nothing other than results. The results are
for someone else, not for the entrepreneur.

It is results that transform the world. And it is a Great Dream that

creates results.

When [ turned to Arnie and told him what I was going to do, he
wasn’t happy with me.
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“You'll never do it,” he said.

“Why not?” I asked.

“Because it’s impossible,” he responded. “All businesses and in-
dustries are different. All markets are different. All people and prob-
lems are different. You'll never do it.”

“But, Arnie,” I responded, “what if I can? What if all businesses
are actually the same? What if your belief about businesses and mar-
kets and people and problems is wrong? What if there are universally
applicable rules that, once discovered, would enable us to solve all of
the problems all businesses face? What if that were true, then what?”

Arnie simply looked at me with disappointment all over his face.
It bordered on disgust. It was as though I had just let him down in the
most fundamental of ways, as though I had just become someone
other than his friend.

There was nothing left for me to do but leave.

I never saw Arnie again.
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The Dream Is Born

It is time to dream. It is time to care about something bigger
than you. It is time to imagine something sorely needed in the
world—the world you live in—that somebody would pay to have.
It is time to look around you and ask yourself, “What’s missing in
this picture?”

Every place you look, if you look carefully and with interest,
you will find something missing in this picture. Services aren’t
being provided as promised. Products aren’t being delivered as
promised. Nothing is easy; everything is difficult. Everywhere you
look, people are doing without. Not without what there is plenty
of, but without what is unavailable to them.

If the lawn isn’t cut the way the customer wants it, some-
thing is left out. If the pool isn’t serviced the way the cus-
tomer wants it, something is left out. If the car isn’t repaired
the way the customer wants it, something is left out. The plane
the customer flies on is uncomfortable. The baggage the customer
is waiting for is either lost or late. The taxi the customer hails is
dirty, the driver is rude, and the trip is uncomfortable and too

expensive.




Something is always left out. What do you see around you?
What’s missing in the picture of your life? How many opportuni-
ties do you see waiting for you to transform into opportunities for
some customer? How many ways do you see to begin the pursuit of
the impossible?
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Taking the Dream Apart

always the beautiful answer
who asks a more beautiful question.

—e.e. cummings, Complete Poems

hen the Dreamer is done, the Thinker comes onstage. Where

the Dreamer is all about What, the Thinker is all about How.
The Dreamer, of course, is never really done, but there is that exqui-
site moment when every Dreamer knows it’s time to hand off the
Dream to the Thinker, without whose active engagement the Dream
will float adrift.

The Dream at this stage is best described as a grand idea for a
ship, but only that. The Thinker is the one who does what’s needed to
get it ready to sail. The Thinker knows the mathematics of shipbuild-
ing, the logistics of ship development, the management of ship han-
dling, the sum total of what the ship’s architect, the Dreamer, intended
this ship to do. And, even if the Thinker didn’t know all those things,
he or she would have to figure them out. Because that’s what Think-
ers do; they figure things out. They look at the puzzle, the picture
it is intended to make, and figure out how those pieces need to come

together.
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The Thinker turns the Great Idea into a Great Reality.

Let’s follow the process together as I lived it so many years ago.

Tom was my Thinker and had an amazing ability to turn every dream
I had into reality. In turn, I had the same amazing ability to turn every
one of Tom’s dreams into reality. Not that he would have done it
without me; he wouldn’t. My Dream was an impersonal Dream.
Tom’s dreams were very, very personal. Tom wasn’t truly interested in
transforming small business worldwide. He was interested in getting
what he wanted when we transformed business worldwide . .. the
fame, the fortune, the lifestyle we would have if we could pull off my
Dream of E-Myth, if we could turn it into reality. Tom quickly became
consumed by it.

As we got started, Tom’s massive intelligent energy was of the
constructive kind. He said, “Oh, that’s what you want,” and would im-
mediately begin to design it. He would design practically, what I con-
ceived of abstractly. He would simply begin to build, sentence by
sentence, paragraph by paragraph, a rough model of what he thought
I meant.

We would do that creating and building at the outset, months
before we ever opened our doors, nonstop, every day. I started of
course with a question. The question was “How do we build a busi-
ness development program that has the power to transform small
business worldwide?”

A second question followed directly on the heels of the first. This
question was “What does a small business owner need that he or she
doesn’t have?”

Immediately following those two questions began the answers.
Actually suppositions, at first. Always suppositions. I believe, now,

looking back on the entire thirty-year process, that we are still oper-
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ating at E-Myth Worldwide under suppositions that have not truly
resolved themselves into anything other than the continuous, unend-
ing process of searching for the answer to those questions, and arriv-
ing at new and better—and sometimes, worse—suppositions in an
attempt to come to the final answer to those first two questions. And
here I am today, writing this book, still hotly engaged in those ques-
tions as I pursue them with you.

We quickly came to some answers back in 1977 that would serve
as the foundation for everything we did over the next few years. The
answers we came to, however, were not only a product of the Thinker,
but the experience Tom and I had with the clients I developed walk-
ing down the street learning how to sell our services, door to door,
cold-calling on small businesses in San Mateo, California, where our
first offices were.

The first and most fundamental answers Tom and I came to were
these:

All businesses require a Vision. To develop a Vision called
for a process. Our first job, then, was to build the Visioning
Process that we would then deliver to our clients to help them
formulate a Vision of their own. A business without a Vision
has no soul; a business without a soul has no heart, no pas-
sion. A business without passion is a business whose demise

has already been foretold.

All Visions are both personal and impersonal. A Vision is
comprised of your primary aim and your strategic objective.
The first is the Vision for your life. The second is the Vision
for your business. Together, these two Visions combined to
make one Vision that would become the driving force for the

growth of the company. Tom and I built these two processes
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and used them at the very beginning to direct our clients for-
ward toward the development of their business. These two
processes asked the question, “What do you want?” That
became the linchpin for everything that was to follow in the
Michael Thomas Business Development Program, which
became the E-Myth Mastery Program, the system that stands
at the heart of everything we do with our clients today at
E-Myth Worldwide.

Interestingly, when we first told our clients what we needed
to do to turn their business around, they balked at the idea.
They thought it highly impractical. Every one of our clients be-
lieved that all they really needed was more sales and/or better
people. We persisted, however, knowing that without a clear
idea of where they were headed our clients didn’t stand a

chance of getting there.

Every company is an organization, an organization of work,
and, subsequently, an organization of people. That calls for
the development of an organization chart. The organization
chart was essential no matter how small the business was. The
organization chart described quite eloquently the way the
business was to work, where the accountability and authority
rested, what the relationships between functions were and
how they were exercised, which functions were primary,
which secondary, which tertiary. The organization chart
would flow into a flowchart demonstrating the way work
would flow in the company as it went about its business of
fulfilling its strategic objective. Without an organization
chart, Tom and I surmised, there would be no possibility of
the company behaving in an organized manner. And, if the

company failed to behave in an organized manner, there
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would be no possibility of our business development pro-
gram “transforming small business worldwide” as our Dream

intended our company to do.

An organization is an organization of systems. Within the
organization chart there were actions for each and every
component of the chart, for each component of every func-
tion, the how-we-do-this and how-we-do-that mechanics of
the business. These, Tom and I called “Systems.” Tom and I
made the assumption in those very early days that if we were
going to transform small business worldwide, we would need
to identify, and then build, the universal systems that every
business needed to fulfill its strategic objective. We deter-
mined that a business was nothing more or less than the sum
total of the operating systems, which enabled it to keep its
promise to its customers in the way it intended to do. While
those systems existed in every company (therefore their uni-
versality), every company was organized in its own unique
way using specialized forms of universal systems to produce
its own unique result in its own unique way. In that way, Tom
and I surmised, while each and every business aimed for
uniqueness, it was in fact attaining that uniqueness by the
way it tailored universal systems to act in a proprietary
manner. Therefore, we concluded that one of our company’s
unique deliverables needed to be a method for inspiring,
training, and coaching our clients on the identification of the
systems in their organization; the way a system was shaped to
deliver a uniquely branded result; the way a system was im-
proved continuously to deliver a better result in concert with
all the other systems in their company; and what we called

the “Systems Imperative”: All systems merge into one system
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and that one system is the company’s core operating system,
which every manager within the company must come to un-
derstand, respect, and support completely. Thus, Tom and I
began to use every chance we could get to express our mantra,
“The System is the Solution.” “You’ve gotta become a Systems
Thinker” also became an expression we used frequently with

our own people, our clients, and our prospective clients.

We had set out with a Dream, and were now building it brick by brick.
We were conceptualizing how the world worked in our own limited
but passionate fashion, simply because we needed to if we were going
to actually do what we had set out to do: to transform small business
worldwide. And, as we did this thing, we built the structure of the
Dream so that we could actually begin to see it, so that we could actu-

ally begin to do it.

It’s important for you to realize something about the four fundamen-
tal answers listed above—call them Tom’s and my “agreements.” Prior
to their arising and becoming the fundamentals they came to repre-
sent in all our conversations with ourselves, our new employees, and
our many, many new clients, we came also to many not so obvious
and very distracting conclusions. We spent an entire year and a half
at the very beginning of our company’s development writing stan-
dardized action plans as solutions to our clients’ confusion about
planning.

These action plans offered obvious step-by-step clarity. “This is

how you design a brochure.” “This is how you create an organization

chart.

D <

This is how you create an order entry system.” And on and on

and on. There were dozens of them and no end in sight.
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Instead of turning our clients on, they turned our clients very
much off. Why, we had no idea. But, over that time, we began to better
understand it. While our clients wanted order, they were unwilling
(call it insufficiently disciplined) to follow the steps we laid out for
them. While we could describe quite precisely how to do it, nobody
would follow the instructions unless we mandated them to do it. And
we were in no position to mandate our clients to do anything of the
kind. So, we ultimately were forced to abandon it.

That wasn’t the first and not the last of the false paths Tom and I
took together to figure out the secret. Thousands upon thousands of
hours were spent applying the dedication and the inspiration and the
application of the Thinker in the invention of “the McDonald’s of
small business consulting” as we called it. And yet, with all that, our
Vision was slow to develop. We had an inkling of what we wanted,
but we couldn’t for the life of us give you an engineer’s description of

it. Not yet, we couldn’t.
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This relationship between your Dreamer and your Thinker is a
very delicate one. Don’t forget that the Dreamer and Thinker can
be two separate people, or they can be two facets of one entrepre-
neur. If the Dreamer becomes overwhelmed by the Thinker’s in-
credible left-brain energy (as can easily happen . . . after all, what
is a dream but a vaporous idea that has never been real before?),
the whole enterprise can quickly come tumbling down.

To prevent that, you must take your Dream apart, study every
minute detail, and then put it back together again to see what it
looks like. So when your Dreamer begins to doubt his or her judg-
ment, ask this question: “What do I want?” Ask it as frequently as
you can. And then answer it by a restatement of your Dream as ar-
ticulately as you can. Your Dream is more important at this point
than your Vision. More important than anything else. Your Dream
is everything. It will form the justification for your enterprise. You
need to develop as many different ways to express it as possible.
You need to find reasons in the world that say, “So this is why
you’re so passionate about your Dream! Aha, I get it!” You need to
solicit feedback by sharing your Dream with as many people as
possible, asking them to support your cause by sending you stories
and facts that will help you achieve it.

You also need to pay attention to your Dream every day. Tell




stories about your Dream every day. Especially now when you’ve
invited your Thinker to help you left-brain it. The Thinker is the
left-brained side of the right-brained Dreamer who, as a now in-
telligently emerging and evolving creator, is beginning the rich, in-
credibly creative process of inventing your new enterprise: what it
does, how it does it, why it does it that way, and how it makes
money. You, as the awakening new entrepreneur, are not only here
to embrace your Dream, but to protect and defend it. All it has is

you. Because all it is is you.
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Mysteries are irresistible to me, and a trail is
something that must be followed until it gives up
its secret or puts me onto the trail of something

even more amazing. Tracks fascinate me.

—The Tracker: The True Story of Tom Brown, Jr.

n the Dreaming Room, I came to the realization that my Dream

of awakening the Entrepreneur within my fellow participants was
something quite different from what I thought it would be. T was
faced with the challenge of trusting my judgment and intuition with
an entire array of people that I had never met. I knew nothing what-
soever about them, what was working and what wasn’t in their lives
and in their businesses, what business they were in, or what business
they wished to be in, and what their single biggest problem was. All I
knew was that I had promised to turn their single biggest problem
into their single biggest opportunity.

What they didn’t know, and what I was beginning to, was that to
pull off this miraculous feat I would need to call upon my Dreamer,
Thinker, Storyteller, and Leader, sometimes one more than another,

sometimes another more than the other one. I had no idea whatso-
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ever what that would look like before doing it on behalf of each and
every person in the room—thirty-five people on average—and all in
no more than two and a half days.

When I opened my first Dreaming Room on December 8, 2005, I
had absolutely no experience at doing what I was proposing to
do ... absolutely none. Oh, I had spoken to many, many audiences of
five to ten thousand people. But never had I engaged so personally, so
intimately, so aggressively with any one audience like I was going to
be called upon to do in that very first weekend Dreaming Room.

The Dreamer had a dream all right, but until I walked into that
room I had yet to have a conversation with my Thinker. I had to come
face-to-face with whatever was going to show up, all alone and on my
own best behavior.

I have no idea to this day how I pulled it off, but I did. I simply let
go. When I am moved by a Dream, when my vision is being created,
my purpose comes alive and the mission simply takes over. And when
that happens I have learned to get out of the way and simply allow it
to happen.

What also happens in those extraordinary moments that last the
entire weekend, is that the Dreamer in me wakes up and can see in
full relief everything that is taking place—all movement, all insights,
all impact—as though frozen in time.

My Thinker, my left-brained ally, while this is all going on, is con-
ceiving the processes, systems, and scalability factor in everything
that I am doing, so that we can systematize it to use again with an-

other person, and then another, and then yet another. . ..
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If your Vision were to faithfully replicate McDonald’s, how would
you go about it? Where would you start? How would you even
think about it?

Say your Dream was to transform the way medical services are
provided to senior citizens. Start thinking about it. Do you start by
doing research on medical services for senior citizens? Or do you
start thinking about what it feels like to be a senior citizen? And
what kind of senior citizen are we talking about? A senior citizen
with few financial problems, who is well insured, or a senior citi-
zen who is not insured and has little discretionary income? Are we
speaking about a senior citizen who lives with his or her family or
a senior citizen who is living on his or her own? Are we thinking
about a senior citizen who is living in a rest home or an assisted
care center? Are we talking about a senior citizen who is active or a
senior citizen who has stopped participating in their community?

There are a host of questions we need to ask as we begin the
process of converting our Dream into a moving and intelligent
Vision. And that it is here where we are attempting to bring
our Dream down to earth where we can see it, touch it, feel it, and
do it.

Wouldn’t you want to begin to talk to a lot of senior citizens

(continued)




who fit the model of the senior citizens who will benefit from your
Dream of transforming the medical services they receive? What
does it feel like to be them as they make an appointment with their
medical care provider? What’s going on in their minds? What does
it feel like to be waiting for the doctor’s conclusions? What does it
feel like to be them following their visit, going home, being who
they are, elderly people approaching the end of their lives? What

questions, fears, and thoughts do they have on their minds?
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The Vision Begins to Take Form

The painter has to wrestle with color, canvas and brushes,
the sculptor with stone and chisel . . . yet, the creative act,
their “vision” of what they are going to create,
transcends time. It is the same for every manifestation
of being. The experience of loving, of joy, of grasping
truth does not occur in time, but in the here and now.
The here and now is eternity . . .

—Erich Fromm, To Have or to Be

s Tom and I dug deeper into our Vision, as we began to get a

taste of what our system would look like if it were to be able to
transform small business worldwide, we began to see it more literally,
rather than figuratively, as had been the case up to this point.

We began to imagine hiring kids at minimum wage, just like the
kids who work at McDonald’s. We began to imagine creating a system
through which these kids would inspire our clients, train our clients,
coach our clients, the dress code they’d follow, the tools they’d use so
that our “French fries” didn’t fall on the floor.

We began to imagine the colors we would use on the walls, on the
sign, on the logo, on our stationery, on the client binders, on the

floors and ceilings, on the tables and chairs, just as McDonald’s did.
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Not like any office anyone had ever seen. Not like a consulting
company, but like a fast-food company, because that’s exactly what
we imagined we were building—the fast food of small business
consulting.

We weren’t selling consulting, we were selling extremely low-cost
predictability like no service any small business owner had ever
bought. We had artist’s renderings done of our imagined kids in their
uniforms, in the imagined store, with the golden arches shining over-
head.

“What are our golden arches going to look like?” Tom and I con-
tinued to ask. “Draw me one,” I told our artist. And he did. But it
didn’t look right, so he drew it again. And then again. We went on like
that, testing one look and then another, and then yet another. The
company was beginning to take shape in our heads.

During that time, I would knock on doors in the search for the
clients who would fuel our business development program and would
contribute to our process of inventing our company, until Tom and I
were no longer needed on the front end of the business, selling it and
delivering it. Instead, we could replace ourselves with our first kids:
one to sell what we did using the client acquisition system I was cre-
ating, the other to deliver it with the client fulfillment system Tom
and I were creating. We knew that without that, our company could
never become what we envisioned.

Tom and I could see it—the largest company of our kind in the
world. It was that Vision that possessed us. It was that Vision that
electrified us. It was that Vision that we continued to describe to each
and every one of our new clients with such great passion that they
began to believe us, and even began to do the very same thing them-
selves: create a Vision they could talk about to their business associ-
ates and friends.

“These two crazy guys in San Mateo are doing something nobody
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has ever done before,” they would say to their business associates and
friends. “You've got to hear them talk about it!”

People would come to hear me tell our story, and they would walk
away half believing in it. And I would tell it again and again and again
and more and more people began to believe it, and they would send
their friends. The company became a reality built on little more than
Tom’s and my shared imagination.

“Can you see it?” I would ask our growing audience of business
owners. And they would answer, “Yes!” “Can you see it?” I would ask
again. And they would respond with even more conviction, “Yes!”

The system we were creating became much more over time
than simply a system of ideas. It had become a system of action. It
had become an intelligent process through which every essential
thing that needed to happen in a business to enable it to grow would
be done. And all of the components of those overarching systems
would integrate with all of the other overarching systems to form
one overarching operating system that would mirror, as it took form,
the system that McDonald’s had become. Much later, Starbucks,
Wal-Mart, and so many other franchiselike companies followed suit
and began operating with intensity because the creators of those
companies were systems thinkers, just as we intended our clients to
become.

Meanwhile, Tom’s and my original “four agreements” turned into
six, then eight, then ten. They stood for what we were now calling
“The Ten Pillars of the Most Successful Small Business in the World.”
We imagined that Ray Kroc would agree with us, that, yes, we had
identified the Ten Pillars underlying the continued success of Mc-
Donald’s, indeed, underlying the continued success of any great com-
pany. These Ten Pillars were, and still are, the following. (I am going
to repeat the first four agreements in abbreviated form, because they

truly bear repeating.)
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All businesses require a Vision.
All Visions are both personal and impersonal.
Every company is an organization.

An organization is an organization of systems.

If you need to review the first four agreements in more detail,
refer back to page 75. If you're still with me, here are the remaining

six of the “Ten Pillars.”

There is no such thing as customer service. There is only
customer commitment, which comes down to making an
outrageous promise to your customer that you keep every
single time. That outrageous promise becomes your brand.
Your brand is built on your word, and it is reflected in
every decision you make and every action you take. Every-
one in your business must understand and be an expert at
the part they are to play in keeping your promise to your
customer. The effectiveness of every system in your busi-
ness must be validated based on the function it plays in
keeping your business’s promise to your customer, and
how well it keeps it. If not, then what are you going to do
about it?

Master the money from the bottom of the business to the
top of the business. Everyone in your business must
become a Master of Money. Without that there is no un-
derstanding of the truth of your business. The truth of the
business resides in the truth of the money. What money
does your business make, and how does it make it, and
how efficiently does it make it? These are critical questions,
which will drive the truth of your business into every con-

versation you have with your people.
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Your people are not your business, and conversely, your
business is not your people, either. Your business is its own
reality, which includes your people, but which is not your
people. Your people are themselves interested in them-
selves; they are only interested in your business to the
degree it provides them with what they want for them-
selves. That is how it should be, which means that your
business must possess a philosophy that provides your
people with what they want, provided they give your busi-
ness what it needs—and that is to keep your business’s
promise to your customers every single time. There are
standards that come into play in this method, and you
must know what those standards are, which, once agreed
upon, become the rules of the game in your business. Every
great business possesses rules of the game. No rules of the
game, no business.

Your business is an idea. It is either a great idea or a bad
idea. There are no other ideas worth talking about. If it’s a
great idea it’s worth doing. If it’s a bad idea, get out as
quickly as you can.

You know more about your business than anyone else
does. You can’t hire people who know as much about your
business as well as you do. If you can, you are in the wrong
business. You need to inspire, educate, train, and coach
your people to know what you know about your business,
so they eventually know as much about your business as
you do. Only then can your people improve your business.
Until then, all they can do is harm your business.

A business must mean something if it’s to be able to make
a difference in the world it serves. For it to mean some-

thing it has to do something that means something. The
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meaning of your business is directly tied to the results it
produces. If it produces meaningful results for its cus-
tomer and its employees, that’s what it means. “What do
the results your business produces mean?” is the only

meaningful question you can ask about your business.

The Michael Thomas Corporation (later E-Myth Worldwide) was
definitely becoming something Tom and I could identify as The Mi-
chael Thomas Corporation. And, as the local business community
got to know us better, they could, too. What MTC did and the way it
did it was easily the only place in the world where a small business
owner could buy what we did. And what we did and the way that we
did it made an enormously positive impact on both our clients’ lives
and their businesses. We were well on the path to turning our Dream
into our Vision.

Thank you, Tom, for what you brought to our shared Vision.
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As you can tell, when you move from the Dream Stage to the Vision
Stage of your company, the form of your company becomes specific
as opposed to general, and the specificity is likely to beg you to ask
more questions than you’re capable of answering. Ask those ques-
tions! Never stop asking those questions.

The answers will often shock you, or dismay you, because you
have no idea how you are going to do what your answers tell you to
do. What is your McDonald’s? What is your business an unlikely
version of¢ Who is your success model? Why is it your success
model? What are the characteristics of your success model that
make it your success model? What company are you emulating?
What are you saying to the world about your new idea for a com-
pany that works better than any other . . . so that you are impas-
sioned by it, and when you speak about it, it becomes clear to the
people you are speaking to that yes, of course, that is surely incred-
ible, there is no doubt about it, if you could do that, why, of course
it would be great.

But of course you really can’t do that. Can you? A medical ser-
vice that works as well as a Grand Prix racing crew does? A health
spa that provides stopwatch service while throwing the clock away?

(continued)




Watch for examples of unlikely excellence. Look for these examples
all the time. In magazines, in the news, on the street.

Think kick-ass quality. Put that in your brain. Think about
what the words kick-ass quality mean . . . in every aspect of your
business . . . visually, emotionally, functionally, financially. Make
a list of all the attributes your new company will possess. Keep a
pad by your side everywhere you go and take copious notes under
the categories Visual, Emotional, Functional, Financial. Remem-
ber, creating a Vision is as much about Dreaming as creating a
Dream is.

You can never take too many notes. Write notes wherever you
are. Get a memo pad and call it “Notes to Myself.” As you continue
reading this book, write “Notes to Myself” reflecting on the insights
you are accumulating as you read. Insights, insights, insights. This
book is all about insight, impressions, uncommon impressions, un-
likely insights. This is not a do-it-yourself manual. It is an entre-
preneurial spiritual guidebook. We are climbing the mountain
together. As you are reading this book, you are also dreaming about
your new business, visualizing it, imagining it, creating it. You are
doing the work of an entrepreneur at this very moment! Remem-
ber that.
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The Vision Continues
to Take Form

We are stronger than we know. Like deep wells,
we have a capacity for sustained creative action.
Our lost dreams can come home to us.

—]Julia Cameron, Finding Water: The Art of Perseverance

es, the Vision does continue to take form. Without a clearly de-
fined Vision, the Dream is aborted. Your Dreamer unconsciously
knows this (and consciously as well, but will rarely admit to it), but
resists the work of it nonetheless. The Thinker needs to be patient
with the Dreamer at this point in the process. He or she needs to learn

how to nurse the Dreamer along.

Tom and I persisted, as we were fashioning The Michael Thomas Cor-
poration, both in our minds and in our actions. Every day we came
together with a new unforeseen question: “Why are we doing it this

way? What would we do instead?” You might ask “how?” as opposed
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to “what?” But, in order to know how, we needed to first be entirely
confident about what.

It shocked us how easily we forgot the Dream, so we painted the
mantra on our company walls: “Bringing the Dream Back to Ameri-
can Business” in bright red, white, and blue.

Why “American business” and not “business worldwide”? Be-
cause, we reasoned, if we could bring the Dream back to American
business, we could bring the Dream back to any business anywhere in
the world.

Why not American small business? Because we reasoned that
since small business accounted for the vast majority of business in
America (and the world), if we brought the Dream back to American
small business we would bring the Dream back to all American busi-
ness, and so we simply stated the conclusion as we saw it: by trans-
forming small business we were transforming all business, and since
transforming all business was bigger than transforming small busi-
ness, we simply left out the word “small.”

Besides, saying “American business” gave us the sense of size we
were determined the company would eventually have. We were head
over heels in love with the idea. “Bringing the Dream Back to Ameri-
can Business,” yeah, you bet we would. We were actually doing it every
day; it wasn’t a promise for the future, it was a fact right now. Every
time we sat down with a small business client, we were bringing the
Dream back to American business, “one small business owner at a
time!” So, we added it to our slogan on the wall. And as we did, Tom

and I smiled at each other. And our clients smiled as well.

As Tom and I worked dutifully and inspirationally with each and
every one of our clients, we also worked on the deliverables we cre-

ated, along with the processes we used to deliver them. The deliver-
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ables themselves became known as Business Development Processes.
They quickly demonstrated the obvious—that while we were con-
sulting with our clients, we were quickly moving from a consulting
mode to a coaching mode and, in order to coach our clients, the pro-
cesses we were developing became our coaching tools.

And as we realized that, we also saw the need for warehousing
our processes in a Business Development Library of Processes, which,
in turn, called for an organizational hierarchy for that library, a
number system within the key categories in which each process
became resident content, from A to Z.

The key categories became what we now call the Seven Centers of
Management Attention. We identified them as Leadership, Market-
ing, Money, Management, Client Fulfillment, Lead Generation, and
Lead Conversion. All that was needed then was to begin the process
of identifying all the material to be included in our Business Devel-
opment Library of Processes within the seven categories we identified
as essential for any business to be successfully grown.

The key to the library’s success, however, was not its content—
although, of course, content is critical—but its context. The form it
took was driven by the requirements of an entrepreneurial-driven
company. The library began to form itself into the three stages of a
small business owner’s transformation. Stage One: Getting Your
House in Order; Stage Two: Growing Your Business; Stage Three:
Getting Free of Your Business. You'll note that I said the three stages
mirrored the small business owner’s transformation, as opposed to
the small business’s transformation. That was because the entire pro-
cess of business development was truly dependent upon our realiza-
tion that, while we were working on the owner’s business, we were
really working on the owner himself or herself; unless or until the
owner changed his or her perspective about business, the business

itself would never improve. It was the owner who needed to “get his
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house in order.” It was the owner who needed to “grow,” and it was
the owner who needed to “get free of the business.”

Thus, the structure of our business development program,
while ostensibly all about business, was really to become the most
amazingly comprehensive personal development program ever de-
vised. Its purpose was to transform an owner of a business into a
chief executive officer of his or her business, and, eventually, into a
stunningly effective entrepreneur in any business he or she chose to
create.

As soon as that became clear to us, and as soon as we had created
the hierarchy for the organization of our “library,” it also became
clear that for the library to be functional, each and every process
needed to connect to each and every other process, much like Great
Books of the Western World, Mortimer Adler’s wonderful encyclopedia
of the Western world’s great thinkers and great thoughts, all tied to-
gether with his ingenious Syntopicon, the index to the great thoughts
in the great books so the reader could pursue a subject, like love, and
discover what every one of the great thinkers had thought about it.

That’s what Tom and I aspired to do (but have not yet done)—to
create a Great Works of the Business World, with a Syntopicon as an
index to everything one would need to know about every subject
dealing with the creation and operation and growth of a business.
Nonetheless, we did accomplish a significant part of it by linking all
of the processes in our library to one another, mirroring the point of
view that served as the foundation for the entire library, which we
later called the E-Myth Point of View. (For more about that, please
read The E-Myth Revisited, The E-Myth Manager, and E-Myth Mas-
tery). Thus Finance connects with Marketing connects with Manage-
ment, and so on and so forth.

In short, our business development program library became the

fundamental business development system that any small business
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owner could use to build his or her business into a consistently pro-
ductive enterprise, while at the same time learning everything he or
she needed to learn in order to lead that enterprise successfully.

But, we weren’t quite done yet. We still needed to design the busi-

ness model that would make it possible for our business to grow.



STOP

AND

FOCUS

The Vision Continues
to Take Form

What form is your business beginning to take? Do you see that
this is nothing more than the fermentation of an idea, an idea
that perhaps came to you in the middle of the night, or while
you were playing poker, or in the middle of a conversation with
a friend? And as the idea became more and more present, be-
came a force of its own, began to speak to you insistently, so
much so that you couldn’t forget it, you were captured by it, as
Tom and I were. You were inspired by it and invigorated by it, so
much so that you knew you had to find a way to manifest it in the
world.

Now, it is completely up to you! Isn’t that an extraordinary
revelation? That it is yours to do however you are disposed to
imagine it? That you, looking at the world from your unique posi-
tion in the world, get to interpret the needs of the world, and re-
spond to them with the invention you are in the process of creating?
This is your opportunity to invent a new world!

So, here is my instruction at this point of time in our journey:
Take out your “Notes to Myself” and begin to write down what-

ever, and I mean whatever, comes to mind. Just let it all come out.




Write, write, write, to release the flood of impressions you are ex-
periencing, because within that flood is gold from high up on the
mountain above you. See it. Feel it. Think about it. Welcome the
Thinker, Dreamer! Welcome the Dreamer, Thinker! Pour your

heart out onto the page of your life.
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Coming to Grips with
the Business Model

I gazed gratefully at the ocean. It was so enormous and my
boat was so very small. It could crush me as easily as |
could swat a fly. But it hadn’t. It had let me sneak out, get
my fish, and return with nothing worse than a wetting.
What a teacher it was! How much better than the human
teachers with their endless talk about higher
consciousness and the sense and significance of life and
of man. The ocean did not talk of higher consciousness.
But woe betide those who did not watch what they were
doing, who came in or went out carelessly through the
surf, who failed to watch out for the rising of the wind.

—Robert S. de Ropp,
Warrior's Way: A Twentieth Century Odyssey

ust as I had struggled and exulted with the pleasure of creating
The Michael Thomas Corporation prior to and after founding it
in 1977, so have I wrestled with the process of inventing In the
Dreaming Room, LLC, prior to and after the day I founded it in 2005.
The process was identical: a Dream is critical to the journey; a
Vision is essential for the Dream to become a reality; this is a Journey,

and like all adventurous journeys, you never know what’s going to
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happen to you along the way—if you did, it would be called a Trip;
and for you to weather this journey, this entrepreneurial odyssey, you
need to be passionately invested in creating something remarkable if
you are ever going to survive it.

So it was in both my first entrepreneurial venture—The Michael
Thomas Corporation, now E-Myth Worldwide—where I learned so
many remarkable things; and in my second entrepreneurial ven-
ture—In the Dreaming Room—where I learned, and am learning, a
whole bunch of stuff my first journey never taught me the confluence
of them here in this book will give you a perspective I could never
have shared with you until now.

And that is this: Unless your idea for a business exceeds anything
you have ever imagined doing before, is bigger than anything you
have believed yourself capable of before this moment, has the poten-
tial of transforming a large enough number of people’s lives in the
world to make a huge difference in how the world works, and chal-
lenges you sufficiently to risk everything you have to make it a reality,
don’t do it.

Just don’t do it, dear reader, because it will likely disappoint you in
too many ways to mention. Don’t do it unless you are ready to rumble.
Don’t do it unless you can put all your fears behind you. Don’t do it
unless the pain of not doing it will exceed the probable pain of doing
it by a factor of ten. Don’t do it, because it’s not a game one plays casu-
ally. Don’t do it, because it will confound you, confuse you, threaten to
overwhelm you, every single dangerous step of the way.

No, don’t do it unless you're ready to stop, then stop again, then
look around you and inside of you to ask yourself this very important
question: “Am I ready and willing to change the world no matter what
might happen to me, so help me God?” And if your answer is a re-

sounding “Yes, yes, yes,” then you are an Awakened Entrepreneur
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worthy of the Journey ... and youre ready to look at the extraordi-

nary idea of the Perfect Business Model.

A business model simply describes the way a business makes money.
For example, you are creating an Internet business that provides in-
formation to a certain market segment: people with diabetes, people
about to retire, people with capuchin monkeys, people who are seri-
ous bicyclists, and because you provide your audience with more in-
formation than they could ever hope to find anywhere, they visit your
website in droves thirty times a day.

Because of that, the companies who manufacture products or
provide services specifically designed for your market segment want
to advertise on your website and you are only too willing to let them.
It’s your business model. That’s how you make money. Not by selling
information to the visitors of your website, but by selling advertising
to the companies that do.

Using the same example, a second business model would be to do
the first—attract a large number of capuchin monkey breeders to
your website—but instead of selling advertising space to companies
who want to sell their stuff to capuchin monkey breeders on your
website, your intention is to sell your stuff directly.

Do you see how the business model changes your perspective?
Your “Market” has now become your “Customer” even though they
are still the one that all of your attention is focused on: capuchin
monkey breeders. Your stuff of course could be anything, including
selling space on your website to capuchin monkey breeders to reach
other capuchin monkey breeders, and so on.

But, here’s the point. Whether your business model calls for sell-

ing advertising space to companies who want to reach your market,
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or for selling your products or services to your Market, now your
Customer, really doesn’t matter unless you can attract them and keep
them coming to your website in droves because they see it as the best
place to go for what your Customer/Market perceives they need and
can’t acquire anywhere else as well as they can from you! And, in both
cases in the case above, it is the information you provide—and the
way that you provide it—that will determine how brilliant your Busi-
ness Model is or isn’t.

Which means to say that:

Your Business Model is only as good as your Business Idea,
and

Your Business Idea is only as good as your determination
to do it better than anyone else has ever done it before, or

will conceivably do it in the future.

This means that you could provide all the information in the
world about anything in the world, but if the way you provide it
doesn’t successfully differentiate you from all the competition in the
mind and heart of your Customer/Market; if it doesn’t look, feel, act
conclusively different and better than the rest; doesn’t compete on
price, doesn’t stand out as a Brand; and, most important, doesn’t pro-
duce the result you want and more, then your Business Model sucks,
no matter how much sense it makes on the printed page.

In the case above, and any other case you choose, there is no such
thing as the information business. There is only the application busi-
ness—the result information produces as opposed to the information
itself.

Customers come for results. Customers only come for results. A

Business Model that is built on anything other than results is, after all
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the hurry-scurry at the beginning (think of the dot-com bust),
doomed to fail.

Here’s an example: the University of Phoenix (UoP). It can easily
be demonstrated that the University of Phoenix is not the best place
to go for education. Frankly, it doesn’t compete in that category.
What’s more, it doesn’t pretend to. If UoP were to try to compete in
that category they would fail. No, the University of Phoenix is in the
business of providing low-cost, easy-access degrees. They are selling
degrees, not education.

UoP doesn’t pretend to compete in the education category. Yale,
Harvard, Dartmouth, and the like, all compete in the education cate-
gory. A degree from Harvard is worth significantly more to the grad-
uate of Harvard than a degree from UoP is to their graduates.

To the Customer, the question is not whether the University of
Phoenix offers as good an education as Harvard does. The only ques-
tion is “How do I get a degree at all?” The University of Phoenix is a
manufacturer of low-cost, easily acquired degrees that can be earned
while continuing in a full-time job. You can’t do that at Harvard.

The University of Phoenix’s Business Model is priced, delivered,
and developed for the Customer who is determined to get a degree he
can afford in terms of time and money. The Harvard Business Model
is priced, delivered, and developed for Customers who want the very
best, exclusive, elite education for their children and can afford to pay
for it. The University of Phoenix’s customer is not the parent of the
student but the student him or herself; a working adult who is deter-
mined to get a better job, position, career than the one they can get
without a college degree. Again, it’s not the education they want, but
the degree.

So, obviously, the Business Model is key.

That is why the University of Phoenix is such a brilliant business
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idea and Business Model. They know what business they are in. They
are in the business of providing degrees to people who couldn’t get
them if it weren’t for the University of Phoenix. And so they have de-
veloped a perfect model to make the process as painless, as inexpen-
sive, and as productive as they possibly can.

Back to the fundamental question: “What result is your business
designed to produce—and for whom?”

And then, “How do you make money doing it?”

To Tom and me, The Michael Thomas Corporation was in the busi-
ness of transforming small business results worldwide by inspiring,
teaching, training, and coaching small business owners in the science
and art of small business design, implementation, and management.

Our program was to be:

Low cost—about the cost of a minimum wage employee
Easy to enroll in—only one month’s fee in advance, pay as
you go

Easily accessible—Dby telephone, fax, mail, and modem.

In short, a service unlike anything our small business owner client
had ever been offered before.

What’s more, they could enter the program and leave the pro-
gram at will. In addition, we would demonstrate continually that our
program produced increased profit, increased revenue, and increased
personal income for our small business owner/client. In addition, our
program resulted in decreased stress, increased free time, and in-
creased value of the owner’s equity, because we improved the value of

his or her business every single time, provided he or she stayed with
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the program for at least a year. The bottom line is that our program
would always produce in results more than the program cost to par-
ticipate in it.

But—hear me—this is very, very important. All of what I just
listed as the benefits of The Michael Thomas Business Development
Program were created in our minds and on paper long before we ever
produced them! As Tom and I went to work on our business (the
E-Myth expression of all time), before we ever went to work in our
business (work on it, not in it . . . the rest of the story), we committed
ourselves to building a program that would produce those very re-
sults every single time.

That we failed to do it over and over again as we were learning
how to do it goes without saying. But, because we were committed to
do it, we learned how to do it, and became consistently and incredibly
able to do it, over and over and over again for tens of thousands of
small business clients in 145 countries, clients who came to us with-
out a clue how to do it themselves.

That was our Business Model—to become the no-cost small busi-
ness development expert worldwide. Not low cost, mind you, but no
cost. And by so doing, to transform small business worldwide.

The question, of course, was how could we do that?

What was the “secret sauce,” so to speak, that enabled The Mi-
chael Thomas Corporation, and now E-Myth Worldwide, to produce
such exceptional and predictable results, over and over again for so

many small business clients in every imaginable kind of business?

I came face-to-face with the very same questions as I began to do
Dreaming Room after Dreaming Room. Just as I had gone down the

street as our first salesperson, and meeting with clients as our very
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first business consultant at the beginning of The Michael Thomas
Corporation, now, In the Dreaming Room, I was “going down the
street” as our very first Dreaming Room Facilitator, facing the same
kind of problems—Iack of experience, lack of knowledge, lack of un-
derstanding—as well as the same kind of breakthroughs: “Oh, so this
is what people think of when you mention the word Dreaming! Oh,
so this is why people resist the entire notion of Dreaming! Oh, this is
really, really, difficult to do!”

And each and every Dreaming Room I did challenged the very
idea of the business, as well as provided me with every reason to per-
sist with the business.

“What an extraordinary experience this is!” I said to myself as I
wrestled with myself and with every participant.

“What a remarkable thing this will be, once I figure it out,” I
thought.

“But what is the Business Model?” I asked myself continuously.

“It’s not, obviously, simply a venue for me to run Dreaming
Rooms! Heaven forbid!”

“So, then what?” I asked myself as I doggedly persisted in doing
Dreaming Room after Dreaming Room.

“Then what?” appeared as simply as the idea for the Dreaming
Room showed up in my mind the first time I thought of it. “Then
what?” became so transparently obvious that I wondered why I hadn’t
seen it at the outset.

“Then what?” was this: The Dreaming Room was not just an in-
tensive weekend workshop. The Dreaming Room was to become “the
Power Source for Entrepreneurship Worldwide!”

It was to be a bundled set of services to Awaken the Entrepreneur
Within, and then to provide them with all of the inspiration, educa-
tion, training, coaching, and, most important, the turnkey services

they needed to make the job of building a great business easy, afford-
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able, and consistently successful beyond belief. What would those ser-
vices be?

Here they are:

MyGrowthPartner.com
MyGrowthManager.com
MyGrowthOpportunity.com
MyGrowthCapital.com
MyGrowthSoftwareManager.com
MyGrowthOrganizer.com
MyGrowthMentor.com
MyGrowthMarketingEngine.com
MyGrowthAccountant.com
MyGrowthAttorney.com
MyGrowthMedia.com
MyGrowthAdvertiser.com
MyGrowthSalesLeader.com
MyGrowthCoach.com

Each and every turnkey service will provide each and every Awak-
ened Entrepreneur with exactly the kind of help, system, solution,
and capability each will need as they go through the stages of entre-
preneurial growth, all at the lowest cost possible with the highest
probability of success.

The crucial word is turnkey.

That is the hallmark of the E-Myth Point of View. The System is
the Solution, as my E-Myth books say. When you understand the
need for a System, the power of a System, the efficacy of a systems so-
lution to people’s problems, then, and only then, can you build a scal-
able business like McDonald’s or Starbucks, or any other business.

Only then can you build one turnkey business that works every single
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time. Only then can you build 30,000 turnkey replicates of that first
one—the secret sauce of McDonald’s outlandish success. Only then
can you ask the question, “Is this business also transformational, in
that it will change the world positively from this time on?”

The MyGrowth services are each meticulously based on the turn-
key model that McDonald’s has so successful built, and, because of
that, they provide any and every awakened entrepreneur with the
confidence needed to replicate the success of every successful com-
pany that is born.

And, by so doing, In the Dreaming Room, the Company will have
fulfilled the Dream, Vision, Purpose, and Mission that Tom and I
began with The Michael Thomas Corporation: to transform small
business worldwide by making certain that every new business in the
world is built impeccably, through the utilization of Systems that suc-
ceed again and again.

“Just imagine!” I thought to myself as this Vision came to me fully
formed and in brilliant color. “Imagine solving the riddle of business
failure long before a business is ever built!”

Imagine what it would have meant to Tom and me, long ago, to
have had at our disposal turnkey services such as the “My Growth
Services.”

Imagine if we could have tapped into an intelligent resource, as
each of the MyGrowthResources will be, where we could find proven
lead generation systems, proven lead conversion systems, proven legal
systems, accounting systems, systems for acquiring proven growth
managers, capital, partners, professional organizers, systems special-
ists, and more!

Imagine a huge field of certified solutions, each of which works
with all the others in a synchronized manner to produce synchro-
nized results. Imagine being able to acquire all of these services at low

cost, and as easily as using the telephone. Imagine providing a web-
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site where all of these services and many more could be accessed with
the click of a mouse.

Just imagine being connected to every Awakening Entrepreneur
in the world, each of whom has participated In the Dreaming
Room, each one an active member of Dreaming Groups in which
seven Dreamers work together to improve their ability to dream, to
vision, to purpose, to mission, to become Masters of Money, to excel
at developing their essential skills to build a small company from
scratch.

Just imagine that each Group of Seven becomes a part of a Circle
of Seven Groups. And each Circle of Seven Groups becomes one of
Seven Circles, which make up a World of Entrepreneurs, and each
World of Seven Circles makes up a Universe of Seven Worlds. Just
imagine that all of these Awakening Entrepreneurs are meeting with
one another once a week going through the Dreaming Room Process,
telling one another, “I have a Dream, I have a Vision, I have a Pur-
pose, I have a Mission,” and getting clearer and clearer as each dem-
onstrates his or her ability to convince the other members of the
Group as to the brilliance of their Dream, their Vision, their Purpose,
their Mission.

Just imagine that as they develop that ability to articulate their
Dream, their Vision, their Purpose, their Mission, they are able to
access all of the services they will need to implement their new com-
panies. As they do that, new ventures will spring up all over the world.
But they will be ventures with a difference. They will be ventures that
mean something. And they will be Ventures that will possess the abil-
ity to do what they mean.

Just imagine a company that could do all that! The Dreaming
Room and E-Myth Worldwide and MyGrowthResources all work-
ing together with their Strategic Partners, all companies who believe

in the Dream, the Vision, the Purpose, the Mission of transforming
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entrepreneurship worldwide, waking people up to their remarkable
potential, teaching people—not only entrepreneurs, but all people—
that the gift of dreaming is something that we can all master.

That dreaming, intentional dreaming, as we refer to it In the
Dreaming Room, is a gift that will lift all of us on this earth to pro-
duce miracles everywhere they are needed.

There is a desperate need for Intentional Dreaming in Africa,
where so many struggle with the reality of AIDS, or the lack of clean
water, or the knowledge of how to grow healthy foods, or how to run
and lead a great country.

There is the same need for Intentional Dreaming in the Middle
East, where hate and envy and evil deeds have destroyed lives for de-
cades, if not centuries, but do not need to.

People must begin to see that Dreaming . . . Intentional Dream-
ing . . . has the power to transform our relationships, and by so doing
connect us with one another for the very first time.

Creating new worlds based upon original thinking and dreaming
involves a vision, a purpose, and a mission we can all understand.
That’s because it is not one’s vision at the expense of another’s, but
one vision—the ability to create our way out of any circumstance or
condition in which we find ourselves.

The business model I envisioned for In the Dreaming Room was
both local and global. It was built on the Internet and on the ground.
It was available to every single human being through groups, circles,
worlds, and universes. Do the math. If there are seven people in every
group, and seven groups in every circle, and seven circles in every
world, and seven worlds in every universe, there are a total of 2,401
awakened entrepreneurs in just one universe.

If each Dreaming Room market (a geographical designation,
such as San Diego) constitutes seven universes of entrepreneurs, that

means that San Diego alone has the potential to produce 16,807
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awakened entrepreneurs. Sixteen thousand new ventures, all of which
work.

Is that possible? “Probably not,” replies the Thinker. “Probably
not,” agrees the Expert. “Probably not,” the Cynic echoes. “Probably
not,” the seasoned veteran of business chips in. “Probably not,” says
the financial modeler. “Probably not,” says your uncle, your brother,
your aunt, your father, your mother. “Probably not,” says my Dreamer,
who is too overwhelmed by the fact of it to become even intrigued by
the possibility of it.

But, then what? Well, let’s just ramp it down a little. Let’s just do
what everyone who has ever created a stupid business plan does.
What if we only got one thousand intentional dreamers to do this
thing in San Diego. What if we only enlisted three hundred inten-
tional dreamers to do this thing in San Diego. What about that?

“Oh, screw it!” I said.

“Let’s just go ahead and do it!” I said.

And so I did. No matter what my uncle, brother, or aunt said.



STOP

AND

FOCUS

Coming to Grips with
the Business Model

The model is the strategic heart of every company. However, it is
well that you only sniff it out this early in the game, lest it become
the driver of your intention. Your intention is not to build a busi-
ness model. Your intention is to fulfill your Dream.

Martin Luther King might well have benefited from a business
model, as well might the many African Americans he dreamed of
serving. But, without his Dream, and the passion that fueled it (or
is it the other way around?), his name would not be remembered
today, nor would his famous speech, “I Have a Dream.”

His Dream was not of a business model, nor did he ever think
that way, unless at the core of his thoughts, he might have asked in
despair of anyone who was willing to listen, “How are we ever
going to get this done?”

That is the second question we’ve been dealing with here. It is
the Thinker’s question: “How are you going to get this done?”

It is also the revisit of the question, “What?”

The business model continually bounces back and forth be-
tween the two. A strong, focused Thinker is apt to convince the
Dreamer that despite the fact that his Vision is not exactly what
you had in mind, it’s easier to adopt it, and then adapt it, than it




would be to press on, and on, and on, trying to figure out how to
deliver your Dream with the full force through which you feel it,
given how vague it appears to be and how impossible to do.

“Couldn’t we just settle down and do this instead?” he is likely
to ask. And, of course, your only answer, if you are true to yourself
and to me, is “No. But thank you, no.”

So, dear, valuable reader, pull out your “Notes to Myself” pad,
or whatever you’ve chosen to call it, and start writing feverishly.
We’re looking for good stuff here, much like I hope I have shared
with you. Push the envelope, go beyond the bland, and discover in
your heated rambling an idea worthy of pursuit! Just how the hell

are we going to do this thing we’ve committed to do?







P A R T F O U R

THE
STORYTELLER
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THE PURPOSE
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Detining Purpose to
Capture Your Imagination

“Perhaps I should not have been a fisherman,” he thought.
“But that was the thing that I was born for.”

—Ernest Hemingway, The Old Man and the Sea

ick Warren, in his wonderful book, The Purpose Driven Life,

begins by writing, “It’s not about you.” The confused, self-
centered me would say, “Well, if it’s not about me, then who else?”
only to find out what Rick Warren meant by the time I got to the
second page.

Similarly, this book is not about you. It’s about what we are all
called to do, if we are called to do anything, that is. This book is about
someone hiding in you. It’s about the one who creates.

Of course, I have said all this before. I said it when I called this the
Age of the New Entrepreneur. I said this when I talked about the Per-
sonal Dream as opposed to the Impersonal Dream. I said this when I
wrote that entrepreneurs do not create businesses for themselves,

they create businesses for others. No self-respecting entrepreneur
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would create a business for himself or herself. My God, such a busi-
ness would have only one customer!

I said, too, that most small businesses are not invented by
entrepreneurs but by technicians suffering from an entrepreneurial
seizure who go out and create a business for—whom do you think?—
themselves! Why do you think they are miserable? The business is
doomed to disappoint them, as a life determined by personal dreams
is doomed to disappointment. But we don’t know how to do anything
else. The only examples we have of people who have done something
for someone other than themselves are people such as Mother Teresa,
or Gandhi, or Martin Luther King, or perhaps someone you know
who has continually lived life for others.

Often, these individuals pay such a price for it! If they don’t get
killed, they get destroyed by the difficulty of it. If they don’t get de-
stroyed by the difficulty of it, they become desperately disillusioned.
If they don’t get desperately disillusioned, they become hopelessly re-
signed to living a relatively meager life, without all the benefits that
those more self-disposed seem to enjoy.

That raises the question, “Does selflessness, or, put another way,
living for other than self, always lead to a life of lack? Is that what
you are asking of me, Michael? And why is this so important in a dia-
logue about entrepreneurship? Do I have to make my life all about a
Mission?”

Well, yes and no. But where’s the choice?

If someone had a choice between pursuing meaning as a mission,
or pursuing self-gratification, what choice would there be? Can you
imagine a life without meaning, or, perhaps better stated, a life with-
out purpose? Would you intentionally choose to live a life without
purpose? Would you intentionally pursue creating a meaningless
business if you had the choice to create one with meaning? A business

without meaning would sell meaningless products and services that
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would satisfy people who live meaningless lives. And how does a busi-
ness choose meaning over nonmeaning, purpose over lack of pur-
pose? What does all this mean, anyway? Why are we asking so many

questions?

It is not just the Dreamer and the Thinker who ask all the questions.
The Storyteller does, too. But, the Storyteller’s questions are quite dif-
ferent from those asked by those other two, closely aligned as they all
are. The Storyteller asks questions that evoke the essence of the
Dream, of the Vision, of the Purpose from which all great stories
arise, from which all great characters are formed, from which the true
magic of the endeavor is inspired.

The Storyteller is the one who sings songs and tells his poetry to
anyone who will listen, who writes poetry about the calling, the
Dream’s intent, the passionate purveyors of the Dream’s lyric musing.
The Storyteller is the one who captures the Dreamer’s heat, the
Thinker’s logos, and wraps it all into a magical ball that he then
throws into the wind.

To catch it as it flies back.

To throw it into the wind again.

To stand in awe of that creativity, which is not limited to artful
things, although artful things can be deduced from the simplest be-
ginnings. Even a catcher’s mitt can make music, even a belt buckle
can sing a song, even a bottle of aspirin can be made to parody a cha-
cha. A plain white shirt can become a rabbi’s mystical shield against
evil, a tricycle can carry an old man to the store to buy groceries, and
even a store that sells groceries can become a temple of wisdom if the
right person asks the right questions at the right time of the day in
the right way.

A great Storyteller need only know the Purpose. When there’s a
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Purpose, there is a story waiting to be told. If it is a great Story, all the

better. The shrewd Storyteller will always rise to the occasion.

Every day at The Michael Thomas Corporation was a day to tell our
story. I was the one in charge of doing that.

As time went on in those early days and months, it became obvi-
ous that I was the Dreamer, Tom was the Thinker, I was the Story-
teller, and I was the Leader.

It wasn’t that Tom didn’t tell the story or that I didn’t do any of
the thinking. He did and I did. It was simply that he was better suited
for so many other things that called for his kind of intellect rather
than mine. (I’ve thought a great deal more about this subject of dele-
gation and the compartmentalizing of accountabilities since, and I'll
share it with you in the Leadership part of this book. In short, Tom
and I could have done this portion of our partnership much, much
better than we did.)

And it was also true that if the Story was to be told I wanted to be
the one to tell it. I was always ready to tell the Story. After all, it was I
who wrote the Story. And I wrote it in the only way a story gets writ-
ten: every way and everywhere I could, by telling the story as I went
down the street pitching our wares, when a prospect said no and I
needed to respond to save the sale, in client meetings when a client
didn’t understand a recommendation we were making to him, as I
led seminars. As I took a shower. As I talked to my wife at night. As I
drove to the store. As I walked into the office and out of the office,
and while I worked in the office. I wrote the story as Tom and I ate a
hurried lunch together in the coffee shop next door.

The story has to be written if the story is going to be told. You
can’t get around it. But if the story is going to be written, it needs to
be told.
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First, telling. Then, recording. First saying what comes to you,
then recording what came to you. Then memorizing what you wrote
down. The process of creating the story for The Michael Thomas
Corporation became my personal search for the Holy Grail. And as it
became clearer, and the better I could tell it, it became obvious to me
that I was telling it everywhere I went, to everyone I met.

I told the story in hiring seminars as we began to hire people.

I told the story in one-on-one interviews as I got to know the
people who wanted to come to work for us.

I told the story time and time again to Ellen, the new salesperson
I was training to replace me. I told the story to our first consultant,
Richard, who was going to replace Tom and me as our only Coach.

I told the story in seminars to dozens of small business owners
enrolled by Ellen as we developed our lead generation process so that
she could do it as effectively as I could.

I told the story to our banker, to our landlord, when they asked
how we were doing, wondering what was going on in there, in the
new offices we leased and where new people were showing up
every day.

I told the story to my wife, who was wondering why I spent so
many hours away from home. I knew I needed to inspire her, to ex-
plain it all to her so that she didn’t feel so lonely.

And mostly, I told the story to myself, to refine it, to reshape it, to
intoxicate myself with it, just like I practiced the saxophone many
years before, over and over again, doing the scales, moving my fingers
up and down the keys, getting the music down just right, the sound,
that extraordinary saxophone sound.

To me, the story was everything.

It wasn’t what we did, of course. It was the story about what
we did.

But had there been no story, had I not immersed myself in the
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telling of it, what we did would have meant less than nothing. With-
out the story about what we did, without telling what our Dream was,
what our Vision was, without explaining it in words that rang true,
without igniting those words with the passion I felt for what we were
doing, without the means through which that passion moved from
me into the one to whom I was telling our story, there would have
been no transmission from my imagination to their hope. The spirit
would have been missing. And if the story is everything, it is the spirit
of the story that makes it so.

The Story always begins with “Let me tell you who we are and what
we do.”

When people ask me to describe the Dreaming Room, it is as
if I am back there in 1975 all over again, before the Story of The
Michael Thomas Corporation had been invented. Back there at the
beginning.

Because, even today, months since the very first day of the very
first Dreaming Room, the Dreaming Room story is still being written.

But, hey, what the hell, let me tell you who we are and what we
do. What follows is the story of In the Dreaming Room. It’s the story

I tell everyone I meet.



The Story of the

Dreaming Room

The failure rate of small businesses is horrific.

Fully 80 percent of all small businesses fail.

Few know the true cost of that failure, but it is staggering when
fully understood.

Most people who start their own business use savings, personal
credit cards, family loans, or a second mortgage on their home to
finance their business until it is self-sustaining.

Unfortunately, few small businesses are self-sustaining until
their third year of operation, which means that the owner often
must work a second job to support himself and his family while
working in his new business.

While he’s waiting for his business to grow, the new business
owner is distracted by all the things he needs to do and all the
things he isn’t getting done.

The frustrations mount, and the only way he deals with them
is to remember the thought that one day when everything is work-
ing like a charm he’ll be free to take time off, to take vacations with
his family, to do the good things a business of your own is supposed
to make possible. But, in most cases, the frustrations mount and
the “good things” never materialize; not the way he imagined
them, that is.

(continued)




It’s then, when the fear that the business will never generate
the income he and his family needs, that he begins to feel the real
pain of his decision to start a small business of his own. He’s terri-
fied that he will never pay down his credit cards, never pay off his
second mortgage, and never pay back his family. Just then, when
he has just about lost all hope, in walks E-Myth Worldwide, and
the business suddenly takes a new direction.

And that’s fine for the countless millions of operating busi-
nesses that need a good dose of what’s missing in their business
today: leadership, management, marketing, and financial exper-
tise, along with a strong coach who knows how to teach them
how to implement that expertise in the development of their
business.

But, what about all those who are just thinking about starting
their own business?

What would have happened if we had been able to catch our
new business owner before he made the investment in his new
business? Before he signed his lease? Before he got a second mort-
gage on his house? Before he borrowed money from his family?
Before he cashed in his savings or his IRA? Before he opened a
credit line at his bank?

What would we tell that potential small business owner who
hasn’t yet made the decision to start his own business but is just
dying to do it? What would we tell him that E-Myth Worldwide
isn’t telling him now?

This is what we would tell him.




We would tell him that the one thing that’s missing in 99 per-
cent of all businesses is a clear and compelling Dream.

It’s what great entrepreneurs know that nobody else under-
stands: that a great Dream is essential to building a great business.
And a great business is essential if you are ever going to beat the
odds of small business failure. It’s the only way to succeed.

What’s a great Dream?

A great Dream is a great idea for a business that blows people’s
minds.

A great Dream is what created McDonald’s, Starbucks, and
Federal Express.

A great Dream is what makes great businesses stand above all
the rest.

Imagine living on the edge by creating a stunningly original
company, your company, but never feeling overwhelmed, as you
would feel without the Dreaming Room, and without your entre-
preneurial peers and partners helping you along as you begin to
take this new, exciting, incredibly entrepreneurial journey.

At the Dreaming Room, we have invented the power source for
entrepreneurship as the only answer of its kind to people who wish
to create their own business but do not want to take the outrageous
risks such a decision demands.

In the Dreaming Room is the only turnkey entrepreneurial
system of its kind.

It helps you to do exactly what you want to do—start a new

(continued)




business—but without the pain and without the risk, and without
the need to make all those painful mistakes that every single new
small business owner makes.

At the Dreaming Room we are there to inspire you, teach you,
train you, and support you every single step of the way. So, how
much is it? How much does all that cost? One year in the Dream-
ing Room costs only $5,000. What do you receive for that?

Well, first, a year-long membership with In the Dream-
ing Room, starting with two and a half intense, creative days
working directly with the Dreaming Room’s founder and Chief
Dreamer, Michael E. Gerber. Second, once you exit the Dream-
ing Room, we help you to form your own Dreaming Room group
with six people you know and want to work with to plan your new
company and theirs. There will be seven intentional Dreamers
when your group is finally full. Each of those participants will of
course come to the Dreaming Room before your group begins in
earnest.

Next is the support of the Dreaming Room network, and ev-
erything it has to offer people just like you throughout the world
who are also working the Dreaming Room process to dream and
create their own great new business.

Not only that, but as a Dreaming Room member you get to re-
visit the Dreaming Room as many times as you like, provided you
bring a new Dreamer with you.

Think about it. Only $5,000 and you are ready to fly. So, don’t

wait. Start now. There is nothing more exciting than beginning to




dream about your future, knowing that you will never be alone,
that you are never on your own, that everything you need to know
about building a great new business is just there, waiting, only a
website away. Web address www.awakeningtheentrepreneur.com.

Call us. Enroll today. Come dream with me!




STOP

AND

FOCUS

Defining Your Purpose

What is your Purpose? Do you see now how important the Story-
teller is? Do you see why no entrepreneur could be an entrepreneur
if he was incapable of telling his story? Of defining his Purpose?

What is the importance of what you are doing? What impact
will it have on the people your business is being invented to serve?
Write a few notes about service. Describe it as though you were
talking about service to your little girl or boy. How would you de-
scribe being of service to a little child? What words would you use?
How would you define it, describe it, discuss it, so that the little
child’s curiosity was sufficiently piqued, so that the next time you
saw him he had questions about it?

How do you speak about the urge to serve? Tell a story about it
in your place of worship, at the Kiwanis Club, at the YMCA. Tell it
at a chamber of commerce breakfast meeting. See yourself saying
it: “I woke up one morning with the urge to serve. I had no interest
in serving before that moment. I don’t know why, or what hap-
pened, but I was suddenly called to do something new and differ-
ent in my life. To find something I could serve to make a difference
in the world.”

That’s how a great story begins, it begins inside, inside you,
with an inspired moment, a thought, a question, a sudden shift in

attention. It starts with a longing, an unrequited urge, a feeling,




that something is missing in this picture. Something is missing in
your life. It starts in you just like it starts in me. This is the time to
pursue it. What is your purpose, what is this great business you are
called to create? Take notes, take notes, take notes. This is the time
for note taking. Write down, write down, write down everything
that arises in you. This is the time to write, write, write. This is the

time to pursue your Story.
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Pursuing Your Story

The truth is that when his mind was completely gone,
he had the strangest thought any lunatic in the world
ever had, which was that it seemed reasonable and
necessary to him, both for the sake of his honor
and as a service to the nation, to become a knight
errant and travel the world with his armor and his horse
to seek adventures and engage in everything he had read
that knights errant engaged in, righting all manner of
wrongs and, by seizing the opportunity and placing
himself in danger and ending those wrongs,
winning eternal renown and everlasting fame.

—Miguel de Cervantes, Don Quixote

n the Dreaming Room, at the very beginning of the process,

people walk in nervously wondering what is going to happen to
them.

You can see it on their faces, you can feel it in their bodies, the
way they walk, the way they introduce themselves to the people on
either side of them, the way they laugh nervously, or the way they stay
to themselves.

They are all wearing a question on their sleeve, which is as trans-

parent to me as anything I have ever seen. This question, “What’s
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going to happen to me?” is alive and well and sizzling at the begin-
ning of every Dreaming Room I have ever done.

It sits there inside every person in the room except me.

It sits there like a shadow, like a dark cloud, like a dire prediction,
like a dream.

“What’s going to happen to me?” is less a question than it is a
belief.

But, whatever it is, and however it reveals itself in the moment, it
is alive and well at the outset of every Dreaming Room, and will con-
tinue to be, I am sure, for as long as I live.

I never thought it would be, but it became quickly apparent to
me that this question was at the heart of everything I hoped to ac-
complish in the Dreaming Room. It would impact the way we were
going to connect with one another. The way we were going to dis-
cover one another. The way we were going to awaken the entrepre-
neur within each and every participant in the room before they left.

Remarkably, too, I discovered in retrospect during the dozens of
Dreaming Rooms I have done, that this question—“What’s going to
happen to me?”—is what shaped every small business we had ever
worked with at E-Myth Worldwide, and every dysfunctional relation-
ship the owner had had with his or her business, his or her people,
and his or her life.

Because this question—“What’s going to happen to me?”—was
sitting inside every one of our clients as they made their decisions
about how big their business was going to be or how small. About
how much money they were willing to invest in order to achieve their
objectives. About how many people they were willing to hire or how
few. About what they were willing to do, and what they were unwill-
ing to do. Every single decision they made and were called to make
was driven by the unstated but deeply felt question: “What’s going to

happen to me?”
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Clearly, if anything remarkable was going to happen In the
Dreaming Room, it was essential that this question be dealt with at
the outset and throughout the two and a half days. Otherwise, all we
could expect to happen was more of the same. The business they
hoped to create would be no better than the business, or the life, they
had created before.

It became obvious to me that this question was the biggest single
obstacle standing in the way of every human being on the face of this

earth from experiencing true joy.

The answer to the question—“What’s going to happen to me?”—is
very straightforward: “You are going to die.”

When I say that, as I always do in the Dreaming Room, everyone
laughs.

But not really.

It’s that nervous release that pushes the wind out of us in the
form of a laugh that’s more like a cough, or an uncontrollable hiccup.

It’s where I suppose all laughs come from. An instantaneous rec-
ognition of the truth told out of context that jars our sensibilities or
our sense of composure, the Self that is suddenly put into question.

“Hi, folks, welcome to the truth. We’re all going to die. Now that
wasn’t so bad, was it?”

But, yes, of course it is bad. It’s the worst. I don’t want to die!

And if everyone in the audience knows they are going to die, then
why should everyone be concerned about “What’s going to happen to
me?” It obviously isn’t death everyone is concerned about. We already
know we’re going to do that. We just don’t know when. Or how.

Well, that could be what everyone is worrying about ... when
they’re going to die.

And how they’re going to die. Because they don’t know what
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death is, what actually happens after we die, the unknown of it is ob-
viously terrifying to anticipate.

Yes, that could be it: fear of the unknown. But my intuition tells
me that what everyone is concerned about is, What’s going to happen
to me between now and the moment I die?

The pain they may have to experience. The loneliness. The suffer-
ing. The struggle they may have to endure. The doing without: with-
out money, without comfort, without love, without companionship,
without friends, without credibility, without a home, without food,
without self-confidence, without control, without . . .

Wait a minute! That sounds like it. Without control. Every-
one’s fear In the Dreaming Room, everyone’s fear wherever they are,
everyone’s fear on the planet is about only one thing: being out of
control.

Nothing can happen to me that I don’t want to happen to me if I
retain control.

But, isn’t that where the suffering lies? That I know I don’t have
control? That I know I never have had control? And that every effort
in my life has been to try to maximize the control I have over my cir-
cumstances? Even then, even when I have tried to maximize the con-
trol I have over my circumstances, my experience tells me that I didn’t
have control, that control was an illusion.

I made decisions without all the information I needed, thinking
that I was making the right decisions, thinking that I was in control,
only to discover much later that I had left something out.

I wasn’t privy to all the information.

I made assumptions based upon faulty or inadequate informa-
tion.

And then the worst happened. I was suddenly shown that my be-

liefs, attitudes, and opinions were wrong. And then I experienced the



Pursuing Your Story 139

pain, the negative impact of my faulty decisions. I had to make an-
other decision, knowing at the same time that I was possibly going to
repeat the same process, because I couldn’t be sure that I had all the
information I needed, that I didn’t possess all the skill I needed, that I
didn’t possess all the knowledge I needed. But I had to make a deci-
sion all the same.

And the habit of fear set in. That fear now lives inside me, no
matter how little I might notice it, to color every decision I make
from this time forward: “What’s going to happen to me, what’s going
to happen to me, what’s going to happen to me?” becomes the refrain
that regulates my life.

But, at least in this life, I know T'll get another chance to do it
again.

But, in whatever follows death, who knows where I’ll be, all alone.
And is it dark there? And what does the word “control” mean in a

world where I don’t have any at all?

So, the terror of our situation comes forcefully into the present In the
Dreaming Room.

Not because I call it in, but because you walk it in with you.

It’s been with you every second of your life from the very begin-
ning when you were just a little kid doing what kids do, learning what
kids learn, dreaming about what kids dream about. Long before you
learned the lessons that posed the question “What’s going to happen
to me?” because you discovered first that you were someone to whom
things happened.

That was a big one, wasn’t it? First, you were a part of every-
thing and everything was a part of you, and then, moment by liv-

ing moment, you became acculturated to the human fact that you



140 AWAKENING THE ENTREPRENEUR WITHIN

were a separate self, an identity that had borders, that there was
an inside and an outside. You were inside, and everything and every-
one else was outside. And things came in from the outside to dis-
rupt the inside. And you began to be wary of the outside stuff because
it wasn’t always pleasant on the inside. You began to live with the
need to control the outside so as to control the inside. That became
your method for growing up in the dangerous world you were born
into.

To some of us, that happens very, very early. To some of us, that
happens later. But it happens to every single one of us sooner or later

and is now known famously as the Human Condition.

So, each participant walks into the Dreaming Room with a wish to
change that condition, usually without having thought about it the
way I am describing it here. Unfortunately, the condition cannot
change until we are aware of it.

That is what happens in the Dreaming Room.

The Dreaming Room process makes each participant aware of
the human condition as it manifests itself in them in the choices they
have made in their lives, and how the way they made those choices is
playing itself out right here in the Dreaming Room as they are at-
tempting to start their life all over again.

You can’t get there from here, if here is where you are as a result of
all the choices you have made, and if there is where you would prefer
to be if life would allow you.

In the Dreaming Room is where all of that stops. “All of that
stops” means that for each and every participant In the Dream-
ing Room we begin anew by playing games. Yes, games. They have

»

names like “A Blank Piece of Paper and Beginner’s Mind,” “Stop!”

“We’re Not Here to Fix OldCo, We're Here to Invent NewCo,” “You're
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About to Invent a New Business,” and “You’re About to Invent a New
Life.”

So, that’s a piece of my Story.

Now, as we move forward together, what is your Story?

What is it you're here to do? What do you need to do to discover
it? How do you begin your life anew?



STOP

AND

FOCUS

Pursuing Your Story

This is a sacred moment. This is where you begin in earnest to dis-
cover the Story that will forever change the trajectory of your life.
This is that big moment, that significant moment, that momen-
tous moment. In this moment, as you sit here reading these words
of mine, your life is being called into question. Call it. Don’t engage
in this dialogue with me passively, but actively.

Imagine that I am going to be your guide, I am here to serve
you, I am here to engage you in a new process unlike anything you
have ever done before. The inside and the outside strategy that has
engineered your life to this moment will become a thing of the past.
The Way ahead is clearly different from the Way that brought you
here.

Is this spiritual work? Yes and no. It is to the degree we all are
spiritual beings. But it isn’t, to the degree that there is no tradition
we are going to follow, there is no belief we have to subscribe to,
and there is no ritual I will ask you to master. There is only you
and there is only me, and there is the entrepreneur within each one
of us who is awakening to invent something that calls for all of our
available energy, all of our imagination, all of our passion and cre-
ativity reserved for the creation of the outside that is a product of
our inside, and in the process they form the one thing we are all

here to be.




We are what we think. We are what we do. We are who imag-
ines. We are that which we imagine, and that which we imagine is
who we are. “I am,” said the one. I am, I say to you. And you are
that, too. Let’s go on to envision the Story. The Story you are here
to create. The Story that is you.
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Songwriting is about getting the demon out of me.
It’s like being possessed. You try to go to sleep,
but the song won't let you. So you have to get up and
make it into something, and then you're allowed to sleep.
It's always in the middle of the bloody night, or when
you're half-awake or tired, when your critical faculties are
switched off. So letting go is what the whole game is.

—John Lennon

am certain that the Google boys knew—and know—their story. I

am certain that Bill Gates knew and knows his, too. I am certain
that Frank Lloyd Wright knew his story. And that Gandhi did, too. I
am certain Picasso knew his story, and Einstein did, as well. I am cer-
tain that George Washington and Benjamin Franklin knew their sto-
ries, as did Mother Teresa.

I am certain that every single one of the men and women who
championed something of significance in their life knew their story
cold, and that their lives were a projection of that story. They were
there to infuse their story with their vitality, to manifest their story in

any way they could.
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That is what the hierarchy of humanity is to me. These are the
sort of things one is inspired by, these very human things, until the
time we become inspired by something even higher than that.
The Something we know to be God. The something we know to be
the ineffable. The something we know to be the Unknowable.

These things I speak about, these human things, these products
of our imagination are of course not the highest that we can aspire to,
but they are, nonetheless, the most inspired things we can do. In this
world. At our state of being. They are the most inspired things we can
do, given the human condition.

We can aspire to give joy to other human souls. We can aspire to
reach beyond our human condition. We can aspire to create a world
of human abundance, a world in which commercial activity can be
fused with the world of spiritual activity to become inspired activity
beyond that which our spiritual leaders and our commercial leaders
have discovered on their own. We can aspire to merge the best with
the best so that the worst we do is better than anything we have ever
done before.

What would happen if the passion of Dr. Martin Luther King, Jr.,
could have been joined with the tenacious brilliance of Bill Gates?
What would happen if you had joined the profound dedication of
Mother Teresa with the playful imagination of Steve Jobs? What
would happen if you could have joined the creative force of Walt
Disney with the creative genius of Picasso? What would happen if
you joined these two worlds, the commercial and the spiritual, to
create spiritually charged economic success? What would the impact
of that be?

Welcome to the Age of the New Entrepreneur! We have seen it,
we have tasted it, we have begun it, and I can say with the supreme
confidence of a very practical man, that it’s all over but for the shout-

ing. Welcome to the Dreaming Room.
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You begin to pursue your Story wherever you are, exactly as I did.
There is nothing I have done that you can’t do. There is nothing I can
do that you can’t do as well, or better than I. Nothing. I have said it
before: “I have done it, and so can you!” You begin it exactly where you
are, not where you're not. You begin it right here, right now. Come

with me as we seriously begin the journey. Start writing after me.

I want to create a world of meaning. I want to con-
tribute to that by inventing a new business prototype
that will exceed anything I have ever done. It will do
what it does exactly as I perceive it. It will be a business
of meaning. It will produce cash flow from the very be-
ginning in excess of what it costs to produce that cash
flow.

This business I am inventing will make a demon-
strable difference in people’s lives. I will make that dif-
ference the point of my Story. My Story will describe
that business to a T. People will say when they hear my
Story, “Wow, how do you do that?” And I will tell them
exactly how we do that. But even more important, [ will
tell them why we do that.

My Story will get better and better each time I tell it.
It will become the passion that fuels my life. I will see
myself as a leader in the world of people making a dif-
ference in the world. I will seek out those people who
make a difference in the world to tell them my Story,
and to ask them to tell me theirs. I will seek out great
Stories every day and in every way possible. I will build

a personal library of great Stories and read one of them
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at the beginning of every day and at the end of every
day to fuel my life with their passion.

I am a writer of great Stories. I believe in the power
of great Stories. I believe in the power of great Stories as
they are told by great teachers of great Stories. I am
dedicated to becoming a great author of my great Story
and a great teacher of great Stories, mine and every
other great teacher’s great Story.

I live to inspire human beings to live great lives. I am
committed to the Path of Greatness not for myself, but
for those who will be profoundly affected by it. For those
who will follow me on that path. For those who are
hurting for want of a great Story, a great path, a great
calling. I will create such a great path, such a great
Story, such a great calling as I write my great Story, as I
invent my great path.

I envision a world of great warriors. Inner warriors,
not outer warriors. Inner warriors who are equally
committed to the Great Path. Inner warriors who are
committed to leading the Great Life. Inner warriors
who are committed to write their great Story, to tell
their great Story, to create their great path, to live the
great life, the life of a great warrior.

I have written this for you. I have invited you with this book to
join me in the creation of my great Story by creating your great Story
as we all create the great story of all Stories of all time.

The world will never be the same, brothers and sisters. The world
will not challenge us. The world will greet us, harbor us, feed us, nur-
ture us, and inspire us, because the world is a great Story—the great-

est Story of all.
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Are you beginning to feel the urgency of all this? The urgency to
awaken the One within you who wishes to write, to speak? Who
wishes to discover his or her voice? The One who is tired of not
singing? The One who is tired of not creating? The One who is tired
of watching you work for a living? The One who is tired of being
suppressed? Who is tired of not being heard?

How is it that everyone can have a Story but you? How is it
that with all that is destroying the world there are no easy Stories
just lying around waiting for someone to see them, hear them,
want them, respond to them?

These Stories I speak of are everywhere you look! There are
people struggling who do not have to struggle. There are people
striving who do not have to strive so hard. There are people who
have eyes, but cannot see. Ears, but cannot hear. Feelings, but
cannot feel. These people are everywhere. Over six billion of them.

They do without. They will always do without until the entre-
preneur within you awakens to their lack, to their longing, to their
pain, to their frustrations.

Let me say it again . . . these people are everywhere you look.

(continued)




All you need to do is look. To watch them and get to know them.
That’s where your Great Story is. Was I the only one who saw the
struggle in small business worldwide? Could I have been the only
one who said, “Why, there is absolutely no reason these people have
to work so hard for so little. There is absolutely no reason why most
small businesses should fail. None whatsoever. So, what is the prob-
lem? What is it all those small business owners can’t see? What is it

that is standing perpetually in their way?”

After all is said and done, you are the only one who is going to
make this Story come true. You are going to make the decision to
either create a Great Story or not. It all comes back to you.

You are following this Path, and I want to remind you that
while I am loving the Story we are creating together, I know, and
have known, all the time that we’ve been doing it, that there is an
unspoken truth that must be spoken if we are ever going to strike
pay dirt: you are being called to make a commitment. It won’t
happen without you. Your contribution to the world will not
happen without you. Your invention will not be invented without
you. Your participation in the awakening of your entrepreneur will
not happen without you.

You, when it finally comes down to it, are the master of this
entire collection of I’s within you. The ones we’re calling forth: the
Dreamer, the Thinker, the Storyteller, the Leader. They all depend
upon you. They all are looking to you and asking the unasked, but




ever-present question, which is, “Are we going to do this thing? Is it
a go?” For the Story to be told, you must tell it. For the Mission to
unfold, you must lead it. For the risks to be taken, you must risk it.
For the journey to be continued, you must continue it. For the Mis-
sion to be accomplished, you must accomplish it.

With each and every Story from the Dreaming Room there was
a Peter and an Elena and a Rick who had to commit, to put them-
selves on the line, who had to actually go out there and do it. Every
single one of them came to the Dreaming Room feeling very much
like you right at this moment. The Stories I am sharing with you
here, and the way I am sharing them—the actual writing of this
book!—are all from real life, the kind of life you are living. You,
not your entrepreneur, not your Dreamer, your Thinker, your
Storyteller, your Leader, but you. This is your Story.

Where we sit right now with this book in your hands, this is
your Story we are talking about. You get to claim it for yourself.
You get to chart the course. You get to physically write it, to speak
it, to do it, to make it come alive. So, please, take out your notebook
and write this down lest you forget it: This is for me to do. This is
only for me to do. This is mine. This is my own Path. I create it. |
live it. I proclaim it to be mine. This is my singular place to be on
this earth. Write it. Take it in. It is true.
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The Leader

The most important thing in the world, implies wisdom
master Nachman of Bratzlay, is to be willing to give up who
you are for who you might become. He calls this process the
giving up of pnimi for makkif. For Master Nachman, pnimi

means the old familiar things that you hold onto even

when they no longer serve you on your journey, makkif

is that which is beyond you, which you can reach only

if you are willing to take a leap into the abyss.

—Marc Gafni, The Mystery of Love

’ve talked about the Leader in all of my E-Myth books, most spe-

cifically in my most recent E-Myth book, E-Myth Mastery: The
Seven Essential Disciplines for Building a World Class Company.

I’ve talked about the five essential skills needed to lead anything
of significance: the skills of Concentration, Discrimination, Organi-
zation, Innovation, and Communication.

Ive talked about the difference between the Marketing Leader,
the Financial Leader, the Management Leader, and the Leader of the
Enterprise.

Here, however, I want to discuss the Leader from a completely

different perspective. Now I want to talk about leadership before the
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company has been created. At the blank piece of paper Stage of Lead-
ership.

Blank, however, with several caveats:

The Dreamer, the Thinker, the Storyteller have each done
their jobs well.

There is a Dream in place, as well as a Vision and a Pur-
pose, all ready to define the Mission.

A lot of thinking has been done to provide the logic for the
Mission sufficient to generate a passionate commitment
from the Leader to take it on.

The Story has legs.

It is a moving Story.

The Leader is confident not only that he or she can tell the
Story, but that he or she is excited about telling it.

Let’s examine how this works. I will do that by taking you through a
conversation I might have with just such a Leader. It could even be a
conversation I would have with myself, or it might be with someone I
intend to recruit to take on the accountability of this incredible com-
pany I am in the process of creating—a company we are calling Who
Is Manny Espinosa?

Who Is Manny Espinosa? is a fictitious company (for now) in the
business of recruiting and developing young Latinos between the ages
of seventeen and twenty-four for the purpose of preparing them for
entry-level positions in the restaurant, hospitality, and construction
industries, where new employee attrition averages an outrageous 100
percent per year.

That means that the restaurant industry in the United States loses

250,000 employees per week, for a total of approximately 12 million
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employees per year. Since the restaurant industry only employs a total
of 12 million people, an increasing number of whom are Hispanic,
that means, technically, the industry is losing the equivalent of all of
its employees each and every year! Astonishing, isn’t it?

Well, that’s the problem Who Is Manny Espinosa? intends to solve.
How? By teaching many young Hispanics the street skills, business
skills, and life skills nobody has ever taught them before.

The restaurant, hospitality, and construction industries will then
become the customers of Who Is Manny Espinosa? because we will
become the provider of choice for all new employees for those indus-
tries. We will become that because, through our unique intensive
training and support programs, the young workers we provide to
those industries will stay on the job longer, be more productive, and
be more likely to become managers than any entry-level employees
those industries have hired before.

Understand, this COO (Chief Operating Officer) I am interview-
ing is a fictional character (for now!), not a real one. My intention is
not to bore you with my history, but to intrigue you by looking at
yours before you create it!

So, play the game with me. Remember, we are talking about lead-
ership here. That Leader is either you or someone you are going to
entrust with your financial and creative future. We are about to make
one of the most important decisions any entrepreneur will ever have

to make: the selection of a Leader to lead his or her enterprise.

MEETING THE LEADER

Who is this person sitting in front of me? What motivates him? Why
does he feel this is the opportunity he has been seeking? Or does he?
Who is he really? What is he really thinking?
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I'm sitting in front of a finalist for the COO position of my new
company, Who Is Manny Espinosa?, and ’'m about to find out the an-
swers to these questions.

The candidate is a man in his early fifties. He’s athletic looking,
clear eyes, about 6'1", looks to be about 180 pounds. He is a lean man,
neatly groomed, with a perpetual look of curiosity on his face . . . like
he is wondering just where this meeting is going to take us. He is
probably thinking the same about me: “Who is this man, Michael
Gerber, really? Can I trust him? Does he know what he’s doing? Is this
company going to realize its ambitions? Do I want to work for him?
Can I depend upon him to keep his word?”

His name is John Blackwell. He was brought to me by an execu-
tive search firm I retained for the very first time in mid-July 2007. I had
had a tumultuous relationship with a previous executive search firm, in
that my expectations of the executive manager I was looking for weren’t
met by the firm, and it cost me a lot of money and time to correct the
problem. So, I was wary when I began this process all over again.

My problem the first time was caused by me.

I wasn’t clear enough in communicating my needs to the candi-
dates they brought me.

I wanted someone to be my COOQO; they convinced me that we
would have much greater success if we looked for a CEO candidate
reporting to me. I would be chairman of the board.

I acquiesced because I didn’t know any better. In retrospect, I
would never do that again. While the CEO position was much easier
for the recruiter to fill, the COO position was critical, especially at
this stage of the company’s launch. I didn’t intend to hand over my
new venture to someone else to lead. I had done that before and it
proved a disaster. Now I intended to lead it myself while delegating
the secondary leadership role to someone who lived for and thrived

on execution, who loved to make ideas come to life in the operation
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of a company. Someone whose past history demonstrated he or she
could implement strategy in the day-to-day reality of a company for
a CEO who possessed a worthy vision and exhibited the passion and
personal magnitude necessary to inspire customers to buy, employees
to buy in, suppliers to support the company’s growth commitments,
and investors who bought into the company’s Story just as the CEO
had shared it with them.

In short, the COO was someone who could be a strong right-
hand kind of guy, a great translator of the company’s Story for those
who needed to be inspired by it if the job the company had been as-
signed to fulfill would be done.

The COO needed to demonstrate in his behavior that the Story
was not just the CEO’s Story, but his Story as well. He would not be a
sycophant, but would rather be a man who could take on the Mission
they were there to pursue because the Mission would mean some-
thing to him. It would move him and bring out the best in him. He
would be committed to it, and that was why he was here . . . to make
the Mission happen without fail.

John Blackwell appeared to be just that guy. But, of course, even
though we had had several meetings and covered everything anyone
would need to know in order to make a career decision, we were just
beginning the real conversation. The conversation that would either
satisfy me that John Blackwell was the guy I was looking for, or not.
As I said, I had made the mistake before, believing that what the CEO
candidate was saying was what the CEO candidate was actually feel-
ing. Foolish me. This time I needed to do it right. There was little
time, room, or money available for me to make another mistake.

John Blackwell knew of my concerns. He went on to address them
in the following way.

“Michael, there’s a saying in my family, my dad’s saying actually,

which goes something like this: ‘Do not take on anything you will live
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to regret. And do not regret anything you have taken on.’ Which
meant to my dad that there’s no room for sloppy thinking, either
before you make a commitment or after you've made one. I never
take on anything I am not going to see through. It doesn’t mean I am
infallible. My father never expected that of any of us, nor did he
humor arrogance in any of his kids. But, what he essentially said is
that commitments are the most honorable part of being human.
They are never to be taken lightly. They are for good.”

John Blackwell paused thoughtfully, and then continued.

“T've listened carefully to what you intend to accomplish with
Manny Espinosa, the company, but I still have a number of questions
I need to ask to understand it the way I need to in order to take it on.

“The first question is about Manny himself. Why is he important
to you? What makes you think you can make a difference in his life,
when so few others have? In other words, what do you know about
him that nobody else seems to?”

My answer was quick and to the point. “Actually, I have no reason
to believe I know more about Manny than anyone else does, nor
about what it’s going to take for our company to make the difference
we intend to make. All I know is that I'm committed to do it simply
because it needs to be done. Everything I've learned about Manny
tells me his life sucks. And my intuition and my experience tell me
that I can find the people who know what we need to know to change
that, and that I can inspire the right people to make it happen. I
feel that in every bone in my body. There’s no doubt in my mind that
it will be done. If not by me, by somebody. And I intend for us to be
the one.”

John Blackwell smiled as I finished. “But why are you so commit-
ted to do it, Michael? You've already got just about everything anyone
needs to make you happy. You've built a successful company. You've

achieved a certain level of notoriety. You've had a significant impact
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on the world of small businesses, and the people who run them. And
you're seventy years old. Why aren’t you retiring? What do you need
this for?”

I smiled in response to his question. It was a great one—one that
just about everybody asked me. The answer was also a simple and
straightforward one.

“I need to, John, simply because I love the challenge of it. Here’s
an opportunity to do something meaningful. Something that, if we
do it incredibly well, could literally transform the lives of millions of
people, the communities they live in, their families and their families’
families, and entire industries as well. It’s simple because it’s so big.
It’s exciting because it’s so impossible. It’s important to me because
it’s fun to think about, to talk about, and, despite how difficult it
might be to actually pull it off, it will be more fun to do than to just
think about doing it. Imagine the impact this could have on the entire
country if we pull it off. We’re talking about a growing population of
many millions of kids whose lives are mostly off track, an entire gen-
eration of people. To be honest, I can’t imagine not doing it. Does
that answer your question?”

John nodded yes, and then said, “Then let me ask you this: If I
prove to be the best candidate for this position, how free am I to do it
the way I think it needs to be done? How much control do you intend
to exercise over your COO?”

“Great question, John,” I replied. “The answer is not so simple as
the last two I gave you, but let me give it a try.” I felt myself tightening
up a bit for fear that I wouldn’t be as direct as I needed to be if I were
to be totally honest with him. This is where I had screwed up the last
time. But I needed to do this, so I continued to say what needed to be
said.

“I described to you the look of the company as I envision it, as

well as the feel of it and how it would represent itself to the people it
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needs to impress. I also talked about the way it would act and the fi-
nancial results it would need to deliver. What I didn’t say is that each
of these categories—the Visual, Emotional, Functional, and Financial
measures of the company—are incredibly important to me. More
than you probably would expect. There are standards for each and
every company I want to create. Every company, not just this com-
pany. To me, the way I described them to you is not just a wish, but a
serious expectation. Call it a mandate.

“So, everything you do as COO of Manny Espinosa must be done
in a way that is completely consistent with those standards. My stan-
dards. There is no flexibility whatsoever when it comes to them. There
will be a dress code, for example, and that dress code will be followed
exactly, by everyone in the company, just like a Marine in his dress
blues would . . . impeccably.

“Impeccable is an important word to me, John. It means in accor-
dance with the highest standards. I can see when a thing is done im-
peccably, and I can see when it’s not. So can you, if it is important
enough to you to look and to care about it like I do. I can’t give that to
you, it has to live in you if it’s going to be important to you. My ex-
pectation is that Manny Espinosa, the Company, will be impeccable
in everything it does. The COO who leads it forward will not only
honor that Vision, but will live that Vision. How you do that is of
course your decision. That you do that, however, is a hard and fast
agreement between us. Of course, I will try to influence your deci-
sions every chance I get. And at the beginning of our relationship, I'm
sure that we’ll get into quite a few tussles about it. But, in the end
we’ll have come to agreement about most things, sometimes in your
favor, sometimes in mine. But always in accordance with the rules of
the game we establish between us.

“I understand how difficult that might be for you. For example,

everyone has his or her opinion about dress codes. But their opinions
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don’t matter to me. Only my opinion does. I believe in dress codes. I
believe in impeccability. I believe they communicate both solidarity
and tradition. I believe they say something about the integrity of the
organization that differentiates it from just any organization.

“That’s just one of the requirements or standards I would expect
you to meet. And of course it is critical to me that you do not fulfill a
standard of mine unless you completely believe in it. If you don’t be-
lieve in it, but still honor it, we will eventually come to an impasse. I
know that, because I've experienced that, and I'm unwilling to expe-
rience it again.”

I continued. “Another standard of mine, and therefore of Manny
Espinosa, the Company, is that of Systems. Everything we do will be
documented as a system. Implemented as a system. And those sys-
tems will become a significant part of our operating mind-set. And
the systems have to mean something to our people and to the people
we work with—the Manny Espinosas we will be training and devel-
oping into Leaders in their communities, and the cadre who train
them. To me, the System we employ stands for impeccability, author-
ity, consistency, and order. It says that we have the ability to figure out
how to do anything we set our minds to do, and that when we figure
it out we will systematize it into the very fabric of our company so
that anyone, no matter who, can use that system with impunity to
produce the results we’re here to produce for all the Mannys we train
and develop and all the companies we place them with.

“What that says to me is that we can show Manny how to become
incredibly effective at whatever he decides to do, provided he figures
out the system through which to do it. We will show him that figur-
ing out the system takes concentration, discrimination, organization,
innovation, and communication skills that he must learn to use and
develop, to internalize for the development of his or her life. And that

we can teach him or her exactly how to do it. That makes us his very
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best friend, because nobody else in his life is teaching him that, or
will teach him that, because no one in his life has become a master of
that the way we will be. Since that is our commitment to Manny, it is
your job as COO to lead that initiative within our company to make
that mind-set a living, disciplined, and heartfelt reality in every single
thing we are called to do, or intend to do.

“In other words, John, as the operational Leader of Manny Espi-
nosa, the Company, you must become the exemplar of every trait,
standard, and belief the company espouses to every Manny we take
on for as long as you’re here. It’s more a life role than it is a job. Again,
how you do that is your call. That you do that is mine. Does that
answer your question?”

John Blackwell nodded again in agreement, but not, I thought, as
a sycophant would. He seemed earnestly interested in what I was
saying, as though I wasn’t saying anything other than what made
sense to him.

He responded, “The conversation we’re having reminds me of
several that I had with my father. He taught me that I honored myself
in the process of taking serious things seriously. By devoting myself
to them, I honored them, and I honored the process they represented.
So, when you tell me what is important to you, Michael, if I don’t un-
derstand why it is important to you, I will ask you why it is, and once
I understand why it is, I will give you my word that I will honor your
standards as if they were mine. Once I understand and come to agree-
ment with those standards, they will be mine. And when they become
mine I will live them completely with every fiber of my being. So, as
the saying goes, be careful what you wish for because you might get
it. With me, you can be certain you will get it.”

John Blackwell paused for a moment and then said, “So, here’s
my final question. When do we start?”

“Not until we’re clear about my other expectations,” I answered.
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The Leader of your company must not only agree with your Dream,
Vision, Purpose, and Mission, he or she must be enthralled with it.

He or she must be of the type who believes in ideas, and doesn’t
just give lip service to them.

The greater the idea, the better.

A supposed Leader I had contemplated moving up in my com-
pany once said about my books, “They’re only books, Michael.” Now
understand me, they happened to be my books, but that wasn’t what
decided it for me with this person. It was his attitude about ideas,
which is what of course a book is, a set of ideas communicated in a
story.

What he was really saying to me was that they were only ideas.
They were only words, which to me meant that ideas were not impor-
tant to him. How could I possibly put my company into the hands of
a person to whom ideas were unimportant, when to me ideas are the
most important of all things when it comes to creating a company?
The ideas that form the idea (core) of the company are also the ideas
that inspire the people in your company to commit themselves to the
fulfillment and realization of those ideas. Your Leader must embrace
those ideas with his or her whole being.

After all, the United States Constitution is only a set of ideas, but
those ideas form the core belief systems that underlie the formation
and experience of living in this country.

The Bill of Rights is a document of ideas. Without those rights,
which are themselves ideas, we would not be the country we are today.
Without those rights, there would be no laws, and without those
laws, which are only ideas, there could be no justice in the country we
live in.

So, it is critical that the Leader within the Entrepreneur, or in ser-
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vice to the Entrepreneur for whom he has elected to lead, must agree
with the Entrepreneur’s ideas. And to agree with them, he or she must
be interested in them, pursue an understanding of them, and then
commit himself or herself to them in the fulfillment of his or her ac-

countabilities.

I then provided John Blackwell with a list of my core leadership be-

liefs. There were, and still are, ten:

Lead with Purpose, commit yourself to your Mission.
Once committed, never alter your commitment until you
have achieved it.

Create clear operating standards, and live by them.
Create clear operating results, and commit to them.
Surround yourself with people who believe in your
Mission.

Surround yourself with people who are committed to
your Mission.

Surround yourself with people who believe in your stan-
dards.

Surround yourself with people who are committed to
your standards.

Surround yourself with people who are committed to
your results.

Surround yourself with people who are faithful to their

commitments.

I then went on to share with John Blackwell my other operating

standards related to the fulfillment of his accountabilities.



The Leader 167

Learn how to produce results with little or no capital.
Learn how to produce results with little or no infor-
mation.

Learn how to produce results with little or no experi-
ence.

Learn how to produce results with little or no likelihood
of success.

Learn how to do the impossible.

Learn how to inspire people without money, without
motivation, without options.

Learn how to manage people without making them
wrong.

Learn how to communicate your Dream, Vision, Pur-
pose, and Mission so that 90 percent of the people you
share it with buy into it. Do not spend any time with the
10 percent who don’t.

Learn how to replicate your successes and rise above your
failures.

Learn how to become a world-class Leader you can be

proud of.

And then, after three days more of talking and going deeper and
deeper into the conversation and the implications of it, I said to John
Blackwell, “So, now what do you think of this opportunity? Still want
to get started?”

And John Blackwell said, “Yes. Most certainly.”

And we did.



STOP

AND

FOCUS
The Leader

As you read the previous interview with John Blackwell, it could
well be productive if you were to have that interview with yourself.
How would you have responded to my questions, my mandate, and
my requirements for the position of Chief Operating Officer? Did
you feel that my needs were too intrusive, that I was expecting too
much from him, that I was being unrealistic?

Did you feel that John was too agreeable, not challenging
enough, too willing to be my right-hand guy? Was he assertive
enough? On the other hand, could you understand why I was so
determined to make certain that he had the right stuff I believed I
needed to run the company the way I wanted it run?

Imagine interviewing the Leader in you, the one who is going
to take on the responsibility for fulfilling your Mission. How tough
do you need yourself to be? How dedicated? How articulate do you
imagine you will need to be to tell the Story of your emerging new
company to all members of the community who need to be enrolled
continuously in what your company is there to do? Look inside and
ask yourself if you're ready to take on John Blackwell’s job. And
what exactly is his job?

Well, of course he needs to be a master of money. He needs to
understand cash flow, the balance sheet, and the income statement.

He needs to understand budgeting and financial forecasting. He




needs to have a tight control over expenditures against plan, and
plan against new contingencies.

He also needs to know people—how to recruit them, hire them,
fire them when need be, develop them into Leaders, monitor and
review their performance, know when to change their roles in the
company, and develop standards of performance by which they’ll
be measured.

He needs to know marketing and lead generation and client
fulfillment. He needs to know how to develop a winning relation-
ship with his customers as well as with community influences, par-
ents, government, local business organizations like chambers of
commerce, Kiwanis, Rotary, and all of the Latino organizations
that might impact positively or negatively Manny’s relationship
with Manny Espinosa, the Company.

Of course, John Blackwell, the Leader in you, also must de-
velop a deep understanding of your primary customer, Manny,
himself/herself. Your Leader needs to accomplish all of this in a
normal eight-hour day, while looking great, acting with authority,
and growing the company for which he is accountable.

If that weren’t enough, John Blackwell, the Leader within you,
needs to create the Mission’s Plan, and then implement it.

Welcome to the Leader. Welcome to the world of work. Wel-
come to what must happen today if the Dream is to become a real-

ity. Are you ready yet?
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The Leader Goes to Work

Meaning has no meaning apart from intention.

—Rollo May, Love and Will

here is a clear path to inventing a new company, and there is a
muddy path. The muddy path looks just like it sounds—
muddy. There is no order. Stuff happens, and stuff gets done, or it
doesn’t, but the people in the business are so busy with their stuff
that they have no energy, time, or interest for anyone else’s stuff. And
of course they can rationalize it, because, after all, that’s the nature of
a new business. Everything is so new that no one has any experience
that can exactly correlate with it, so you’re making stuff up as quickly
as you can just to keep the boat afloat. And somehow stuff gets done.
Or, as I said a moment ago, it doesn’t.
John Blackwell’s Mission, your leader’s Mission, is fortunately
quite different.
John Blackwell has entered a phase in the business creation pro-
cess where his mandate is to think very, very small.
His job is to build the DNA of the enterprise. That’s as important

171
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a task as there is at this stage. This is what I mean by building the
DNA of the enterprise:

In E-Myth terms, I have described a Company as a hierarchy of
three. The lowest level in the hierarchy is the DNA of the hierarchy.
It is called the Practice. A Practice is the simplest completely self-
sufficient operating unit of the company. It includes the three essen-
tial systems of Lead Generation, Lead Conversion, and Client
Fulfillment. These three are required for the Company to produce
income and grow. These systems are then developed until they per-
form in a predictably effective manner, are documented, and are
transferable with minimal training to relatively low-level employees.
This then becomes the Expert Operating System, the Core Compe-
tence that enables the Practice to be scaled exponentially to deliver its
unique and highly differentiated capability to its customer. This DNA
is the heart of a Company’s Brand.

I call the next level of the hierarchy the Business. The Business is
nothing more than an aggregate of multiple Practices, each a repli-
cate of the very first one, plus a Business Management System (BMS)
that enables the Manager of the Business to monitor, control, and im-
prove the operating systems comprising the Practices for which he is
accountable. The job now is to develop, improve, and perfect the
Business Management System so that the Business can be scaled.

The third stage of the Company’s hierarchy is the Enterprise. The
Enterprise is the aggregate of multiple Businesses (Districts), each
utilizing the expert Business Management System through which the
multiple Practices in each Business are effectively managed and con-
tinually improved.

A Leadership System is developed within the Enterprise, the pur-
pose of which is to lead the management of the Businesses toward
greater productivity through inspiration, education, application/

training, coaching, and consulting. These five essential functions are
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also critical for the managers of the Businesses to utilize in their de-
velopment of the people within each Practice.

Finally, and as the company grows, there will be multiple Enter-
prises (Regions), which will operate identically, built on exactly the
model just presented here. When a large organization is built in this
manner, the consistency of systems and the people who utilize them
can be more readily engineered to produce a consistent result for all
influences within the Company as well as without. This is how Wal-
Mart was built, how McDonald’s was built, how Starbucks was built,
and how Dell computer was built. From the ground up.

This is John Blackwell’s Mission. This is your Mission as well.

This, fortunately, is also the golden goose that lays the golden eggs
for anyone who desires to invent a remarkably successful enterprise.
This is what awakens the entrepreneur within. It’s the sudden realiza-
tion that any one of us can conceive of a Practice, design that Prac-
tice, build that Practice, perfect that Practice, and replicate that
Practice to produce inconceivable results, all with little investment
capital at the beginning, and only a great idea to fuel your imagina-
tion and your ability to grow.

Welcome to the Age of the New Entrepreneur where anything has

just become possible for anyone who can conceive it!



STOP

AND

FOCUS
The Leader Goes to Work

“The Golden Goose That Lays the Golden Eggs!” Do you truly rec-
ognize the liberation of it? We have just at this moment come to the
inescapable, unavoidable, irrepressible joyful truth of it. .. that
with little more than a Great Idea, a Great Business Model, and a
Great Story, you can conceive, design, build, perfect, and roll out
your own McDonald’s. You can create your own perfectly wonder-
ful, meaningful Enterprise, and you can start doing it today with
your own powerful Mission.

The System is already there, my friend! And it’s turnkey. All
you need to do is apply it to your Great Idea, persist as you lead it
forward, do as John Blackwell is committed to doing, as I have, and
as so many millions of others have, are, and will.

Ifs time to create a revolutionary new world. Go back now to
the beginning, dear reader. Go back to all of your notes. Begin
taking yourself seriously. Now that you see how simple this is going
to be, go back and read your Great Story. Didn’t write it yet? Then
begin. Now. Before you forget how easy this is.

Do you see that there is no longer any reason that you can’t do
it? It is not the money any longer. You can make the money as you
go. It is not your inexperience any longer. You don’t need any expe-
rience to create a remarkable new company. 1 didn’t have any.
Steve Jobs didn’t have any. Bill Gates didn’t have any. The Google




boys didn’t have any, nor did Martha Stewart, Debbie Fields, or
Ben & Jerry. Almost no one who starts a business has any experi-
ence at all. So you don’t need any business experience, either.

All you need is a Dream. A Vision. A Purpose. A Mission.

All you need is a Great Idea inspired by Passion; educated by
your life; trained by whatever it was that taught you whatever you
know; coached by those who cared about you when you needed di-
rection; and mentored by Love.

You've got everything you need to start, and that’s where you
are right now. At the start. Realize that this is not first about start-
ing a business. No. Your business isn’t the Start-up. You are the
Start-up. The Start-up is You!

If you had any doubts before this, the road now is clear ahead!
Come dream with me, dear reader. Because we haven’t even begun

this great thing yet.
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The Wisdom of Process

“I am not an idea man,” says Dr. V. “The task is not to
aspire to some heaven but to make everyday life divine.”

—Harriet Rubin, “The Perfect Vision of Dr. V,”

Entrepreneur magazine

ur fictitious friend John Blackwell came face-to-face with the
company Who Is Manny Espinosa? when he read the first
White Paper, the beginning of the Manny Espinosa Story. To begin
the development of the Mission, John reread the following White
Paper four or five times before we met to discuss it. I include it here

for your review.

WHO IS MANNY ESPINOSA?
A White Paper for a Business Revolution

INTRODUCTION
From coast to coast, in urban centers and suburban communities
alike, the service industry is facing a disproportionate dilemma in its
ability to hire, train, inspire, and retain an effective and loyal em-

ployee base.
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The attrition rates and associated costs—in the restaurant, retail,
hospitality, administrative, and production industries—are stagger-
ing. Consider the evidence, the employee attrition statistics from the
U.S. Department of Labor in 2004:

Restaurant and hospitality industries experience a turn-
over rate of 80 to 120 percent annually. Fast-food restau-
rants alone experienced as high as 300 percent turnover
annually.

Retail businesses: more than 31 percent annually.
Administrative industry: 13 percent annually.

Production and manufacturing industries: as much as
25 percent annually.

Construction industry: more than 23 percent annually.

Employee attrition is the central problem facing these industries.
From it stem the other mitigating factors that affect a company’s
profitability and perceived value in its community—cost of goods,
payroll, health care, and so on—the average cost to train each of these
employees’ replacements is sometimes 100 to 200 percent of the em-
ployee’s original base salary. It is estimated that the cost to replace the
millions of employees who leave their jobs each year totals more than
$75 billion annually.

Look at any key metric indicator and the conclusion drawn is the
same: when it comes to people, the services and goods industries are
broken and in need of a significant transformation. There is simply
no doubt about it.

These statistics are the symptoms, pointing to a deeper issue re-
garding employee attrition: the perceived value of the entry-level po-

sition among American workers and the need for a revolutionary and
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effective new model the service industry can use to create disciplined
and motivated employees for the long term.

The entry-level position is seen today as a dead-end path rather
than the first step in a pursuit of limitless possibilities regarding
career fulfillment, personal growth, and economic improvement.
Attitudes about entry-level positions have undergone a radical trans-
formation from even just fifty years ago, to the detriment of service-
oriented businesses and the communities they serve.

Fifty years ago, entry-level service jobs were filled by a much nar-
rower demographic of people. The people filling these jobs were the
same young people delivering papers, washing cars, mowing lawns,
and so on, who then discovered the means to create more discretion-
ary income in a more efficient way.

Call them the Fifties Kids. To the Fifties Kids, the entry-level jobs
in the restaurant industry were not thought of as a path to the future,
but as an opportunity for the present. The Fifties Kids were focused
on creating discretionary income to satisfy their current life needs
and wants, rather than focused on a career opportunity. Their future
then, in the fifties, and sixties, was one of hope. In a bullishly expand-
ing economy, almost every Caucasian kid had the opportunity to
dream about the American Dream . .. abundance was evident every-
where they looked. As for work, the restaurant jobs were seen for
what they were, a stopover between life now and life later. The Fifties
Kids were going on to college, they aspired to grow, as opposed to
growing up in the restaurant job. The developmental strategies inher-
ent to the service industry then served the demographics and needs
of its employees well. The industry thrived as the new model of effi-
ciency and service and discretionary income for many tens of thou-
sands of young people who had a future, who were bullish about

America.



180 AWAKENING THE ENTREPRENEUR WITHIN

Since then, as the general population in the United States has
grown, so has that of our various ethnic communities, especially the
Hispanic community. Totaling over 41 million people as of July 2005
(currently accounting for more than 14 percent of our total popula-
tion), the Hispanic community is expected to add another 32 million
people to the total U.S. population by 2025.* With greater diversifica-
tion of the industry’s employee pool, service-oriented businesses
began to have a harder time fitting their old employee development
strategies to new demographics, resulting in their current attrition

problem.

MEET MANNY ESPINOSA

Take snapshots of our inner cities and urban centers today and, all
too often, they will reveal overwhelming evidence of apathy, anger,
hopelessness, helplessness, and disconnect among Latino youth. For
so many Latinos, the ideals associated with the American Dream are
wholly unattainable and irrelevant to their reality.

The evidence of this disconnect is plentiful—high crime rates,
lackluster school performance, and substandard health care. Entire
communities are constantly living life at or below the poverty line.

Unlike the Fifties Kids, Latino youth have discovered so many
ways to grow up feeling inadequate, inept, and unable to affect any
real change in their lives. Indeed, few really connect with what the
American Dream really represents.

Every turn in their lives encourages them to believe in nothing
and dismiss the idea of dreaming altogether. In their environment,
their examples of success are the gangster and the dealer—reminders

that destructive behavior is the righteous path to power and respect.

* www.census.gov/population/www/projections/ppl47.html
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The perpetual violence of hopelessness may have originated as an
urban problem, but it has spread to affect suburban and rural com-
munities, poor and affluent communities, diverse communities of
every shape and size. The lines of how we define the inner city have
blurred beyond recognition because the symptoms affect us collec-
tively.

Meet Manny Espinosa. Manny isn’t someone you or I necessarily
know personally, but he or she is someone we know all the same.

We see him/her every day—flipping burgers, cleaning hotel
rooms, mowing lawns, washing cars, mopping floors, digging
ditches—or just waiting on corners all across America, hoping to
make a few dollars this day to support himself/herself and his/her
family.

Manny is the face of the seventeen- to twenty-four-year-old men
and women at the center of our Latino communities, struggling to

make ends meet in urban centers and smaller towns alike.

About Manny E.

Most will agree that education is fundamentally important to the suc-
cess of our youth, but Manny struggles in our school systems. The
U.S. Census Bureau estimated dropout rates for Latinos ages sixteen
to twenty-four in 2004 to be nearly 40 percent, despite comprising
only 17 percent of the population. Nearly 14 percent of the 602,000
Latinos ages eighteen to nineteen did not finish high school in 2004,
and the numbers were worse for the older youth of our target demo-
graphic: For Latinos ages twenty to twenty-one, 21.5 percent of
679,000 did not graduate. For Latinos ages twenty-two to twenty-four
the rate increased to 26.6 percent of 1 million+.

Strong messaging against speaking one’s native language in

America is part of the conditioning infused into our educational
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system. We teach Manny that his/her competitive edge disappears
without competent English-speaking skills, but we lack the tools to
cultivate these skills with any consistency.

While the median income for the Latino population was about
$34,000 in 2004, Manny is a member of the 51 percent making less
than the median. He/she is often part of the 18.5 percent of the Latino
community that struggles to make even half of the median income:
$17,000 annually, clearly an income that is inadequate for anyone to
live on, much less grow and thrive on.

Unemployment among the Latino community was roughly 6
percent in 2005, not as high as some demographic groups, but higher
than average and a considerable statistic given the median income
among Latino workers was 33 percent to 67 percent less than non-
Latino workers. This is hardly an American Dream for Manny to
write home about and call his/her own. (U.S. Census: Income, Poverty,
and Health Insurance Coverage in the United States: 2004)

In 2005, the average duration of unemployment for the Latino
worker was sixteen weeks. Of the 1.2 million Latinos recorded as un-
employed in 2005, Manny is one of the 51 percent who held a job for
fewer than fifteen weeks of the year. (Bureau of Labor Statistics)

Manny lacks access to the most basic of health care for himself
and his family. In 2004, the Census Bureau reported that more than
30 percent of the Hispanic population was uninsured, a rate 40 per-
cent higher than the next ethnic group.

In summary, Manny is poor, uneducated, barely employable,
and while dissatisfied with his/her status in society, is too beaten
down every day to challenge it. He/she is the stereotype, the pariah,
the face of those whose potential we most take for granted. He/she is
at the bottom of the service industry’s food chain, and will always be

there because we expect so little from Manny and give less in return.
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But, perhaps more important, Manny expects so little from himself/
herself.

AN INDUSTRY HUNGRY FOR NEW SOLUTIONS

The service industry clearly sees the people of the Latino community
as an important resource upon which to build the growth of their
businesses. The problem they face is in how to train and develop
world-class employees in a way that is also cost efficient for the busi-
ness. This presents a significant challenge. The same people from the
Latino community on whom the businesses’ profitability is relying
are also people who have had few examples of real success, and little
or no training in how to get there.

Employers’ recruiting, hiring, and development options have
become severely skewed and limited. The number of those who are
barely employable among Latinos increases, as does the employer’s
reality to settle for less, to settle for barely employable just to put
bodies in their business and keep operations treading water.

Few companies acknowledge the price they’re paying for accept-
ing this status quo of employee attrition: employees conditioned to
expect less of themselves, achieve less, and subsequently contribute
less to the company’s bottom line and sustainability. All of which
feeds back into how the company relates to the community.

We’ve created a perpetuating cycle of mediocrity driven from
both sides by messages of hopelessness, helplessness, and ineffectual
behavior. The service industry is invested in their communities and
hungry for new solutions. All it takes is for someone with a bold new
perspective to help both employer and employee experience a para-
digm shift.

The so-called training initiatives and systems that the service in-
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dustry invents do too little to fix the problem. Even if a company’s in-
tention is to cultivate excellence in the individual, the Latino
community isn’t listening. Despite the businesses’ intentions, the re-
ality that actually shows up for so many Latinos every day is one
where gangs, violence, and excess poverty are the example, a reality in
which the entry-level position is not typically seen as a way out of
their downward spiral.

The message of the American Dream has worn thin because its
symbolism and the pain of Latinos’ actual experience are often a mis-
match. If many Latinos are performing poorly in school, lack disci-
pline, lack command of English language skills, have few examples of
success in their communities, have only low-level jobs available to
them, or a combination of all of these factors, one can easily under-
stand how some in the Latino community might feel defeated even
before they get started, and the frustration that the service industry
feels in turn.

A more holistic approach to training and development certainly
makes sense—using the entry-level position to develop the whole
person. Realistically, it’s an investment not made in poor communi-
ties because the employer has no real idea how to do it.

Think about it—if we’ve settled for creating a culture of medioc-
rity for these souls, and the cost of training them effectively is not
cost effective due to the high likelihood of turnover, what is the moti-
vation for making the investment in the first place? There is none.
What is needed is a new model that develops the people with the least
amount of hope into employees that come smarter, develop faster,
cost less, and produce more than any others that the service industry

has seen.
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SOLVING THE EMPLOYEE ATTRITION PROBLEM

The services and goods industries are broken and in need of a signifi-
cant transformation of attitude that says that making just enough
of a contribution is good enough to one where companies are con-
sistently creating world-class employees at every level of their organ-
ization. We've wallowed for long enough in a status quo where
100 percent attrition is a reasonable expectation, where expecting
100 percent turnover matches the life reality of our struggling com-
munities.

What if there were a business model for your industry that:

Reduces employee attrition rates by 40 percent, 50 percent,
or more?

Creates a shift in how a community perceives the contri-
bution its restaurants, hotels, developers, and manufactur-
ing plants make to the community?

Creates a change in attitude within a community about its
businesses’ ability to cultivate excellence in its citizens?

Is responsible for reconnecting families and communities
through newly discovered wellsprings of discipline and in-
tegrity among its youth?

Is the catalyst for the children of our urban communities
to achieve new levels of academic and professional excel-
lence, beyond the scope of the service industry?

Redefines how we recruit and develop and reestablish the
value of the entry-level position?

Rebuilds the American workforce by infusing into its cul-
ture the importance of starting where you are, mastering
the skills you need to get to the next level, and seeing every

aspect of one’s life as an opportunity to practice and grow?
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Is an active and integral part of the developmental solu-
tion our economy is looking for?

Produces a high ROI while being able to uncover and heal
some of the root problems of the “barely employable” in

America?

We ask these types of questions all the time, and we hear the same
answers all the time: “That would be great but ... we can’t get em-
ployees who work hard enough, who want to grow ... we can’t pay
them what they want to be paid ... can’t get a quality employee for
what we can pay . . . can’t get our employees to care about doing their
job right . . . they’re just going to turn around and quit soon anyway.”

So we ask a simple question: “What if you could?” And the answer
is usually silence because the industry simply lacks the means to de-
velop the barely employable at a cost the service-oriented business
can justify.

In spite of the conditioned responses, we have discovered the
business model that will break that deafening silence by producing a
entirely new class of entry-level employees from every ethnic com-
munity including Latinos, helping to provide the service industry

with the best employees they’ve ever hired—period.

WHO IS MANNY ESPINOSA? IS THE SOLUTION

Who Is Manny Espinosa? is a brilliant new scalable franchise business
model, conceived, and dreamed by Michael Gerber, founder of
E-Myth Worldwide and its highly successful collective of small busi-
ness tools. It is a business model that will revolutionize the relation-
ship between the American worker and the entry-level position.

It thrives on a think—believe—feel—produce paradigm shift that

says that there are no victims on either side of the attrition struggle,
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that everyone can win if they are simply shown how in an effective
manner. There are nonprofit and governmental agencies dedicated to
this pursuit, but no business has taken up the challenge to revolu-
tionize recruitment and development strategies the way that Who Is
Manny Espinosa? will, answering the most important questions the

investor and the industry have to ask:

Can you do it?
Can you do it cost effectively?

Can you make money?

The answer to all three questions is a resounding yes.

At the heart of Who Is Manny Espinosa? is a recruitment and staff-
ing agency for the restaurant, hospitality, retail, construction, and
production industries. However, unlike traditional recruiting or staft-
ing agencies, Who Is Manny Espinosa?, the Company, integrates a
comprehensive training and development component designed to re-
define how the so-called barely employable value the nature of the
service and goods industries and the nature of their own potential.
Combined, Who Is Manny Espinosa? will be a recruitment and devel-

opment firm unlike any the workplace has seen.

THE MODEL

We consider Who Is Manny Espinosa? to be a Life Academy: a con-
tinuing intense experience that demands high participation, commit-
ment, and accountability from its students, but offers even greater
benefits to the student, industry, and community in the long term. It
is a transformative, sustainable lifelong experience that instills vision
in its participants along with a belief system that there is a better life

available to each of us. We only have to make a declaration to achieve



188 AWAKENING THE ENTREPRENEUR WITHIN

it, and align our actions in a way that propels us forward on the right
path.

As a Life Academy, Who Is Manny Espinosa?’s primary purpose is
to create world-class employees for entry-level positions in the ser-
vice industry while shaping them into world-class Independents, as
opposed to dependents, people who are focused on personal growth
and financial independence. Students will be taught how developing
unbridled enthusiasm for the art of learning and practice is relevant
to achieving their dreams, starting as an apprentice at every level of
their development and achieving mastery before moving on.

Enrollees in a Manny E. recruitment and development firm sign
a life contract that includes full participation in the whole student de-
velopment plan and a commitment to practice while giving back to
their community of family, peers, friends, and the communities in
which they live. The structure of the development program is built
on the idea that practicing the right skills leads to superior results.
Students will initially commit to a rigorous six-week training pro-
gram, the make-or-break opportunity for each to get on board. One
hundred percent participation and accountability will be demanded
in exchange for this life-changing experience, beginning with the fol-

lowing skill sets:

Street Skills

The first set of curriculum develops the student’s relationship with
the world. These skills are most rudimentary for a Manny E. recruit

to master:

Knowledge of the world and what it wants. What is true
about the world and what does Manny need to develop per-

sonally and professionally in order to participate in it effec-
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tively? Manny needs to learn that what is demanded of him/her
includes commitment, discipline, the willingness to practice,
and the ability to speak English sufficiently so that he/she can
understand others and be understood, to be able to relate to a
wide range of people. The world needs Manny to be able to
look at the business community and identify how it defines

successful performance.

Knowledge of yourself and what you need to know. If
Manny takes an inventory of the knowledge and skills he/she
needs to have to maximize potential, what will he/she dis-
cover? Manny needs to learn more about interpersonal com-
munication and the art of listening. He/she needs to learn
what it is to grow into a leadership role, to be dedicated to
learning, and to understand that development requires the
patience and faith necessary to achieve success one step at a
time. He/she needs to learn to value impeccability and punc-

tuality—the value of showing up.

Knowledge of results and what you need to know to pro-
duce them. Manny must deepen his/her self-inventory and
create a relationship with who he/she is and what the world
expects of him/her. Manny needs to know how the business
operates, how it defines productivity. He/she needs to know
the technical skills required for the position they’re filling.
Manny needs to know about profitability and the financial
side of business. He/she needs to learn how to internalize this
new model for success and spread it back into his/her com-
munity, creating a more global paradigm shift. Manny needs
to learn how to manage conflict in order to be able to operate

effectively within an organizational structure.
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Knowledge of what’s next and how to improve upon ex-
cellence and move on. The process of developing oneself is
creative and cyclical, requiring constant reflection and deter-
mining how to do something better, more efficiently, more
impeccably, and so on, the next time. Manny needs to learn
how to set long-term goals, identify the steps required to
achieve them, and plan his/her actions for success. He/she
needs to learn how to look at any breakdown critically, stay

open to possibilities, and invent new solutions.

Life Skills

At the same time the Manny E. recruit develops his or her mastery of
these Street Skills, he or she will begin the study and practice of Life
Skills. These skills will redefine the role of the entry-level job in help-
ing the student get from point A to point B, from here to fulfillment:

Concentration. In a world that is constantly accelerating, so
many find it harder and harder to stay present and stay fo-
cused. As a result, we often do not achieve the level of mas-
tery of our lives that we should. Instead of practicing the art
of being where we are, we spend much of our days trapped in
either past memory or future imagination, both of which we
allow to create an inaccurate picture of our present. In Man-
ny’s case, there is little more than struggle and hopelessness
to be found in his/her past memory, so the present he/she ex-
periences and the future he/she imagines is just as bleak. By
teaching Manny that in the present moment lie unlimited
possibilities and that living in that space is practice, we help

him/her begin a paradigm shift.
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Discrimination. Discrimination is the practice of focusing
on those things that are most important, on choices that will
deliver the best results as efficiently as possible. For Manny, in
an entry-level position, the focus will likely need to be on
mastering only the skills that will lead him/her to the next
level of development. It will be holding in mind the truth that
an entry-level position can be more than just a dead-end job.
It can be the first of many steps each of us take to live a more
successful and fulfilled life. If Manny needs to first learn how
to focus on the living, present moment that holds the most
possibilities, then he/she next needs to focus in that moment

on the actions that will deliver the greatest long-term reward.

Organization. Mastering the skills of concentration and dis-
crimination takes energy and effort. More important, they
require the space to allow one’s intentions and actions to
align properly. This skill teaches Manny how best to organize
his/her life to achieve immediate and long-lasting results.
This is organization of his home, his workplace, his actions,
his behavior, his intentions, every aspect of his life. Organiza-
tion is about creating order out of chaos. Manny’s world of
being barely employable is chaos. What Manny will learn is

the alchemy of his life that is necessary to get results.

Innovation. Focus on the present and its possibilities, on the
behaviors and actions that are most important, in an orga-
nized environment, allow for teaching of the fourth Life Skill,
how to be innovative. Innovation is the belief that there is a
way to do everything and, if that is so, there is a better and

best way to do everything. Innovation is a commitment to in-
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cremental and continuous improvement, a belief system that
Manny must have in order to see how this entry-level step is
going to lead to greater accomplishments, and that by seeing
the possibilities of improving his/her condition, he/she can
begin to see how to reinvent them, to create new ways of
working in the world, of defining his/her reality, of trans-

forming his/her life.

Communication. This skill is essential for any of us to master
if we are to achieve the results and the outcome we deserve. It
is one thing to be focused, organized, and innovative. But for
any dream to become a reality, we require the help of other
people. At a Manny E. center, we will teach the student how
to master the art of effective communication and negotia-
tion, and provide him/her with the support network needed

for long-term success.

Work Skills

The pot of gold at the end of the six-week intensive will be placement
in an entry-level, service-industry position. Manny E. regards all
entry-level positions not as jobs, but as school. An entry-level posi-
tion for all Manny E. students is a paid education. Because it is a paid
education as opposed to a job, the student sees that job in a com-
pletely different light. He is being paid to learn, and, as he does well in
school he is being prepared to graduate to the next level where he gets
paid even more for his achievement. In short, by the time these six
weeks are over, we will have transformed Manny into a world-class
apprentice. Fifty years ago, it was common knowledge that everyone
started from the beginning somewhere in the work world, and that

with the right effort and enthusiasm applied to the mastery of skills,
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the sky was the limit. The launch of Who Is Manny Espinosa? marks a
return to those ideals, updated to include the whole fabric of our
communities.

The Street Skills and Life Skills with which each Manny E.
graduate enters the work force create a solid foundation for the
work-specific skills his/her employer will layer onto the development
process. And, the employer will come to equate a Manny E. graduate
with a completely different attitude that defines commitment and
excellence.

The end of the six-week intensive does not spell the end of the
Manny E. R&D firm’s contributions to the graduate’s development.
Remember that the fifth Life Skill is the ability to rely on other people
to help them to achieve their goals. Manny E. graduates will continue
their development by attending a three-hour seminar once per week
at Manny E. Academy. In addition, an online Manny E. community
will be created to enable Manny E. centers to provide graduates with
long-term coaching and mentoring. Monthly curriculum, combined
with peer mentoring, will be assigned to Manny E. graduates, which
will supplement their development.

Finally, every graduate of the six-week intensive will be assigned
to a Manny E. Group of seven graduates, led by a Manny E. Facilita-
tor to share experiences, learning difficulties, work-related frustra-
tions and successes, as each member grows to be more successful by
assimilating the tools, training, and development coaching they are

provided on a week-to-week basis.

A PROGRESSIVE EXPERIENCE

Registering and enrolling at a Who Is Manny Espinosa? recruitment
and development center will be a progressive experience for its stu-

dents. Completion of the core curriculum not only empowers them
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to be exceptional at an entry-level position, but also grooms them to
become the internal bench candidates that every service-oriented
business depends on.

It is much more cost effective for an organization to promote
from within rather than expend additional resources on training new
candidates. Instead, employees use the core skills learned as a founda-
tion upon which to build incremental and lasting development at a
whole new level.

Advanced training and development at a Manny E. center will in-
clude a comprehensive education about the skill and art of managing
people, and of managing all aspects of businesses’ operations. In
teaching Manny how to master the skills to get to the next level, the
one beyond that, and so on, we are setting him/her up to take on and
master the skills needed to become a world-class manager in the ser-
vice and goods industries.

Graduates of Manny Espinosa R&D centers will be able to
reciprocate what they’ve learned to future generations of students,
serving as recruiters, teachers, managers, community development
leaders, and support staff at Who Is Manny Espinosa? centers nation-

wide.

AN INTEGRATED EXPERIENCE

The curriculum at every Manny E. recruitment and development
firm will be taught by individuals with expertise in wide-ranging
fields. This high-energy, high-intensity transformative experience will
rely on the contributions of athletes, business executives, personal de-
velopment coaches, martial arts instructors, and so on.

We are committed to working with Manny E. students—with the
most forgotten members of our communities—from the ground up,

to instill discipline, focus, self-respect, community activism, and a
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commitment to the practice of excellence. What employers will get
from a Manny E. graduate is an individual who transcends what the
employer has been conditioned to expect—they will get an individ-
ual who is a partner in transforming the industry. What Manny E.
students will get is the support of a company that is involved in their
development, that collaborates with our “barely employable” youth

to help move them up the ladder, one rung at a time.

IMMEDIATE RETURN ON INVESTMENT

As a scalable, replicable franchise model, Who Is Manny Espinosa? is a
concept that is primed to be the most effective turnkey solution
among its peers. Much as Manpower or any other employment firm
is paid by employers to find and supply recruits, so will be the case
with Who Is Manny Espinosa? The difference will be in the quality of
the recruits and how quickly and effectively they are able to trans-
form an employer’s relationship with its customer. Employers will as-
sociate the Manny E. brand with being the solution, synonymous
with results and transformative experience, and look to a Manny E.
firm first for their staffing needs.

Who Is Manny Espinosa? sees its primary customers as:

Food services, hospitality, administrative, retail, and con-
struction industries.

Federal, state, and local employment development agen-
cies, for whom we can both be the model of effectiveness.
High schools, community organizations, and parents in
need of fresh, new solutions for lifting our “barely employ-
able” youth out of limiting belief systems, pointing the
next generation to a bold new path of effectiveness and

empowerment.
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As a scalable franchise model, Who Is Manny Espinosa? creates a
perfect opportunity for ownership by the communities that we serve.
The U.S. Census estimates the Latino community will account for
nearly half the American population by the year 2050. This has al-
ready created a huge amount of ethnic purchasing power among our
Latino brothers and sisters, the effect of which will only increase with
predicted population trends. Companies are increasingly marketing
to Latinos and other ethnic groups. Additionally, the number of
Latino-owned businesses is on the rise, numbering nearly 1.6 million
with annual sales of $222 billion in 2002. Who Is Manny Espinosa?
primes itself to be an investment opportunity that feeds the commu-
nity—its economics and spirit.

Who Is Manny Espinosa? R&D firms will become known as the
proprietary leader in its recruitment and development field, always
operating under the mantra “World Class People Yield World Class
Results.” The question is, who will join us to steward the vision to its

potential?

John Blackwell and I met shortly after he had read the Manny E.
White Paper. He had a manila folder on his desk, squarely settled at
right angles to where he sat in his desk chair. I sat down across from
him. There was no small talk. John started the conversation off im-
mediately. It was one week to the day since he had become COO of
Who Is Manny Espinosa?

John began. “Hello, Michael. Thanks for making the time to join
me here. I know you’ll find our meeting a valuable expenditure of
your time. I have made the first pass at creating a Mission, and the ac-
companying Strategy and Plan we’ll need for accomplishing it. I could
just as easily have sent it to you, but I thought we could get a lot more

done this way. Should you have any questions, I can immediately
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answer them. So, let’s get started. You won’t need to read your copy.
I'll talk you through it, and then you can review it at your leisure. If
you'll turn it over, it immediately becomes a notepad you can use
while we discuss my thoughts, Strategy, and Plan. Okay?”

I turned the sheaf of paper over, and just as John had indicated,
each page was headed by the words: “Manny Espinosa Strategy &
Plan NOTES.”

“Wonderful,” I said. “Let’s get started.



STOP

AND

FOCUS

The Wisdom of Process

Trust me on this: The wisdom of the process is to begin it.

What does that mean? It means that until you actually take
the first step, you can’t take the second, and until you take the
second step, you can’t take the third, and the result you are here to
produce will only reveal itself to you until, and after, you have
committed yourself to the Path. The Path of Impossibilities. The
Path of the Outrageous. The Path that everyone will tell you isn’t
real, is just a figment of your imagination.

Isn’t that a remarkable expression: “a figment of your imagi-
nation”? It presumes that your imagination makes up things that
aren’t real, as though that is the opposite of things that are real, the
kinds of things that have nothing to do with your imagination.

All the left-brained behemoths in the world would have you
believe that imagination is the problem, when, in fact, the entire
universe is supremely imaginative. Whether or not you believe in
God, who can fail to be amazed at the incredible world in which
we live?

How deadening would it be if we extricated our imagination
from our lives? What would this world be without our positive
imagination, our starstruck imagination, our joyful, playful,
exotic, mystical, spiritual imagination? Where would art be, or

music, or literature, or philosophy, or religion, or works of the




spirit, or architecture, or love, or solidarity, or humanity, or par-
enting, or caring for our parents when they cannot care for them-
selves?

Imagination is what happens when a grand, great, all-
consuming idea possesses us like the one that possessed Martin
Luther King, to cause him to blurt out with all the passion a
human being can muster, “I have a dream!”

What does that mean in the day-to-day reality of things? We
take that first fateful step, and then the second—and, yes, I am
here, walking alongside you—now the third and the fourth and
we’re on our way! Look what just happened! Isn’t this amazing
that we’re actually doing what we only dreamed about doing a

short while ago?
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Beginning the Strategy;
Beginning the Plan

Often an idea would occur to me which seemed to have
force . . . I never let one of those ideas escape me, but
wrote it on a scrap of paper and put it in that drawer. In
that way I saved my thoughts on the subject, and, you
know, such things often come in a kind of intuitive way
more clearly than if one were to sit down and deliberately
reason them out. To save the results of such mental action
is true intellectual economy . . . Of course, in this
instance, I had to arrange the material at hand and
adapt it to the particular case presented.

—Abraham Lincoln

sually, at the beginning of a relationship, there is a great deal

of fussing and musing and getting situated. A new manager

needs to find his place, get connected to the people he’s going to work

with, move into his new office and put the things he always takes

with him away, on the wall, on the top of the desk, and in the filing
cabinets.

At the beginning there’s usually a pause, a reconsideration, a

thoughtful few weeks to settle into the fact of a new job, a new ac-
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countability, a new future that has to be organized in such a way as to
make the new resident in it feel comfortable.

There was none of that with John Blackwell. He simply moved in,
threw his bag in the corner, and started the process without delay.

He smiled, opened his sheaf of papers, looked at me briefly as
though to say, “Ready?” and started his presentation.

“The importance of this project has finally become clear to me,
Michael. I knew it was big, but I never truly took in the immensity of
it. I also never truly took in the simplicity of it. This is not only
doable, it is eminently doable. That’s part of what excites me so.
Taking the model apart, and putting it together as a very small busi-
ness at the beginning is how we’re going to design the finished prod-
uct, build it, and get it ready to roll out. My belief is that we can
accomplish all of it in less than two years. At least that’s what I am
planning to do. Within eighteen months of your approval of my
Strategy & Plan, Manny Espinosa, the Company, will have prepared
itself to grow exponentially by year two.

“So, let me describe my Strategy and then my Plan, and you tell
me what I've left out, if anything.

“My Strategy is to build a Manny Espinosa practice, as you call it,
right here in San Diego. We will sell it as a work in process to two or
three major restaurant systems, to have them participate with us as
Strategic Partners in a test. Our role is to produce a continuing stream
of candidates to them for a fixed dollar amount, yet to be determined,
and to work with them to make certain that they and their people are
ready to absorb each candidate into their system in a select number
of outlets as part of a personnel development program they are test-
ing. There is no need for anyone in their organization to know any
more about it than that.

“The ‘how’ of it naturally will be worked out by me with their

management teams long in advance of the first candidates we send
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them. So, that part of my Strategy calls for a ready channel waiting
for each candidate as soon as he graduates from our Six-Week Inten-
sive. That is the first step of the Strategy: a ready and receptive market
for our product. Given the circumstances of attrition in the restau-
rant industry, that will be easy to accomplish. In fact, I have already
begun to make appointments with top-level executives in three res-
taurant systems: Taco Bell, McDonald’s, and Quiznos. If these three
don’t respond quickly enough and enthusiastically enough, we’ll then
go on to my next three choices, and my third three, and my fourth.
But, whoever our strategic partners end up being, there will be three,
and they will be participating within the time frame I have commit-
ted to you.

“The second part of my Strategy is to identify, contact, and begin
a conversation with no more than ten program developers to join us
in building the first Six-Week in time for a launch six months from
now. That launch date is critical if we’re going to meet our eighteen-
month objective. We have to get each ‘Manny’ trained and onto the
floor of his employer’s restaurant if we’re going to get the experience
we need to immediately improve upon our beta Six-Week. This will
obviously need to happen several times before Launch Date Two hap-
pens twenty-four months from now. So, Step Two of our strategy is
to build the personal-development system to begin the transforma-
tion of our young candidates in real time.

“The third part of my Strategy is, obviously, Manny himself. We
have to create and launch a Manny Espinosa seminar that brings large
numbers of young Latinos to a room where we can sell them our idea.
This is obviously as critical to the success of our Strategy as the other
two parts are. If we fail to attract, inspire, and enroll enough people
to make this possible, everything else will have been for naught.
And this is key to me: we can get as many people as we want into a

room if we get the government and the department of employment
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involved; they’ll simply send kids to us. We have to find the way to
get large numbers of these kids to buy into our Story. Our Story, and
our ability to tell it, is critical if our business idea is going to take root
in the Latino/Hispanic community as it needs to if it’s going to be
successful.

“Finally, Stage Four of my Strategy is to seek out, identify, and
enroll three Key people to serve as our Cadre, the Sergeants who are
going to deliver our intensive to their Manny recruits. These people
are obviously critical to the success of our Program. They are the ones
who are going to lead, challenge, train, and mentor our graduates to
make the shift from their current way of being to the one we intend
for them.

“I have already made a list of twenty men and women I have
known in the past that I would stake my life on. I intend to start talk-
ing to them immediately. These people will then begin the process of
developing the kind of systems we need in order to make certain that
Manny, the graduate, who is about to go through the worst part of his
development, on the floor of a restaurant, doesn’t simply get lost.
This is the part where we could lose him. And my Cadre needs to
make certain we don’t.

“So, to repeat, the Strategy is to build our beta franchise proto-
type ready for launch within two years. To sign up three Strategic Res-
taurant Partners to help us build our system. To sign up ten program
developers to build the program you describe in your White Paper.
To have that program done in six months. To create and launch a
Manny Espinosa seminar through which to enroll our first class of
candidates for graduation no later than seven and a half months
from now. Impossible sounding, I know, but critical if we’re going to
be ready to roll out our program in six months. I will write the semi-
nar and deliver the seminar myself. I've already started, and have

gotten some help from several kick-ass Latino friends of mine who
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were only too willing to help me. The final part of the Strategy is to
recruit no fewer than three Cadre members—my Sergeants—who
know how to engage young people in a process of change. They will
be dedicated, strong, committed, and have the kind of bearing we
need. They will be incredible models of discipline, training, excel-
lence, and compassion.

“My Plan, Michael, is to set up an Action Plan on the whiteboard
behind me, listing all the benchmarks that must be met, along with
the budget, the accountability, and the due dates for everything to
keep on target.

“To do all this, I’ll need a limited staff of one full-time executive
assistant, one financial modeler part time, and one doofus who will
do whatever I need him to do to make certain my back is always cov-
ered as I'm rocking and rolling to get things done.

“As for pay, I have already picked my executive assistant, and she’s
already agreed to work for minimum wage for the first three months
provided that when we achieve the result 'm committed to achieve
by then, she gets a raise to thirty-six thousand dollars. She knows this
is a spare process, but she is so in love with the idea that she was will-
ing to come to work for free if I needed her to. The financial modeler
will cost us twenty dollars per hour for three hours a day three times
a week. That’s all I'll really need from him. He’s a full-time graduate
student, and he’s ready to start once you say yes. Again, he loves the
Dream and wants to be a part of it. The doofus is another story. He’s
my son. Lives at home. He’s an extraordinary guy who simply said,
“Yes, and doesn’t need any assurances of any kind. He also loves the
Dream, buys into the Story, and told me that if I didn’t include him
he’d move out of the house. I told him that I couldn’t pay him any
more than minimum wage at the beginning, and he laughed and re-
minded me that I haven’t paid him any more than minimum wage

for as long as I've known him, so why should this be any different?
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“As for the program developers, I can get them involved for some
kind of a royalty once the program is up and running. I haven’t begun
those conversations yet, but I have great confidence in my ability to
do that.

“Finally, there’s the Cadre. I can convince them to do this without
pay for the first six months. A number of them are retired military.
Some might need a salary to start. Once I begin my conversations
with them, I'll know more about what we’re talking about. But for
now, I believe it will be no more than thirty-five thousand dollars a
year. On the other hand, I've begun to noodle with a royalty-based
system where they get paid based on the number of kids they put
through each Intensive. In any case, 've put my expectations into a
financial model for you to review.

“Whatever we decide about costs, my intention is to get our Stra-
tegic Partners to pick up the cost for us, plus make us a little profit as
we build the program. To them, this will be chump change. All we
need to do is show them the wisdom of our deliverable and get them
to see it as an investment in change, but mostly an investment in im-
provement. The real truth is, I expect no later than a year from now
that these Strategic Restaurant Partners and many more like them
will become key investors in Who Is Manny Espinosa? As it succeeds,
they will want to participate in it.

“So, what do you think?” John Blackwell asked.

“Doit,” I said.



STOP

AND

FOCUS

Beginning the Strategy;
Beginning the Plan

At the beginning of the Mission we must calculate the end. In John
Blackwell’s Strategy, the end was calculated to be the completed
beta prototype for only six weeks, until the company was ready for
rollout. Why did he consider that to be an ample test? Why did he
calculate his needs to be so few? Why did he believe he could get
people to participate in his Mission for so little financial remuner-
ation, especially in these days of skyrocketing payrolls and options
and all manner of benefits?

Go back to the standards I created for John Blackwell. See how
he took them seriously. Without any further conversation about it,
his Strategy and his Plan were mirrors of the standards I gave him
at the outset.

You and your leader must honor the agreements you make
with each other. If John Blackwell had come back to me with a
Strategy and Plan that were completely inconsistent with the stan-
dards we had agreed upon, what do you think I would have said?
What would you have said to a Leader who had provided you with
a Strategy and Plan that were completely inconsistent with the
rules of the game as you had spelled them out?

(continued)




What did I say to John? I said, “Do it.” Period. What was there
to talk about? The budget was leaner than lean, and the company
would probably prove to be profitable, even in the developmental
stage, if John could produce the results he was committing to.

The best part of it all is that he not only didn’t ask for more
than he believed he needed, but less. And, at the same time, he put
himself on the line for the majority of the key results; creating and
performing the recruitment seminar; pitching and closing the res-
taurant management; finding and hiring the ten developers to pro-
duce the Manny E. Intensive; finding and hiring the three Cadre
he needed to deliver the programs and take accountability for
Manny’s success; finding, hiring, and managing the three key help-
ers he needed at the outset at remarkably low cost; and a Plan to
pull it all off.

Of course, I said, “Do it!” Now I'd get to watch . . . to see what
he did.
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The Mission Is Under Way

Chance furnishes me with what I need. I am like a man
who stumbles along; my foot strikes something, I bend
over and it is exactly what I want.

—James Joyce

his Mission is under way.”

John Blackwell stood in front of a small group of people I
had never met—ten men and four women. I had been invited by John
to sit in on this kickoff meeting, the product of many prior meetings
he had conducted with restaurant executives and managers, hotel and
construction industry leaders, program developers, Cadre prospects,
local banks and associations, leaders of the local Latino community,
leaders of the cities in San Diego County, and Angel Investors.

This was the first time all of the players had met under one roof.
It was the first time most of them had met one another. Needless to
say, John had been busy.

Before the meeting, he spoke to me about the reception he had
received.

“Michael, I have never received such unanimous accolades about

anything I have ever been involved in. People love Who Is Manny
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Espinosa Project. They immediately get it. Despite the continuous
flow of questions about how it’s going to work, no one doubts it will
work. And because of that, it has been easy to get the commitments
I need to keep my commitment to you. The restaurant chains are
in. McDonald’s, Taco Bell, and Quiznos, to name just a few. I've
provided you with a complete list of the restaurant systems who
want in. As for the developers, I’'ve gotten some remarkable people
to say yes. I’ve also included their names and their résumés for your
review. They include martial artists, athletes, military leaders, teach-
ers, trainers, business leaders, and curriculum developers. All of
them are stars in their discipline of choice. If anyone can invent
the System you have outlined in your white paper, these folks will.
They are committed to it, and will work together to get it done on
time.

“Now it’s your turn,” he said. “I want to introduce you to the
group to reaffirm what I have already told them, in your own inimi-
table fashion.”

As we walked into the meeting room, John motioned for me to
accompany him to the front. He then turned to the group and said,
“Ladies and gentlemen, we’re all here for the very same reason, to
transform the lives of young Hispanics and Latinos so that they can
grow to their full potential. The contribution these young people can
make to their families, their communities, their employers, and their
peers has never been realized on the scale we anticipate in this room.
I would like to introduce you to Michael Gerber, who is the visionary
behind Who Is Manny Espinosa? Michael is the founder, CEO, and
Chief Dreamer of the Company, the world’s first recruitment and de-
velopment firm. Michael?”

I looked at the small group of people in front of me. In my role as

speaker, I have stood before thousands of groups, large and small. But
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this group was different. Perhaps it was the purpose that had brought
us together, but there was intensity in their faces, a focus, a maturity
about them that touched me immediately. This was not just an audi-
ence. This was a team on a mission! John Blackwell had done his job
well, I thought. It’s now my job.

“Good morning, ladies and gentlemen,” I began. “I am honored
to be with you today to share my thoughts and feelings about the mis-
sion we're engaged in, the mission we call Who Is Manny Espinosa?

“The simple fact is that life isn’t fun for many billions of people
on our earth. Quite far from it. Billions of people on this earth live
lives of quiet—and not so quiet—desperation. First, of course, this
desperation is economic. Most people in the world haven’t developed
what I have come to call economic ability, the ability to financially
care for themselves, let alone others who depend on them. A lack of
economic ability is a painful reality to so many Manny Espinosas in
our world.

“That is not your problem, of course. But I propose it is your op-
portunity. I also am proposing that you don’t possess the power to
transform that reality. Only Manny Espinosa does. Our job is to iden-
tify that power, localize it, and transform it into action.”

I began to tell the Story as passionately as you could imagine. I
explained many, if not most, of the things I've told you in the preced-
ing pages.

I told them about Manny’s lack of rudimentary skills . . . about
the glaring absence of role models in his life.

I told them that Manny doesn’t think of himself as someone who
matters. He wants to matter and is angry that his future is probably
going to look much like his past, unless he’s lucky, that is.

I told them that, for Manny, seemingly the only choice left is the

gangster’s life, which, while risky, at least empowers him to be Manny
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Espinosa without any fear that he’ll look stupid and live a life of in-
dignity and lack of respect doing stupid work for stupid pay in the
hope that years away he’ll get to be a manager in a fast-food restau-
rant.

I told them that Manny Espinosa will only be reached if we instill
in him or her a greater Dream . . . a greater Hope.

I continued. “The Company called Who Is Manny Espinosa? is
destined to become the place where this can happen. It cannot be that
place where Manny is acculturated into a straight world to become a
straight citizen. It cannot be the place where we sell the American
Dream. It cannot be the place where we tell Manny what everyone in
the straight world is telling him: learn the language, get a good job,
and save your money while you go to school. It cannot be, because if
it is, it will be a disaster.

“To be successful, Manny needs to hear a different message, a
contrarian’s message, a message in opposition to the one he has been
hearing from his parents, his teachers, the principal at his school.
Manny isn’t stupid. He looks at them and says to himself, ‘Right. And
what has that gotten you?’ No, the Mannys of the world need leaders,
teachers, tutors, trainers, and Cadre who symbolize a life that has
never been his or her experience. A strange, new, exciting, exhilarat-
ing life. A life worth living. Where Manny is physically, emotionally,
spiritually, and mentally a Hero. A member of the Hero Class. A
Leader. That’s what you and I are here to do, ladies and gentlemen.
That’s the job ahead of us. That is what it is going to take for Manny
Espinosa to take his place, his Hero’s place, in this world we live in.

“Thank you for participating in Manny’s quest. Any questions
you have are welcome.”

I stopped, took a deep breath, and waited for what would happen

next.
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A man at the back of the room raised his hand. He was dressed in a
pair of gray slacks and a casual striped shirt, with a logo I couldn’t
quite make out embroidered above the breast pocket.

“Yes, sir,” I said, motioning to him. “Your name?”

“Mr. Gerber, 'm Jerry Long from McDonald’s. Let me be straight
with you. The last thing we would want is for Manny to think he is
better than a manager at McDonald’s. If this program is going to
work, that’s what we would hope he will be. If he isn’t going to become
a manager at McDonald’s, in fact, doesn’t even want to be, why in the
world would we hire him?”

“Great question, Jerry. And here’s the answer. You would hire
Manny because you will have the best shot you have ever had at en-
couraging a crew worker to want to become a manager at McDon-
ald’s. And that’s because Manny is motivated. He sees McDonald’s as
a school, not as a job. Your store is a school where he gets to practice
the skills you and we are teaching him, the skills that are called for if
he is going to succeed in ways he never imagined. Manny is there to
learn the skills of concentration, discrimination, organization, inno-
vation, and communication. He knows if he doesn’t learn, it’s his
fault, not yours. So, first of all, you get someone who has been
prepped for you, like no entry-level person you've ever hired. He’s
ready.

“Second, Manny is a blank piece of paper for your company,
except for this: we have told him a story about life at Who Is Manny
Espinosa? We've told him that most of us—yes, you and me, too,
Jerry—aren’t clear about who we are and what we want to do. Most
of us are living stories that other people have made up for us.

“But to be a Hero, we need to create our own Stories built upon
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the truth. What is our purpose here? What are we destined to do?
How does our perception of reality shape reality? What does it mean
to be a human being here on this earth? What causes us to learn, to
grow, to be challenged, and to rise to that challenge?

“For Manny, life is a very big and exciting question, not a dismal,
limiting, and dreary answer. It’s not about a job. It’s about a calling,
just like it was for the founder of your company, Ray Kroc. We're tell-
ing Manny that becoming an entrepreneur in this age of the new en-
trepreneur is his true opportunity to become a true Hero. It’s not
about getting a job, but about creating jobs for many, many people.

“Where would he best learn how to do that? At McDonald’s, of
course. Or at Taco Bell, or Quiznos, or in any one of thousands of
places created by entrepreneurs. What a great opportunity for the
company that hires him at the very beginning. He couldn’t be more
perfect for you!”

Jerry from McDonald’s obviously wasn’t satisfied with my answer.
“So, what happens when this kid comes to work and tells everyone
else on the job what he’s doing? He immediately becomes special, and
everyone else on the job becomes distracted by his story. Do you see
the problem this will create for the manager of that operation?”

“Yes, I do,” I responded. “But what I also see is that this is your
chance to talk about the Manny Espinosa Project with all of your em-
ployees. You can tell them that McDonald’s, in its forward-thinking
way, is determined to revolutionize the lives of its employees and its
company. Manny Espinosa, the Company, is just one way you are
doing this. And, yes, it’s a challenge. Anything new is. But Manny Es-
pinosa is at the cutting edge of people development for your entire
industry, Jerry. Besides, what’s the worst thing that could happen?
Your annual attrition rate is already at 300 percent! Do you think
Manny is going to make it any worse?”

A second hand went up.
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“My name is Walter Hensley. I teach martial arts, and I was told
my skills would be important for this project. Can you tell me why?”

“Yes, Walter, I can. The training we’re going to be putting Manny
through has never been done before. I think of it as organic training,
because it deals with the whole of the person, not just individual
parts. We're not training Manny to do a job. This is not a vocational
school. We are preparing Manny for life. You are all here to work as a
team to integrate your disciplines into a holistic training that will
transform the way Manny thinks about himself and the world. Mar-
tial arts will provide one key to the door. But until all of the keys are
turned, the door won’t open. The door is Manny’s freedom, his path
to liberation. None of you have done this before, I know. But that’s
what’s so exciting about it. You get to do what everyone else would
call the impossible.”

More hands went up. I motioned to a woman who had a dubious
expression on her face.

“Mr. Gerber, my name is Alicia Huntley. I am a language instruc-
tor. My concern is, how do you expect Manny to learn to speak En-
glish fluently enough to excel on the job, while also learning all these
other skills? I think if Manny just learns English, he’ll be well ahead
of the game as far as his employer is concerned.”

“Yes, that may be true. But we’re not interested in helping Manny
get ‘well ahead of the game, as you put it. We want Manny to play a
completely different game than one would expect of him. It’s the
Hero’s Game. And learning how to speak English has nothing what-
soever to do with being a Hero. Learning English is simply a way for
Manny to express his power.

“That’s what is so important to understand about this Project. We
are building A Course for Heroes. We're not training Manny how to
do. We'’re training Manny how to be. And none of us knows how to

do that. But...and this is what I'm counting on...we all know
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something about it. One of you knows about martial arts. One of you
knows about discipline. One of you knows about learning. One of
you knows about meditation. In short, all of you know what Manny
needs to know to become a Hero. Your job is to give it to him.”

John Blackwell walked to the front of the room, thanked me for
my time, and said, “Okay, everyone, let’s take a break and reconvene

in ten minutes.”



STOP

AND

FOCUS
The Mission Is Under Way

The Mission is under way!

As I spoke to the group of developers, the true essence of the
Manny Espinosa Project revealed itself! It was to become, and be
known as, A Course for Heroes®.

Before I said that, it did not exist. I had never uttered these
words before I said them to the group. Not to John Blackwell, not to
myself. Not before I sat down to write this book. Not before I wrote
the last chapter. Not until I stood in front of that great group of
people to answer their questions.

But it was there, I can assure you. Given the aim of our proj-
ect, it was there, waiting. And then it showed itself to me and we
claimed it as ours. For this project. For these special people. For the
difference we needed to establish in Manny’s mind and heart be-
tween what he was learning and what everyone else in the world
was learning.

How is it possible, you might ask, to create something you have
never done? How can the Leader carry out his or her mission if he
or she doesn’t know what it is? If he or she has never done it before?
There is only one way: Imagine it!

All that I have been saying to you so far in this book is the
product of my imagination. The imagination is the heart of the

(continued)




Dreamer. Your imagination is the heart of your life and what you
do with it. You are being called upon to be a Hero without any
training to be a Hero. You are being called upon to be a Leader
without any training to be a Leader.

Your imagination is the key to unlock the door of your entre-
preneurial spirit. Conjuring up your energy, your spirit, your pas-
sion for your cause is the only worthy aim of a fully committed
human being. What you are being evoked to invent is the mission

of your lifetime!
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The Mission Reveals Itself

Like every writer, I am asked where my work originates,
and if I knew I would go there more often to find more.

—Arthur Miller

e have conjured up out of an empty space no bigger than an
atom and as large as the universe, the Great Idea I call A
Course for Heroes!

Do you see what we’re coming to here? The Dreaming doesn’t
stop when the Thinker takes on the Dream. It just intensifies with
the force of the Thinker’s hot mind. The Dreaming doesn’t stop when
the Storyteller takes over, either. It becomes instead incarnated in the
Magic of the spellbinder’s Words. The Dreaming doesn’t stop when
the Leader takes over. Instead, it very quickly becomes a powerful
sword.

The Dream is the thing, dear reader. It is. And if you need any
more proof than I've just given you, you have been sleeping through
this Story in the hope of something more substantial, when only the
least substantial will do. The least substantial to me is an Idea that has

no proof. But, instead, has great whimsy. Sings and trots. Calls to your
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muse. An idea like the one just mentioned, A Course for Heroes—
whoever heard of such a thing?!
No such thing had ever been done before!

And that’s exactly the point!

Not too long after our group meeting, John Blackwell and I met
again, this time at a nearby coffee shop. He was waiting for me when I
arrived, and was already nursing a cup of coffee.

“Good morning, John,” T said. “And how’s our hero this
morning?”

“Good morning, Michael,” John answered. “We’ve got a lot to talk
about and a whole lot more to do. And, our hero is fine. Just fine. He’s
just a bit confused.”

“Tell me about it,” I responded.

It took us about two hours to get through it all. John Blackwell
described to me what occurred at the meeting after they reconvened.
There were many questions, 99 percent of which were about how the
Manny Espinosa Project was going to be implemented.

The developers asked one set of questions; the restaurant manag-
ers asked an entirely different set. The developers were interested in
the process; the managers were interested in the problems associated
with introducing a new concept into their operating units. Overall,
however, with the exception of a couple of people who simply left the
meeting because they didn’t believe in the Project, most were enthu-
siastic.

The general agreement was that if we could develop the curricu-
lum, and if we could interest Manny the Kid in participating, and
if we could sustain Manny the Kid’s interest long enough to make a
difference in him, and if we could produce the bottom line results

we intended to produce for the restaurant owner, and if we could
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systematize the course in such a way that relatively ordinary people
could deliver it successfully, and if we could do all that and still make
money, well, then, we would have ourselves a winner. But, of course,
how we were going to fulfill all those “ifs” was a mighty big question.
And at what cost? And over how much time? And with how many
people?

John finally came to the “confused” part.

“When I say I'm a bit confused, what I really mean to say is that
[ am not as certain as I usually am. I love to be certain. I feel solid
when I'm certain. I don’t like to feel confused, but I've come face-
to-face with how little I truly understand about what needs to be
done to build A Course for Heroes. And when that hit me, I asked,
‘Am I the guy to do it? That’s where the confusion stepped in. So
that’s my question for you, Michael: ‘Am I the guy to do this thing
of yours?’”

I couldn’t help but smile. “John, how the hell would I know? I've
been asking the same question of myself. How can I even believe that
I’'m the guy to do this? There have to be thousands of guys who are
better suited to do this thing than you and I are. But they’re not sit-
ting at this table. They weren’t running your meeting yesterday. They
didn’t dream up the idea, and they haven’t a clue that we’re doing this.
If they did, they would probably tell us we’re nuts. And they are prob-
ably right.

“But, here we are,” I continued, “and you are the man to do it
because you said you would. And I am the man to do it because I said
I would. We've told too many people to back out now. So, our goose,
as they say, is damn well cooked. Do you have any other questions
that haven’t already been answered by the forces that brought us
together?”

John replied, “Only one. How do we do this thing we decided

to do?”
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Developing A Course for Heroes was no different than developing a
course for anything else. First was the Emotional Content. Second
was the Physical Content. Third was the Rational Content. Fourth
was the Time. Fifth was the Result.

All five pieces were driven by the student . . . Manny Espinosa!

The emotional maturity or immaturity of the student determined
how the Emotional Content was to be organized.

The physical maturity or immaturity of the student determined
how the Physical Content was to be organized.

The rational maturity or immaturity of the student determined
how the Rational Content was to be organized.

The Time and the Result are driven by each other respectively,
and also by the demands placed upon them by the content of the
three components of the Course.

The entire System would only work if all of its five components
were created to work as one whole, as opposed to five separate things.
The “one whole thing” in A Course for Heroes, of course, was Manny
Espinosa. We were creating this Course just for him. If one were to
construct a scale from one to ten for our candidates’ emotional, phys-
ical, and rational maturity, we would hazard a guess (using our intu-
ition) that it would be on the lower end in all three.

Without any testing (which would take time and money and
would more than likely unnecessarily alienate Manny), it would be
safer if we built the Course to the lower end of the scale, because it
would be more inclusive that way, rather than toward the higher end
of the scale, which would exclude the largest number of Mannys. The
Course’s success depends on its ability to touch as many Mannys as
possible.

Of course, once touched, it was equally predictable that not all
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Mannys would be successful. We could not determine in advance
what the success ratio would be, but we could hazard a guess (again,
using our intuition) that likely more than 30 percent would drop out
before completing the Course, and another 20 percent would fail to
continue with the Course throughout the stages following Gradua-
tion from the Intensive. This left a success rate of 50 percent.

A success rate of 50 percent would have a profoundly positive
impact on not only the community of Manny Espinosas in the United
States, but upon their families, their peers, their communities, their
employers, and the country as a whole.

While a 50 percent success rate might indicate that we also have a
50 percent failure rate, this is not necessarily true. The Mannys who
leave the project will have received training and support unlike any
they have ever been given. All Mannys will be indelibly changed by
the experiences they have in the Manny Espinosa Project, whether they
graduate or not. And that is our aim.

So, to build A Course for Heroes, all of the curriculum compo-
nents must be developed to fit Manny’s emotional, physical, and ra-
tional needs if they are to have a positive impact on him. Emotionally,
Physically, Rationally will be the context from now on.

We reached another very important conclusion: no classrooms.
A Course for Heroes designed to transform the life of Manny Espinosa
will not be taught in a classroom. Manny likely only has negative as-
sociations with the classroom. Manny also only has negative associa-
tions with classroom teachers.

So, then what? How do we teach Manny if he’s not sitting at a
desk?

I envision a martial arts course where Manny is sitting on the
floor in front of his Sensei. I see a swimming pool where Manny is in
the water being taught by a trainer. I visualize Manny with a laptop

computer, or in a gym, or in a park. I can picture Manny taking a
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course on survival in the desert. I just can’t see him sitting in a class-

room.

“And that’s the way you will do it, John.” I said. “You will simply begin.
You will look at the one you are determined to touch, Manny Espi-
nosa, and you will build A Course for Heroes the best way you can,
given the expertise available to you, by knowing that the truth lives in
Manny. Until he does what he is absolutely going to do, the only thing

you know is what you think he’s going to do.”

To build the curriculum for A Course for Heroes, we need to start at
the beginning. The skills we have already determined Manny the
Hero needs to possess are emotional, physical, and rational. Manny
needs to be emotionally committed, physically committed, and ratio-
nally committed to the Dream, Vision, Purpose, and Mission of Who
Is Manny Espinosa?

But the emotional, physical, and rational crucible for Manny’s
development are really a platform for all the other more tactical skills
he must learn over time. They—emotional, physical, rational—are
what we will call Core Level Skills.

The skills we called concentration, discrimination, organization,
innovation, and communication are what we will call Secondary
Level Skills.

The skills we would identify as speaking, reading, writing, and so
forth, we would call Tertiary Level Skills.

So, we now have identified three wheels of learning in a Hierar-
chy of Skills we are calling A Course for Heroes.

“Let’s not confuse ourselves too much with the prospect of that,”

I suggested to John. “Let’s just start at the beginning. Manny is an ap-
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prentice. What are the Seven Essential Skills he or she needs to de-
velop at this state of A Course for Heroes that will enable him to
graduate from the Six-Week Intensive and go on to continue his or
her education on the job as well as in his or her next stage at A Course
for Heroes?

“The important point here, John, is that all we need at the begin-
ning of this odyssey is to begin it. The juice, the learning, the im-
provement will all happen as soon as we're in it!

“Remember, John, McDonald’s has a three hundred percent annual
attrition rate. How good do we have to be to completely transform it?
Remember this, too. Their focus is to teach Manny how to do a job.
Our focus is to teach Manny how to become a human being. Which
would you bet on if you were a betting man?”

John quickly replied, “I'd bet on Manny.”

“Me, too,” I agreed. “So let’s get started.”



STOP

AND

FOCUS

The Mission Reveals Itself

You are participating in the movement of Dreaming, Thinking,
Storytelling, Leading, and Missioneering as it is working its won-
derful way into the world. It is happening here as we speak, the
evolution of a revolution that occurs in real time.

What did you think happens in the minds of imagineers?
Did you suppose that invention is an arcane and scientific pro-
cess, a mathematical deliberation that occurs over time, sim-
ilar to the creation of stalactites and stalagmites? Drip, drip,
drip?

Did you think that there is something you need to learn that is
cumbersome and weighted down in the classroom where all the ex-
perts live to teach? Did you think that method is always linear,
always analytical, always a product of education and rumination
and expert dialogue?

If you thought that, it is no wonder . .. because you have
been taught that. You have been trained to believe in experts. You
have been indoctrinated to believe that expertise is where all un-
derstanding lives. You have been trained to believe that experts are
authorities, and authorities are experts. And that science is every-
thing.

While some experts are authorities, most aren’t. Even if they

were, the world is invented differently than they would have you




believe. Remember, you do not need to have experience in business
to invent a great business. When you awaken the entrepreneur
within, all hell breaks loose. All joy breaks out. New things are
made from old things. Old things are thrown into the garbage. Life

will never be the same.
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We Suddenly Understand

All these things have happened, and probably they will
happen again. I have learned a few tricks along the way, a
few random skills and simple avoidance techniques—but

mainly it has been luck, I think, and a keen attention to

karma, along with my natural girlish charm.

—Hunter S. Thompson, Kingdom of Fear:
Loathsome Secrets of a Star-Crossed Child in the
Final Days of the American Century

s John Blackwell and I worked together to shape the design of

the Company called Who Is Manny Espinosa?, we met with de-
velopers, restaurant managers, Cadre, and the Mannys themselves, an
increasing number of them, as we began to practice telling the Manny
Espinosa Story.

We met Mannys in malls, in restaurants where they were work-
ing, on the street where many were working, in high schools where
we were allowed access as a part of a chamber of commerce initiative
we helped found. Community associations were of great help to us.
They listened to our Story, asked questions about our company, about
me, and about John Blackwell.

The answers we gave them satisfied them, despite the fact that, at

229
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this point, all we had was our Story. There was no operating com-
pany, nor was there A Course for Heroes. Of course, I knew there didn’t
need to be. It was obvious to everyone we talked to that we were “in
process,” that the Course was “under development,” and that the
Dream, Vision, Purpose, and Mission were “under development.”

But our passion and commitment were not “under development.”
It was unmistakably clear that we were not fooling around. The Com-
pany called Who Is Manny Espinosa? was going to happen.

We practiced telling our Story to the point that either John or I
could tell it in our sleep. Each and every time we told our Story, the
reality of it became clearer in our minds, our hearts. There was such
certainty and clarity in it.

As I listened to John, it was if I were listening to myself, as it was
to him when he listened to me. We were brothers under the skin. Both
of us committed more deeply to Manny.

Just as I had known thirty years before that I was going to build
“the McDonald’s of small business consulting,” I knew I was going to
create Who Is Manny Espinosa? It rang an internal bell in me. And
you, too, have that bell in you: the entrepreneur within.

Yes, John and I met Manny Espinosa at every opportunity we
could. In the beginning it was as tough as we knew it would be. A
couple of white guys of our age couldn’t have expected it to be any
different. Manny didn’t trust us. Why should he? But, truthfully, we
didn’t trust Manny, either. So, we would look at each other at the be-
ginning warily.

But, as we warmed up to the job, as we took turns telling Manny
the Story, his defenses began to drop. His interest picked up. He began
to ask us questions. The answers we gave him, while not satisfying,
were stimulating his interest. He asked more questions, and more
questions.

Each time Manny asked us another question, the picture of A
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Course for Heroes took on a new dimension. Our Hero began to
take shape as a living Latino or Hispanic human being. Our Hero had
a body and formed questions in his mind and expressed them
through his mouth. John and I began to see our Hero wake up in
Manny Espinosa.

The interviews increased in number and in intensity. As they did,
the Story altered itself in many ways that configured themselves into
an even more cogent Story, a Story with a Beginning, a Middle, and
an End. Just like this Story has. A Story meant to be told to large num-
bers of Mannys, which was critical if we were to grow Who Is Manny
Espinosa?, the Company.

The Story became, over a very short period of time, the Manny
Espinosa Seminar. The Seminar very quickly turned into the Lead
Generation System that was essential to the success of the Company.
And John and I worked on the Seminar to the point where either he
or I could deliver it once a week, twice a week, or even three times a
day, if it was required.

The bilingual Seminar was called:

Making It on Your Own in America
... if You’re Young, Hispanic, and Broke

A Seminar for Hispanics between the ages of sixteen and twenty-four

The seminar was presented in English, with Spanish translation
provided.

John and [ would take turns doing the first Seminars until we had
it scripted to the point where we could audition, train, and replace
ourselves with other contract Presenters, preferably, but not necessar-
ily, Hispanics.

We continued interviewing Mannys and adjusting the Seminar

script to the point where we knew exactly what we needed to do to
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draw Manny to the Manny Espinosa Recruitment & Development
Center in the heart of San Diego. There, we provided our recruits
with a firsthand experience called An Introduction to a Course for
Heroes.

We scheduled our first Introduction three weeks away, at the
YMCA, where we had rented a hall. That meant that, between now
and then, we had to hold our first Making It on Your Own in America
Seminar and get a large number of Mannys to attend it.

We hired a bunch of young Hispanic kids to take Manny Espinosa
leaflets to every store, restaurant, and meeting hall in the primarily

Hispanic neighborhoods in San Diego. The handout said:

FREE SEMINAR for YOUNG HISPANICS.
Parents invited to attend.

Making It on Your Own in America . . .

and then described the Seminar. One side was in English; the other in
Spanish.

The Seminar was to be held in a local church on Sunday after-
noon, as gang activity was less likely if we held our seminars in
churches.

On the other hand, there was the possibility that Manny would
think this was a church-sponsored event and therefore associate
Manny Espinosa with the many other church-sponsored development
programs in the community. This was an association we wanted to
avoid. Ours was a profit-driven business, and we wanted everyone to
know it was a profit-driven business. If we didn’t know how to make
money and grow a hugely successful company, how could we possibly
teach Manny to do it?

But, for the first Seminar, we didn’t need to test our ability to at-

tract Manny to the Seminar. We wanted to test our ability to convert a
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reasonable percentage of the Mannys who showed up to our Seminar
to sign up for our Introduction to a Course for Heroes the following
week.

With the Lead Generation Program under way, we focused our
attention on getting ready for a successful Seminar. We had to make
certain that the Introduction produced the result it was intended to
produce: enrollments in our first A Course for Heroes Intensive. We
needed exactly seventy Mannys enrolled in our first Intensive.

Here’s how the money was supposed to work. An Intensive lasts
six weeks. If, as projected, only 70 percent of those enrolled were to
graduate (which means forty-nine graduates) and we were to place
all forty-nine in entry-level positions at $3,000 each, that means the
Intensive would produce $147,000 in First Line Revenue. We also
were projecting Second Line Revenue from government grants of
$150 per enrollee, for a total of $7,500 per Intensive, or total Gross
Revenue for each, for a total of $927,000 per six Intensives, placing
294 Graduates every two months, for a total of 1,764 Graduates per
year in one Recruitment & Development Center for annual gross rev-
enue of $5,562,000.

The total annual cost for operating a Manny Espinosa Recruit-
ment & Development Center was calculated to be roughly $4,000,000,
for a pretax profit of $1,562,000. These costs not only included the
cost of delivering the Intensives, but ongoing training and support as
well following the Intensives for all Graduates.

Each Graduate was also invited to become a Cadre in training,
for which he or she paid a slight fee, in addition to the fees each Grad-
uate was expected to pay for their continuing training following
Graduation and placement in their first Employer School.

All Graduates were invited to attend courses as we developed
them, all intended to intensify Manny’s sense of responsibility and

accountability for his or her own future and the life of his or her com-
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munity. All critical in A Course for Heroes. All critical if we were to
produce the result we intended to produce on Manny’s behalf and on
behalf of the Company called Who Is Manny Espinosa?

And the Dream went on.

We held our first Manny Espinosa Seminar three weeks later. It was a
rousing success, attended by hundreds of young Hispanics, their par-
ents, and other members of the community, as well as representatives
from numerous employers.

John and I drew straws to determine who was to deliver our very
first Manny Espinosa Seminar, and I won. What an extraordinary
Seminar it was! I have never had a more suspicious audience, or a
more attentive one. Everyone in that audience wanted to believe in
what I was saying to them. They wanted to believe that there was a
new way for Hispanic children to grow up in the America they lived
in. They wanted to believe in the American Dream, in capitalism, in
the idea of a liberty that was available to each and every Hispanic kid
growing up in the barrio.

The Seminar lasted the full three hours. And when I was done
they gave me a rousing ovation. Our team was seated at a long string
of tables at the back of the church waiting to sign up participants
for our Introduction to a Course for Heroes. We were immediately
swamped with applications. I looked around for John. He was sur-
rounded by a large number of restaurant executives and association

leaders. He was having the time of his life!



STOP

AND

FOCUS

We Suddenly
Understand

“We suddenly understand” is not something that occurs only once,
as a singular, solitary event. It occurs as the process of Dreaming
moves forward.

We suddenly understand that there is no way out of this thing
we have invented, if there ever was, because it is alive!

Yes, it is alivel And you gave birth to it! And it is now
yours to feed, to nurture, to love, to teach. This is for real, and
you've created it. So, here at this special place to focus, ask your-
self this very important question: “Am 1 taking myself seri-
ously yet?”

Don’t rush to answer it, no. Just stop for a moment and focus.
And then ask it again: are you taking yourself seriously yet? Do
you catch my drift?

If you had to stand before hundreds of Hispanic kids and
their families who came to a place for only one reason . . . to dis-
cover whether they could take you seriously . . . what would you
think at that moment? “Am I actually going to do what I just prom-

(continued)




ised them I am going to do? Or am I simply going to write a book
about it?”

What would you do, dear reader? Would you dig down deep?
To awaken the entrepreneur within, you must take this wondrous
part of yourself seriously—step out and make some lives something

they shouldn’t have to live without.
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The Mission Is Being Realized

Find your risk and you will find yourself.
Sometimes that means leaving your home,
your father’s house, and your birthplace, and traveling
to strange lands. Both the biblical Abraham and the
Buddha do this quite literally. But for the cabbalist the
true journey does not require dramatic breaks with past
and home. It is rather a journey of the imagination.

—Marc Gafni, The Mystery of Love

hirteen days and counting. A Dream is on its way. Thirteen days
and the Cadre is bursting with training, with preparation for
the introduction to A Course for Heroes. Will they be ready? Only
John Blackwell and the Developers know the final truth. But, then, if
we were honest with ourselves, we would all say not one of us knows.
We can only feel it. And the feeling was all good.
I stood up to address the group.
“Well, ladies and gentlemen, it looks like we’re exactly where we
need to be. You are clearly ready for takeoff. I've been watching you
run through your Introduction to the Course, and in my estimation,

you've truly nailed it every single time. 'm certain Manny will re-
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spond exactly as we want him to. I can’t imagine anything other than
complete success.

“To you Developers, I can only say you have touched the heart of
the Hero we're trying to create. This thing you've built is like no train-
ing I have ever done or seen done. How you pulled it off with so
little time simply astounds me. Thank you for your incredible dem-
onstration of heroic work in action. You are all Heroes as far as [ am
concerned.

“And John, thank you from the bottom of my heart. You have
done what you said you would do. And for that I am deeply grateful.
But, even more than that, through it all you have remained steadfast
to the rules of the game we agreed to. You are one of the few men in
my life I can say that about. You are more than you said you would be
when we first met. You are undoubtedly a Hero, First Class.

“So, let’s get started. Fill me in on where we are with our Strategy

and Plan.”

Following the meeting, John Blackwell and I spent some time
discussing the status of the upcoming Introduction. We had over
ninety Mannys coming to it, far more than we expected. Far more
than we needed. The question we now saw wasn’t whether we could
interest Manny in our Program, but how to limit the number of
Mannys who wanted to enroll in it, so that the group would be
manageable.

“We’re ahead of the game, John. Tell me how that feels.”

“It feels just as you must imagine it feels, Michael. 'm blown
away by how far we’ve come, and concerned that it’s been so easy. The
enrollment has been easy, the development has been easy, the recruit-
ment of Cadre has been easy, the recruitment of restaurant partners

has been easy. What are we missing? That’s the question that keeps
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coming up for me. Life isn’t supposed to be this easy. And if it’s been
this easy, why hasn’t anyone else thought about doing it? With restau-
rant attrition rates being what they are, why hasn’t the restaurant in-
dustry done this? With the proliferation of the Hispanic population
being what it is, why hasn’t the government done this? With the ex-
treme amount of political activity focused on the emergence of the
Hispanic consciousness in the country, why haven’t all the not-for-
profit organizations in this niche done it? What are we missing,
Michael? You and I can’t be that smart that we’ve identified a prob-
lem and a solution that nobody else in the universe has failed to iden-
tify. Doesn’t it make you nervous?”

I thought for a moment. “You know, John, normally I'm the one
who runs that number in my own mind. What’s missing in this pic-
ture is a question I ask all the time. But, for whatever reason, this time
it never occurred to me, and I'll tell you why. Somebody once said
‘there is nothing new under the sun. A client of mine in the early,
early years said it another way. He said, ‘new things get old.” However
you think about it, all we’ve done with Manny, the Company, is to re-
organize the pieces of the world into a pattern that nobody thought
to do before.

“In short, the rule of the world is that everybody does what every-
body does. They might do it differently, but they do the very same
thing. And that’s what makes Manny so original; we’re doing some-
thing nobody has done, but had to be done, and that’s why it’s so easy.
Because we're doing exactly the right thing, for exactly the right
reason, in exactly the right way. We’re building a Brand. And, once we
do it, you better believe it that everyone is going to jump on the
wagon. But, by then, with the grace of God, we will have built our
Course for Heroes so well, with such intensity, no one will be able to
compete with us. We're right at that stunningly alive place where what

we are doing is exactly what needs to be done.”
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Readers, do you see why I am so enthralled with this game called en-
trepreneurship, and the many forms it can take?

First, Manny Espinosa is just a name picked out of an emotional
hat. And then Manny Espinosa became an entire course of study—a
growth opportunity bigger than life. A great idea, one of the greatest.
A way of being, a way of knowing, a way of reaching a huge number
of human beings and transforming their relationships with them-
selves and their world. How big is that, to populate your life and your
world with a cause in the form of an enterprise that you could pour
yourself into endlessly? And so easily done.

I sat at my computer and spoke to myself and to you. I wrote to
myself and to you. As I did, all of the voices spoke through me. All the
pictures revealed themselves to me.

You could have done that as well as I did! This, all of it, is a prod-
uct of desire. It is a product of Love. It was, and is, a product of Imag-
ination. This, all of it, is a gift from God, a movement of energy, which
is discovered by giving myself up to it as I'm giving myself up to you.
You could have done it all! You still can. You can begin right now, as I
take you through one more step—the step I call the Revelation of the
Golden Pyramid.



STOP

AND

FOCUS

The Mission Is Being Realized

Throughout our journey together in this book, I have attempted to
serve as your entrepreneurial guide.

I went from one world into a completely different world when
we visited the Leader and the Mission and Manny Espinosa. Prior
to that, I shared with you historical information about The
Michael Thomas Corporation, E-Myth Worldwide, and In the
Dreaming Room.

Then we wandered off to take a journey in the Dreaming
World, with me as your Chief Dreamer, to demonstrate how In-
tentional Dreaming is actually done. Even while the Mission is
forming itself in the Leader’s mind. Even as John Blackwell, my
surrogate COQO, took the Mission on, even though it was all being
created in my imagination—and in my heart and my mind.

As I faced the obstacles I would necessarily be forced to deal
with in the course of inventing Who Is Manny Espinosa? the
Company, [ wrote my way out of them—in my mind, in my sense
of play, in my joyful relationship with the problems I was confront-
ing, the unknowns I was facing, and the personalities I was dealing
with and inventing.

The entrepreneur does that, you know. You get to do that, as
well.

(continued)




What could be more satisfying than knowing, as I know now,
that the Company I call Who Is Manny Espinosa? is as real and as
present as the coffee shop next door?

That’s what happens when the entrepreneur wakes up. The
world wakes up with him or her. And you, yes, you, are the creator

of all that. Hosanna and by God, what an extraordinary gift it is
to us all!
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The Revelation
of the Golden Pyramid

The ultimate aim was for every human being
to be immensely creative.

—Norman Mailer, On God

e are now at the end of our Journey, and have seen a dream
or two take place. But now, dear reader, we have to get down
to the basics. And I promise you that’s exactly what we’ll do after I've

told you another extraordinary tale.

We are awakening the Entrepreneur within you to build a unique En-
terprise. An “Enterprise” is a very large company. It will be large, be-
cause nothing else will satisfy the Entrepreneur in you. It will be
unique because that is what entrepreneurs do. “Unique” means it
does something no one else does, or it does something in a way no
one else does it.

But, you have to start from where you are. And where you are

right now is an Economy of One. There is just you. And that is where
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the Golden Pyramid begins; with you, just you, an Economy of One.
You are inventing a new company. You are “In the Dreaming Room.”
You have nothing but your Imagination and a blank piece of paper in
front of you, and “a little man in a white suit and a pink tie with a
sharp stick” to keep you company.

That’s me! And we’re going on a journey together. We're going on
a Dreaming Journey in pursuit of the impossible. Were intent upon
waking up the voice in you, the voice that has been trying to speak to
you for as long as you've lived. A voice that probably spoke to you
many, many times when you were a child, but which you stopped lis-
tening to so many years ago, when you stopped being interested in
childish things. When you discovered the Truth about Santa Claus
and Christmas, the Easter Bunny and the Easter egg hunt. When you
discovered the Truth about the Tooth Fairy. That’s when the voice of
dreaming was taken away from you. That’s when you stopped listen-
ing to it.

But, did anyone tell you that the Truth you were told was not the
Truth? That the Truth you were told was intended to wake you up, so
you would become a practical person in the Real World? The Real
World of work, where you have to make a living? The Real World
where kids don’t live?

Did anybody ever tell you that? Of course not. Because they didn’t
know enough to tell you that. They were told the very same thing!

I am telling you now that the Real World sucks! It’s the invention
of an unplayful mind. It’s the invention of old people! It’s the inven-
tion of people who work for a living! It’s the invention of control.

But we’re in the Dreaming Room now. We are not focusing on
Old Co., the company you've got, the life you've got. We're playing in
the World of Make Believe, where everything is possible, especi-
ally the impossible. You and I are sitting here with a blank piece of

paper.
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The Revelation of the Golden Pyramid is the fact that from one you
can invent one hundred. From one Practice you can invent one En-
terprise. One medical practice times one hundred. One massage prac-
tice times one hundred. One plumbing practice, website practice, or
personal training practice times one hundred. One hundred times
you—you, doing something unique or uniquely.

One hundred times you doing something uniquely is McDon-
ald’s, Starbucks, or Wal-Mart. It is the first airplane, the first televi-
sion, the first business coach, the first fax machine, the Internet.

What is your way of doing something that’s been done so many
times before but is dying to be done in a more effective way than
anyone had ever considered? What is your reprogramming of the
world?

It’s all there on that blank piece of paper, waiting to reveal itself.
It’s all there inside your imagination waiting to come alive in a word,

in two words, in three words. Listen. Draw. Write!

Let me help it along. Imagine that you are a massage therapist and
don’t really want to create a large business. All you want to do is prac-
tice massage. All you want is enough clients to make a good living
and enjoy what you do.

Play with me here just a little bit. All you want is just a little bit
more. But wait. Why did you become a massage therapist at the very
beginning?

There could have been several reasons. You might have been out
of work and somebody suggested you go to school to learn a trade.
And the vocational school catalogue offered A (Accounting) to Z

(Zebra training), but somewhere in the middle of the M’s the words
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massage therapist showed up and you had just had a massage and re-
membered how good it felt. So, someone or something in you popped
up and said, “Yes!”

So, you went to massage school and learned about the benefits of
massage. Your clients while in school told you how wonderful you
were. And you experienced the true joy that comes from doing some-
thing you enjoy doing, doing something that provided value to the
people you did it for, and doing something that people truly loved
you for and gave you all kinds of acknowledgment for as a result.

You opened your practice in your home and you went to work,
believing in the good work you were doing, work that gave you such
pleasure and joy, and believing that you were now independently em-
ployed and would never, ever, have to go on a job interview again!

However, after a bit of time you began to experience the difficulty
of getting new clients and keeping the clients you had, and of mak-
ing a reasonable living and paying the bills. You began to experience
the frustration that, no matter how hard you tried, you couldn’t con-
trol the times your clients wanted to see you, or where they wanted to
see you.

Because you needed the money, you worked odd hours in odd
places, lugging your massage table with you wherever you went:
through the snow, in the rain, in the cold, early in the morning, late at
night, on weekends, at times you never would have worked before.
Does this sound familiar to you? It really doesn’t matter if you are a
massage therapist, a chiropractor, an auto mechanic, a webmaster, or
any other technician suffering from an entrepreneurial seizure.

Does this sound familiar to you, dear reader? Well it should, or, if
it doesn’t, it will. Because as I've written in every E-Myth book, it is
the sin of the technician going into business thinking he or she is ac-
tually creating a business when in fact he or she is creating the worst

job in the world, working for a lunatic! (Yes, that’s you!)
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So, here we are at the beginning of the Golden Pyramid! Here we
are at the Revelation, at that moment where I am going to bring “the
Secret” to you.

Are you ready?

Here it is: There is no secret!

There is, instead, this grand thing standing there looking at you!

It is huge! It is your future. It is the simple act upon a simple fact.

All you need to do is build one single uniquely practiced practice
and you have reinvented your world!

Just!

Like!

That!

The Revelation of the Golden Pyramid is that you can start your
revolution from exactly where you are. In fact, you can’t start it from
anywhere other than where you are. You can start your revolution
being exactly who you are, doing exactly what you do. Being a techni-
cian suffering from an entrepreneurial seizure. But, with a very big
difference. This time, rather than simply going to work in your Prac-
tice, you are going to go to work on your Practice (I have said this at
E-Myth countless millions of times) to begin to construct your
Golden Pyramid.

This revolution will do four things for you:

It will free you from the endless routine of “doing it,
doing it, doing it,” just to get by.

It will teach you exactly what you need to learn in order
to build a great company, to invent New Co., one single
productive learning step at a time.

It will provide you with the Golden Keys to emotional,
physical, rational, and spiritual wealth beyond your wild-

est imagination. (No, this is not Donald Trump stuff,
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God forbid! This is Spirit Stuff, Soul Stuff, and, yes, you
heard it before . . . this is Hero Stuffl)

It will awaken the entrepreneur within you, again and
again and again, until it is literally impossible for the en-

trepreneur within you ever to go to sleep again.

You want to awaken the entrepreneur within. You want to liberate
yourself from doing it, doing it, doing it. You have been to the Dream-
ing Room. You are earnestly dreaming. You are formulating your
Dream, your Vision, your Purpose, your Mission.

You are committed. You are seriously dreaming. You want to
invent a company that’s scalable (like a highly systematized franchise
is), and that’s transformational (makes a huge difference of Good in
the world). You don’t have enough money to do it. You don’t have
enough imagination yet to do it. You don’t have the knowledge to do
it. But, you are committed to do it.

What to do, what to do, what to do? Welcome to the Golden
Pyramid Strategy for growing a world-class company with only the
skills, the capital, the knowledge at hand. We're about to do the im-
possible. As I said, follow the bouncing ball.

THE GOLDEN PYRAMID STRATEGY

Identify Old Co. The skills that you possess are all you
have. What are they? What are you able to do that others
would buy from you?

Make a list of every single vertical niche market (cus-
tomer) you could conceivably provide your service to.
These then become your Customer Categories.

Identify your Trading Zone: the geographical area



The Revelation of the Golden Pyramid 249

within which the majority of your customers live. (In a
restaurant, that might be everyone within no more than
ten minutes’ drive from your location.)

Pick the ten most appealing Customer Categories.
(Overweight people. Diabetics. People who drive high-
end automobiles. People who walk to work. Adult illiter-
ates. People who prepare their own tax returns.)

Pick the one most appealing Customer Category. You
are now going to focus all your remaining attention on
this one Customer Category. You are going to pick this
Customer Category for any number of compelling rea-
sons. Such reasons are:

a) Itis a growing niche market.

b) It demonstrates a compelling unfulfilled need.

¢) You already are an expert in this niche market.

d) It is a sizeable market segment with no sign of
weakening or diminishing in size.

e) It is a national market segment with large enough
numbers in a significant number of trading zones
to warrant national expansion.

f) It has demonstrated an interest in your core cap-
ability.

g) It has not been identified by potential competitors
as a viable niche market. A market that suits every
one of the above could for example be diabetics;
overweight kids; green-conscious consumers; con-
sumers over age eighty; consumers between the
ages of seventy and seventy-five, and so forth.

Learn everything you can possibly learn about this one
Customer Category. Make a list of everything you need

to know. Again, Everything. You are going to be the only
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person in your kind of business who knows everything
you know about this Customer Category. You are going
to study, study, study your Customer Category. You will
know what it feels like to be your customer, what it feels
like to get up in the morning and go to work, what it feels
like at work, and what it feels like on the way home from
work. You will know where they live, what their home is
like, how they furnish their home, what foods they eat,
what clothes they wear, who their friends are, and what
their friends do. You will know what their politics are,
what their religious affiliations are or aren’t, and what
kind of vehicle they drive. You will understand what’s
important to them and what frustrates them. Let me say
that once again. You will know what frustrates them,
what their psychological reality is, what medications
they’re on, and how often they go to the doctor. And
on and on and on. Remember, all this is important to
you. You have to learn, learn, learn as though you were
going to write a doctoral thesis on this most important
customer for this Practice you are about to build . . . just
for them. Just for Manny Espinosa. Just for Joe Nation.
Just for Donny Dyslexic. Just for this person whose life
doesn’t work. That’s your job—to make his or her life
work in your own inimitable, self-styled, extraordinarily
unique way.

Design your Client Fulfillment System. Design it from
the front to the back, from the very first customer con-
tact to the very last customer contact, all the way through
your relationship with them. Design your Client Fulfill-
ment System visually, emotionally, functionally, and fi-

nancially. We can all do this. All we need to do is to dig
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down deep into the experience, your customer’s experi-
ence, the visual experience, the emotional experience, the
functional experience, the financial experience. Design
your Client Fulfillment System to keep the promise your
practice was designed to fulfill for your very special cus-
tomer, the one you know better than anyone else does.
Design it with care, with empathy, with love, with con-
cern. Design it as though your life depended upon it.
Design it as though there were going to be tens of thou-
sands of these little Practices throughout the world,
wherever there are a sufficient number of your special
central demographic model consumer to support your
very special practice. As though you were building Mc-
Donald’s, or Starbucks, or Wal-Mart. (You are, whether
or not you believe you are!) The heart of your difference
will lie at the heart of your practice. You are inventing a
unique and lovely experience for just one person: your
very special customer. Design every single little piece of
this intricate Practice puzzle. Take it apart and put it to-
gether again. Do that many, many times. And then you’re
ready.

Design your Lead Conversion System. Lead Conversion
is what happens when a lead (a prospective customer
who has expressed an interest in what you do) shows up
at your door. You must be ready for him/her! That’s why
you have done all the work of preparing your Client Ful-
fillment System, which you’ve been practicing. You must
be ready for them! This is your Lead Conversion System.
It includes the script you have prepared, memorized, and
practiced again and again to make certain that when that

prospective customer walks in your door, or you walk in
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his or hers, you are ready for whatever he or she might
say or not say to make certain the sale is completed. Do
not forget this: your prospective client does not need to
be convinced; she needs to be cared for. How you do that
is what constitutes your Lead Conversion System. Write
it, practice it, complete it, test it. It’s the only way you will
build one that works. Once it works, it’s worth its weight
in gold.

Design your Lead Generation System. You are about to
make a promise to your prospective customers. You know
who they are, you know where they live (within your
trading zone), you know what frustrates them, you know
what they want, you've designed your service just for
them and only them. Now you are going to pick the
words to tell them all that as eloquently and directly and
simply as you can. You are telling them (selling them!)
that you have solved their problem in a way no one else
has (true!), and that you want them to experience your
special solution to their unique problem! You have mar-
shaled all of your resources (immense resources!) to
make it possible for them to benefit from this effortless
trip to your Practice (no work at all), at a time when it is
easiest (low traffic) in a way that’s convenient (you’'ll even
pick them up and take them home again) for a cost that
is insignificant to produce a result they will love (name
it, exactly) for only one reason (there has to be one,
which is your motivation, and it has to make sense . . . the
rational armament to support the emotional conclu-
sion), and it’s being done for a limited time only (we just
moved in; we can’t afford to do this too many times; my

mother made me promise; 'm not crazy!). Lead Genera-



The Revelation of the Golden Pyramid 253

tion is anything you do from leaflets left in mailboxes, to
emails, to a speech at the local churches, to running
downtown stark naked with a sign hanging from your
neck, saying, “Please visit me, please visit me, I'm lonely!”
You get my point. Lead Generation becomes a System
once it has been validated to work better than anything
else you've tried, and then you work it, and work it, and
work it, until it stops working, or until the reason it
worked (Grand Opening) has worn out its usefulness.
(You obviously can’t continue to promote your Grand
Opening six months after you’ve opened, no matter how
enthusiastic you are about opening your business!)

Test the effectiveness of your new Practice. There is
only one way to test the effectiveness of your new Prac-
tice, and that’s by doing it. But, to do that you must set
up your Marketing Management System, called CRM
(Customer Relationship Management) in the vernacular.
Your CRM will tell you how many prospects responded
to your Lead Generation actions, who they are, where
they are (their contact information), what they wanted,
what action was taken (yours and theirs), what the result
was (if they bought, when they bought, whether the
transaction was completed), how much they spent, and
so on. As you review this information every day, you'll
become more familiar with the Truth about your Prac-
tice. (For more about acquiring your Golden Pyramid
CRM, come to www.awakeningtheentrepreneur.com.)
But, the real Truth about your Practice is what you ex-
perience in the operation of it every day in all of the
functions you fill at the beginning—the sole salesperson,

the sole practitioner (message therapist, cardiologist, ac-
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countant, bookkeeper, auto repair person, and so forth).
You will also be the chief marketing officer, the chief ex-
ecutive officer, the chief financial officer, and so on. Each
of these accountabilities has a specific point of view, both
from the top of the Golden Pyramid as well as from the
base and the middle of the Golden Pyramid. Each per-
spective is important toward the evolution of your Jour-
ney toward the completion of the Golden Pyramid, the
evolution of your Practice to your Business to your En-
terprise. The job you're doing now is the most important
job you will ever be called to do: designing, building, and
replicating the Practice that is the DNA of your Business
and of the Enterprise that is its conclusion. Does your
Practice work? If not, why not? The amazing thing is that
rarely will the Practice be so off, so wrong, that it has to
be scrapped. If you've done the work of getting to know
your Customer as we’ve discussed earlier, if you've pre-
pared your Practice with what you've learned about your
Customer, if you've tested your Lead Generation and
Lead Conversion actions rigorously, and if you've prac-
ticed, rehearsed your Practice diligently, it will work
ninety-nine times out of one hundred. Your Customer
will want what you’ve decided to build for him or her; all
you've got to do is stay with it until it works like a little
Swiss watch. And it will! It wants to! Youre there for a
very good reason. You are determined to make a differ-
ence. And you are determined to scale it so that many,
many people can benefit from your decision. Your prac-
tice will work. No doubt about it. So, now, you're ready
to scale it.

Document your Practice. You now know exactly how to
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generate a lead, convert that lead into revenue, and de-
liver your service or product. Document the entire
System as if it were a franchise, as if you were creating an
operations manual for someone else to do exactly what
you have successfully done. You are not looking for some-
one to replace you, you are looking for someone to do
what you have learned how to do. You are intending to
hand off your Practice to another. Your Practice is your
intellectual property. Your Practice is a set of processes
(systems employed over time) that work consistently to
produce as close to an identical result as possible. Your
intellectual property is worth a lot of money. You have
invested a lot of time, intelligence, patience, and deter-
mination into its development, all to bring you to this
point in time, where you are preparing the operations
manual for your practice successor to use your intelli-
gent, expert system (that’s what your IP is!) so you can
begin to expand your reach. One Practice is an economy
of one. Two Practices are an economy of two. Three Prac-
tices are an economy of three. And one hundred Prac-
tices are an economy of one hundred. The way to get
from an economy of one to an economy of one hundred
is very, very simple. But, first, you need to Document
Your Practice: That’s Job One.

Create your Surrogate Practitioner Agreement. Before
you recruit your Surrogate Practitioner, you need to
create your Practitioner Agreement. See a trademark/
patent/copyright attorney to complete this Agreement,
along with an employment attorney to make certain it
abides by the appropriate laws in your domain. Remem-

ber, you are about to establish the template for all future
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surrogate practitioner relationships. If your intellectual
property is to be protected, and if your future relation-
ships are to be built on understanding and trust, you
must take this step carefully. This is a very important
step, so you either must choose your law providers care-
fully, or utilize the basic agreements I have already pro-
vided for this purpose at www.awakeningtheentrepreneur
.com.

Recruit your first Surrogate Practitioner. Your Surro-
gate Practitioner is someone just like you who wants to
do what you have already done. To prepare her own Ver-
tical Market Strategy is going to take the same amount of
practice it took you to create yours. Your advantage is
that you have now developed the expertise to do it by
doing it. That is worth a great deal to your SP. However,
once she has learned what you know, she will not be sat-
isfied simply working for a living in your Practice; she
wants to grow as you are doing. Therein lies a significant
secondary opportunity for you in your status as an In-
tentional Dreamer as well as a significant opportunity for
your many Surrogate Practitioners as you recruit them
and train them to become experts in the use of your
System. Imagine that each new Surrogate Practitioner
will pay you to train them to become an expert in your
System, while generating reasonable income doing the
work, both for you and for themselves. Second, imagine
your Surrogate Practitioners learning through their
expert use of your System, how the Golden Pyramid
works in practice, so much so that they see the opportu-
nity to build their own Vertical Market System in the

same industry as you, or in a different, but allied, indus-
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try. As they become interested through the In the Dream-
ing Room process in combination with their firsthand
experience in your System, they will more than likely
wish to partner with you and your already successfully
emerging Enterprise to design and build their Practice.
Of course, should they wish to do that, one of the re-
quirements will be for them to assist you in recruiting,
training, and monitoring the performance of their Sur-
rogate Practitioner to replace themselves in your System.
As this occurs, over and over again (as it will since you,
by your very nature and practice, will be awakening the
entrepreneur within each and every practitioner you at-
tract to your Company), you can begin to see how the
energy from your entrepreneurial venture will begin to
stimulate the energy in many more entrepreneurial
ventures, creating work for many practitioners of your
category, more customers receiving significantly better
service than they ever have before, as your economy of
one morphs into an economy of three, ten, fifty, and
more. So, your recruitment process must be developed
into a System as well, called: Let Me Tell You the Story of
the Golden Pyramid. Or, how one inexperienced person
can design, build, and grow one extraordinary company
on his or her own, without any capital, any knowledge of
business, or any reason to believe it can be done. And
that Story is a story you will learn to love and tell, be-
cause it is your Story and my Story, and the Story of tens
of thousands of extraordinary awakening entrepreneurs
the world over. It’s a Story that will reinvent the eco-
nomic reality of the world!

Train your first Surrogate Partner. This is a rigorous
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process, because you are doing it for the very first time,
and because your SP will resist it. She or he will resist it
because in this increasingly standardless world, most of
us are unfamiliar with the demands of rigorous practice.
We are unfamiliar with standards and with the notion of
meaning, and how the word “meaning” connotes stan-
dards, rules, principles, character, ethics, and morality.
So, a very clear path needs to be established between each
step of the process until they actually are entrusted to
work as a paraprofessional, or apprentice, in the delivery
of the first benchmark of your service. This System also
needs to be built but, fortunately, not before you bring
your first SP aboard, but while you bring him or her
aboard. The development of the Process can become a
part of the first phase of training through the artful use
of “case practices.” A case practice is a Story line in which
you posit hypothetical circumstances that the Surrogate
Practitioner is being asked to diagnose or asked to pro-
vide a solution for. The solutions or diagnoses then
become opportunities for Socratic dialogue, questions
that pose quandaries that the diagnoses or solutions have
yet to effectively respond to. In any case, the training pro-
cess through which you replace yourself with a willing
and inspired Surrogate Practitioner provides you with
many opportunities for improvement, not only of the
Practice and the Client Fulfillment System of the Prac-
tice, but also your relationship with it. There is nothing
more contributive to the improvement of your Practice
than when you bring new people aboard.

Build your Business Management System. As you repli-

cate your practice, you will move up into the Business of
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which your Practices are the aggregate components. To
do that calls for a Business Management System. For
more about your Business Management System, go to
www.awakeningtheentrepreneur.com. Your Business
Management System has three objectives: 1) to monitor
the performance of your Practices; 2) to improve the op-
erating systems of your Practices as they are; and 3) to
continually expand the capability of your Practices to
rise beyond their current core competence. In 1) your
Business Management System provides you, the business
manager, with the information you require to make stra-
tegic and tactical decisions concerning the management
of the Practices and the leadership of the Business.
Number 2) provides you with the synoptic understand-
ing of the Business as a whole, how well the Practices are
providing the uniformity of result needed to establish
the awareness, acceptance, and preference of your brand
of service to your customer, and your Company’s ability
to sustain that mind-set by its ability to do what it does
in the way it is intended to do it. The purpose of 3) is to
provide you, the business manager, with the awareness of
shifts taking place in the market represented by your spe-
cial customer, and how you are being called upon to deal
with it successfully.

Replicate your Business. Now that your Business Man-
agement System is doing the job it was intended to do,
now that you know what you need to know about the co-
efficiency of your multiple Practices, and now that you
know your Business has the ability to operate multiple
Practices with brand integrity, the time has come to rep-

licate your Business. If one business is the aggregate of
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ten Practices (call it a District), then ten businesses are
the aggregate of one hundred Practices, an Enterprise,
which in a world of Enterprises becomes the Region. But,
at the scale we’re working on, the Enterprise is all there
is—a world in which all parts work simultaneously to
produce a beautifully predictable result for everyone in-
volved. It all started as an economy of one, and was built
to an economy of one hundred. It is a stunningly pro-
ductive entrepreneurial System that continues to expand
its reach through many alternative models, to transform
alternative markets, to enable countless thousands—then
millions—of individuals to stretch their entrepreneurial
wings by emulating, inventing, exploring, and creating in
ways too numerous and too innovative for us to even
imagine here and now. And the Golden Pyramid is com-
pleted! It was all built on the effectiveness, efficiency, and
brand worthiness of a world-class Practice, begun by one,
and multiplied one hundred times. The Golden Pyramid
is just that. The Enterprise at the apex of the Pyramid.
The Ten Businesses at the middle of the Pyramid. And
the Practices, all one hundred of them, at the base of the
Golden Pyramid.

Welcome to the Age of the New Entrepreneur.

Welcome to the World of Intentional Dreaming!



EPILOGUE

All Systems Go!

He wandered far from the accustomed haunts of boys, and
sought desolate places that were in his spirit.

—Mark Twain, The Adventures of Tom Sawyer

number of years ago, I found myself in the middle of Sequoia

National Park in California. I had decided on the spur of the
moment to go to the wilderness to spend some time by myself, with
nothing more than a backpack, my good intentions, and the great
outdoors.

This would not be laughable if I had any previous experience
doing this, but, of course, I didn’t. I had never backpacked, either on
my own or with anyone else, in my entire life. I had always thought
somewhat romantically about the notion of getting out there where
the wilderness lived, the place where civilization stopped pressing in
on you, where the busyness of my inner life would come to a stop,
and where the Zen presence I had on many occasions allowed to take
me in, would wash away the noise, lay its calm and quiet hand on my
head, on my chest, on my stomach, and let me feel the healing of Self
come to a rest.

Life at that particular time for me was intense, and I longed for
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something I couldn’t quite put into words; but, for whatever reason, I
was called to Sequoia and went willingly, in my car, on my own, to
discover what I would discover, with a weekend or four or five days to
kill, depending on what happened when I arrived there.

I was fortunate that a cabin was available in the valley, given that
I had arrived late in the afternoon when the sun was already on a fast
decline behind the mountain to my west. I unpacked the few things I
had brought with me: a backpack I had never used, a bunch of things
the backpacking expert at the store I went to told me I needed, and as
he rang it all up, explained it as best he could to the impetuous, har-
ried man in front of him who must have looked somewhat wild-eyed
given the state of mind he was in. I listened to his explanations with
the little amount of attention I could spare, figuring that I was going
to be gone for no more than five days, and certainly no more than
two in the “wilderness”—by this time, the word was beginning to roll
off my tongue like Kleenex, or Rolaids, or Mercedes do.

It was as though the word “Wilderness” was quickly becoming a
brand of the word “outdoors.” You know, first there’s the wilderness
and then there’s everything else. Like “Come to the wilderness where
men are men and boys are boys and bears do what bears do.” “Are
bears a brand, too?” I might have asked myself, being as I was, in one
of those scary chatter-scatter moods that sometimes possess me. I
had to get the stuff out of the trunk of my car and get to bed in the
cabin, which was beginning to shimmer ominously and prophetically
in the cold, foreign fading light.

I threw the stuff onto the table in the cabin, fussed around with
the potbellied stove and the oak logs the management had put in it,
with the paper all ready to light. I struck the industrial-sized match,
lit the paper, and the fire began to roar up the metal chimney.

Feeling at least better that I had done something right, I climbed

into bed, pulled the covers over me, reached up, and turned out the
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light, and lay there for about six hours trying to sleep. Tomorrow I
was going into the wilderness, which was, as I understood the map
the management had given me, someplace up there where the moun-
tains became serious.

Somewhere between that thought and the thought “What are you

doing here, Michael Gerber?” I must have fallen asleep.

I woke up to the sound of a bird badgering a badger, or was it a badger
badgering a bird? Whatever wildlife it was, it was as raucous as a chain
saw ripping through wood. I got up, went to the door of the cabin,
and opened it to the most glorious fragrance of pine and sawdust,
and, well, wilderness smell. I remembered that smell from sometime
long ago when, as a boy, I had spent a couple of memorable summer
vacations with my parents, brother, and sisters in Yosemite. The smell
brought forth all manner of delightful associations that caused me to
go back into the cabin, pull out my wilderness stuff, dress, put on my
walking boots, strap my backpack to my back, throw my canteen full
of water into it, and stride out the front door filled with vinegar,
spirit, and purpose. It was seven twenty-five on a beautiful Sunday

morning.

I traveled up a well-worn path toward what I could only think to be
the mountain. I was the only one on the path, but of course that
suited me just fine; I was here to be alone. I was here to be on my
own. I was here to have a direct communion with the wilderness, with
that wild stuff Thoreau wrote about so eloquently, that John Muir
made his life’s work, that so many poets spent so many impassioned
hours of their lives extolling, the place where the Great Spirit within

us awoke.
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I walked up and up and up, feeling the mountain pulling against
the muscles, the tendons, and the bones in both of my legs in unac-
customed ways, my eyes always looking up, my body leaning at almost
a forty-five-degree angle to the dirt path I continued to follow. The
farther I went—by now I had been climbing for three hours—the
wilder the path became. Great trees had fallen down over it. Great
logs interrupted its flow upward, creating huge obstacles. Great ruts
carried runoff water from high up on my left to low down on my
right where someplace below lay my cabin, invisible by now.

I heard strange birds screaming off in the trees that seemed to
grow taller the higher I climbed. But, still I climbed, and still the path
meandered up, still worn, still brown dirt, still a path, which was com-
forting, because if, my increasingly estranged mind thought, if the
path would disappear, then what? Of course that would never happen.
Not in a million years would that ever happen, I thought. I just left
my cabin in a civilized place called Sequoia, which was only a short
drive from Fresno, which was only a short drive from just about
everywhere.

Which meant that, hell, I was close to Los Angeles! And I contin-
ued with that comforting thought to climb up, up, and still up.

It was almost four hours later that I reached the top. I could not be-
lieve it! The top! The path abruptly leveled off and I walked tenta-
tively forward, wondering at the dramatic shift in tension in my legs
and back and body. I stopped, almost terrified to look in any direc-
tion other than straight ahead of me. My body sensed that there had
been something dramatic that had happened, something I was not
prepared for, something I could not fully take in. Almost as a punctu-
ation mark to that thought, a huge male deer came running down the

face of the mountain on my left, across the path in front of me, and
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bounded off into the woods on my right. As immediately as it had
appeared, it disappeared. And with it, the sound went, too.

Then I got what it was. It was the sound. There was none! The
sound was completely gone. I turned to my right and for as far as the
eye could see there was only space—broad open space, traveling over
the huge expanse of cliffs and trees and boulders and valley stretching
down, down, down as far as the eye could see.

Way off to the right rose another mountain, a long plateau of a
mountain that stretched in both directions, far, far in front of me,
and far, far as the eye could see behind me. And there to my left was
the very same view. Space. Clear, wide, open, vaulted space stretching
between the long, narrow cliffs and boulders and forests that stretched
in every direction but up.

Here I was, still as a statue, standing in the place I had breezily
spoken about, the word wilderness came to mind, and yet I had had
no idea what it truly meant, until this very moment when I stopped
climbing long enough to hear its awesome silence.

Here I stood, this silly, aging, childish man with not a clue as to
what I had just walked into until it spoke to me and said, “So, here
you are, my friend. Now what do you propose we do?”

“Do?” I thought to myself. “Do?” In one fearful second, I turned
around and looked to see where I had just come from. If the first
shock I had experienced just moments before was not enough, I im-
mediately came to the realization that I had not once in the past seven
hours taken a look at where I had come from. I didn’t recognize the
path at all! It wasn’t there! There was no path, not that I could see.
Not the same path that had led me to this place. Not the brown, worn
path leading up, up, up.

It was gone. And with that thought, I began to run. Oh, yes, I did.
Straight forward where there ran something like a path, but not the

same path, no, a much different path, if it were a path at all. I started
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running just as the deer had done, forward, and then down, down,

down, where the valley must be.

I arrived at my cabin at about nine that night. I was exhausted. I
didn’t sleep there, but quietly, and with great determination, hum-
bled to the core, I simply picked up my stuff, put it all into the trunk
of my car, and drove away from Sequoia National Park. I knew where
I was going. To the ocean, near Monterey. I didn’t know why, but the
longer I drove, the faster I went.

The road streamed by, Sequoia grew to be farther and farther
behind, and my body almost screamed with pain. I had been in the
Wilderness, I knew that to be a fact. I had been in my wilderness, not
the one Robinson Jeffers spoke about. Not the one Walt Whitman
spoke about. But certainly the one I now knew something about. I
had thrown myself out of my place of comfort to discover the one in
me who was terrified of being destroyed. The one who I had kept so
comfortably entertained in my life. And then, up there on the top of
that space, in that cathedral of wilderness where no one else was, it
was there that he woke up and said, holy shit! And turned us both
around to start running. Without any idea whatsoever why, or where,
or what. He didn’t ask any questions, we didn’t have a conversation
about it ... he simply woke up, said, “Holy shit!” And ran like the
coward he was. “Wow, who was that guy?” I asked now as I drove like

the devil to Monterey at three on a Monday morning.

This is what I wanted to share with you, dear reader, before this jour-
ney of ours is done. There are moments in our lives when someone

wakes up in us and puts the rest of us to shame. There are moments
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when someone wakes up in us and does something that boggles our
mind, something we cannot possibly explain. And then there are mo-
ments when we simply can’t wake anyone up, no matter how hard we
believe we try. The sleeping dogs lie, the sleeping dogs die. And kick
them as we might, call them as we will, they are determined to sleep
their lives away.

I have never gone back to Sequoia National Park since that day,
but I think about it often. I think about that long stretch that stood
there in front of me when I arrived at the top. I think about that huge
deer running from the left to the right and disappearing right there
where it seemed impossible for anything that alive and that large to
disappear. I think about turning around and suddenly seeing the path
that was not there, and then the urge that captured me completely to
run, run, run for my life.

I see that often, and wonder what might have happened had I
stayed there all night. What if I had just sat down on that path, pulled
out my sleeping bag and canteen, perhaps built a little fire, and then
lay down and gone to sleep? I wonder what might have happened had
I chosen that path instead of the one I chose—the path that you and I
are now on? [ wonder, I wonder. Well, possibly something miraculous
would have happened. But, strangely, I don’t think anything more
miraculous would have happened than the miracle that did happen.
The miracle of seeing myself in a way I had never seen myself before.
I saw that scared person, running for his imagined life, terrified at
finding himself all alone and at risk, he thought, on the top of a
strange mountain, with nothing that he knew to be true, there to
comfort him. I saw him, now. I know him, now. I say to him, now,
“Yes, I hear you. Yes, I do.” And I will always know that you are here,
you who are terrified. I will take care of you, and I will heed you, and

I will engage you until that time, that very special moment, when you
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and I find ourselves up high, alone, and before you or I do something
that time, I will say, “So, here we are again, dear friend. What do you

say we get to know each other?” And he will say, “T’ll try.”

I say the same thing to you, dear reader. I say, “This is our time.” I say,
“There is so much to discover in this world of ours.” I say, “You are
not alone and there is nothing to fear. You and I can do this thing, to-
gether. You and I will see that deer in our high country, and we will

>

say to him as he flies past, ‘We’re here. We're here. We're here.”’

—The End—

Or is it the beginning . . . ?



o my mother, Helen, whose heart, beauty and grace are unques-
tionably divinely inspired.

To Steve Hanselman, my agent and friend, for listening to me
when you didn’t want to.

To Steve Gottry, my editor and ally, for doing even more than you
promised you would.

To Ethan Friedman, my “guy at Harper,” for believing in this book
as much as I did.

And to Steve Ross for recognizing that Harper and I were des-
tined to work together.

To Mark Ehrlich, my friend and chief negotiator, whose determi-
nation, love, and zealous intent it is to bring The Dreaming Room to
everyone in the world.

To you dear Intentional Dreamers (you know who you are!), for
staying the course when you least understood why.

To you E-Myth fanatics, wherever you are, for believing in me
even when I had stopped believing in me, and for passing the word.

To you, all my faithful readers, who have stayed with me through
all the ups and downs, the challenges and the doubts, the dire threats
and the exuberances ... how could any of us have succeeded at all
without God, the Sublime, and His Universal Laws?

And, to my children: Axel, Kim, Hillary, Sam, and Alyx; I'm sure

there will be a time either in this life or the next when all of our dis-

269



270 ACKNOWLEDGMENTS

agreements will disappear to be seen for what they are: shifting shad-
ows on the sublime light of God.

And to my newest children, Amethyst, Lynnez, and LuVenus, isn’t
this journey the strangest one of all?

And, finally, to my dear sparkling warriors of Chabad, whose
spirit is never ending, whose force is to be reckoned with, whose utter
joy is a constant amazement, and whose Dream of Moshiach is, as
always, here and now, my Love, my commitment, my ever arising awe

at your everlasting courage . . . UChaim.



About the Author

MICHAEL E. GERBER has spent his life understanding and
improving the world of the Entrepreneur. This passion led to the
founding of E-Myth Worldwide in 1977 to transform the way that
small business owners do the work of growing their companies.
Having coached, taught, and trained over 50,000 small businesses
in 145 countries, Michael has become the world’s preeminent
small business guru. He has now founded In the Dreaming Room.
He lives in Carlsbad, California.

www.awakeningtheentrepreneur.com

Visit www.AuthorTracker.com for exclusive information on your
favorite HarperCollins authors.



	Page_001.pdf
	Page_002.pdf
	Page_003.pdf
	Page_004.pdf
	Page_005.pdf
	Page_006.pdf
	Page_007.pdf
	Page_008.pdf
	Page_009.pdf
	Page_010.pdf
	Page_011.pdf
	Page_012.pdf
	Page_013.pdf
	Page_014.pdf
	Page_015.pdf
	Page_016.pdf
	Page_017.pdf
	Page_018.pdf
	Page_019.pdf
	Page_020.pdf
	Page_021.pdf
	Page_022.pdf
	Page_023.pdf
	Page_024.pdf
	Page_025.pdf
	Page_026.pdf
	Page_027.pdf
	Page_028.pdf
	Page_029.pdf
	Page_030.pdf
	Page_031.pdf
	Page_032.pdf
	Page_033.pdf
	Page_034.pdf
	Page_035.pdf
	Page_036.pdf
	Page_037.pdf
	Page_038.pdf
	Page_039.pdf
	Page_040.pdf
	Page_041.pdf
	Page_042.pdf
	Page_043.pdf
	Page_044.pdf
	Page_045.pdf
	Page_046.pdf
	Page_047.pdf
	Page_048.pdf
	Page_049.pdf
	Page_050.pdf
	Page_051.pdf
	Page_052.pdf
	Page_053.pdf
	Page_054.pdf
	Page_055.pdf
	Page_056.pdf
	Page_057.pdf
	Page_058.pdf
	Page_059.pdf
	Page_060.pdf
	Page_061.pdf
	Page_062.pdf
	Page_063.pdf
	Page_064.pdf
	Page_065.pdf
	Page_066.pdf
	Page_067.pdf
	Page_068.pdf
	Page_069.pdf
	Page_070.pdf
	Page_071.pdf
	Page_072.pdf
	Page_073.pdf
	Page_074.pdf
	Page_075.pdf
	Page_076.pdf
	Page_077.pdf
	Page_078.pdf
	Page_079.pdf
	Page_080.pdf
	Page_081.pdf
	Page_082.pdf
	Page_083.pdf
	Page_084.pdf
	Page_085.pdf
	Page_086.pdf
	Page_087.pdf
	Page_088.pdf
	Page_089.pdf
	Page_090.pdf
	Page_091.pdf
	Page_092.pdf
	Page_093.pdf
	Page_094.pdf
	Page_095.pdf
	Page_096.pdf
	Page_097.pdf
	Page_098.pdf
	Page_099.pdf
	Page_100.pdf
	Page_101.pdf
	Page_102.pdf
	Page_103.pdf
	Page_104.pdf
	Page_105.pdf
	Page_106.pdf
	Page_107.pdf
	Page_108.pdf
	Page_109.pdf
	Page_110.pdf
	Page_111.pdf
	Page_112.pdf
	Page_113.pdf
	Page_114.pdf
	Page_115.pdf
	Page_116.pdf
	Page_117.pdf
	Page_118.pdf
	Page_119.pdf
	Page_120.pdf
	Page_121.pdf
	Page_122.pdf
	Page_123.pdf
	Page_124.pdf
	Page_125.pdf
	Page_126.pdf
	Page_127.pdf
	Page_128.pdf
	Page_129.pdf
	Page_130.pdf
	Page_131.pdf
	Page_132.pdf
	Page_133.pdf
	Page_134.pdf
	Page_135.pdf
	Page_136.pdf
	Page_137.pdf
	Page_138.pdf
	Page_139.pdf
	Page_140.pdf
	Page_141.pdf
	Page_142.pdf
	Page_143.pdf
	Page_144.pdf
	Page_145.pdf
	Page_146.pdf
	Page_147.pdf
	Page_148.pdf
	Page_149.pdf
	Page_150.pdf
	Page_151.pdf
	Page_152.pdf
	Page_153.pdf
	Page_154.pdf
	Page_155.pdf
	Page_156.pdf
	Page_157.pdf
	Page_158.pdf
	Page_159.pdf
	Page_160.pdf
	Page_161.pdf
	Page_162.pdf
	Page_163.pdf
	Page_164.pdf
	Page_165.pdf
	Page_166.pdf
	Page_167.pdf
	Page_168.pdf
	Page_169.pdf
	Page_170.pdf
	Page_171.pdf
	Page_172.pdf
	Page_173.pdf
	Page_174.pdf
	Page_175.pdf
	Page_176.pdf
	Page_177.pdf
	Page_178.pdf
	Page_179.pdf
	Page_180.pdf
	Page_181.pdf
	Page_182.pdf
	Page_183.pdf
	Page_184.pdf
	Page_185.pdf
	Page_186.pdf
	Page_187.pdf
	Page_188.pdf
	Page_189.pdf
	Page_190.pdf
	Page_191.pdf
	Page_192.pdf
	Page_193.pdf
	Page_194.pdf
	Page_195.pdf
	Page_196.pdf
	Page_197.pdf
	Page_198.pdf
	Page_199.pdf
	Page_200.pdf
	Page_201.pdf
	Page_202.pdf
	Page_203.pdf
	Page_204.pdf
	Page_205.pdf
	Page_206.pdf
	Page_207.pdf
	Page_208.pdf
	Page_209.pdf
	Page_210.pdf
	Page_211.pdf
	Page_212.pdf
	Page_213.pdf
	Page_214.pdf
	Page_215.pdf
	Page_216.pdf
	Page_217.pdf
	Page_218.pdf
	Page_219.pdf
	Page_220.pdf
	Page_221.pdf
	Page_222.pdf
	Page_223.pdf
	Page_224.pdf
	Page_225.pdf
	Page_226.pdf
	Page_227.pdf
	Page_228.pdf
	Page_229.pdf
	Page_230.pdf
	Page_231.pdf
	Page_232.pdf
	Page_233.pdf
	Page_234.pdf
	Page_235.pdf
	Page_236.pdf
	Page_237.pdf
	Page_238.pdf
	Page_239.pdf
	Page_240.pdf
	Page_241.pdf
	Page_242.pdf
	Page_243.pdf
	Page_244.pdf
	Page_245.pdf
	Page_246.pdf
	Page_247.pdf
	Page_248.pdf
	Page_249.pdf
	Page_250.pdf
	Page_251.pdf
	Page_252.pdf
	Page_253.pdf
	Page_254.pdf
	Page_255.pdf
	Page_256.pdf
	Page_257.pdf
	Page_258.pdf
	Page_259.pdf
	Page_260.pdf
	Page_261.pdf
	Page_262.pdf
	Page_263.pdf
	Page_264.pdf
	Page_265.pdf
	Page_266.pdf
	Page_267.pdf
	Page_268.pdf
	Page_269.pdf
	Page_270.pdf
	Page_271.pdf
	01.pdf
	Cover.pdf
	Page_i.pdf
	Page_ii.pdf
	Page_iii.pdf
	Page_iv.pdf
	Page_v.pdf
	Page_vi.pdf
	Page_vii.pdf
	Page_viii.pdf
	Page_ix.pdf
	Page_x.pdf
	Page_xi.pdf
	Page_xii.pdf
	Page_xiii.pdf
	Page_xiv.pdf


