


INTRODUCTION

Over 50% of new businesses will fail in 
the first 5 years. Over the past 30 years, 
as an entrepreneur, CEO, and business 
owner, I’ve witnessed this casualty rate 
first hand. Every year thousands of 
businesses with good ideas and good 
intentions will fall into the same deadly, 
but avoidable, traps.

You’ve probably read the cliches about 
lack of capital and poor planning. Yet, the 
problems are usually deeper and more 
complex.

I created this e-book to explain the real 
reasons businesses fail and offer the real 
solutions that will help your business 
succeed and flourish.
 

There are solutions...



PEOPLE
Businesses in trouble usually have people problems.

Successful businesses are modelled after families. Your employees 
need to feel they belong to something important. Having a job is 
important, but relationships have more to do with satisfaction and 
performance. 

The two most important qualities you need to cultivate in your 
organization are loyalty and dependability. Skills and technical 
ability are important too, but they mean little without loyalty 
and dependability. Think about what creates loyalty in your 
family and apply that to your business. Take a sincere interest 
in their problems. You don’t have to fix their problems. Showing 
your concern pays huge dividends when building loyalty and 
dependability. 

Review your staff regularly.  20% are probably high performers and 
should identified and given special recognition.  At GE the weakest 
10% are routinely identified. With help, they must either find a way 
to improve or be gone.  

You might also have some right people in the wrong positions. If 
you have strong relationships in your business, you can learn who 
they are and improve their situation.

When the labor market is tight hiring is more difficult. I 
recommend using a rapid hiring process. Be thorough, but find a 
way to condense your process. The best candidates will quickly find 
jobs elsewhere, if you let them get away.  

“The two most 
important 
qualities 
you need to 
cultivate in your 
organization 
are loyalty and 
dependability.”



MONEY
Money is your life blood. Money problems are usually a symptom 
of some other underlying problem. 

Making money is a profound mission of every business. There are 
three basic ways to make more money:

1.  Money you get from paid sales orders.
2.  Money you get from reducing expenses.
3.  Money you get from reducing inventory.

They are all related. You take on expenses to attract customers and 
complete their orders to get paid. You also need a certain amount 
of inventory. The trick is to take on just enough expense and 
inventory to acquire and process sales orders.

If you have cash flow problems, focus on your processes. Study your 
fulfillment steps to remove bottlenecks and help push more orders 
through to completion. This technique applies to all businesses, 
even service firms.

Money problems can also happen when starting a new business or 
expanding an existing business. Budget and plans should be spelled 
out in incremental steps that can be continuously measured. Since 
every project will encounter unexpected challenges, the key is to 
be alert, responsive, and adaptive. Don’t get stuck with a rigid plan 
and inflexible budget. It can sink you before you get off the ground.  

Finally, don’t underestimate what you will need for capital. Too 
many businesses cut it too close. A big safety factor should be built 
into your budget before you begin. It’s better to have extra funds 
lined up before you find yourself into trouble.  

“Money problems 
are usually a 
symptom of 
some other 
underlying 
problem.”



Ideals are your most profitable customers. Every business should 
have an ongoing program to identify, profile, and target them. 

If you have an existing customer list, sort them by profitability. If 
you don’t have that level of detail, sort them by sales. You could 
also use repeat purchases as another metric. If your business 
is like 99% of your peers, you will find that your top 20% 
(approximately) account for 80% of your sales and profits. These 
customers are your ideals.

Profile these ideals. What do they have in common. Characterize 
them by age, sex, income, location, interests, etc. If you don’t 
have enough of that information in your systems, you’ll need to 
do research. For example the US Census has income data that you 
can cross reference by zip codes to make inferences. You can also 
interview a random sample of ideals. Be sure to ask how they first 
learned about you and what features of your business attracted 
them. 

Next, create a VIP program for them. Make them feel special. You 
can offer discounts or special deals. If you can give them exclusive 
valuable content that doesn’t cost you anything, that’s even better. 
Your goal is to turn your ideals into advocates to recruit more 
customers. Communicate with them regularly.

What if you are starting out and don’t have a customer list? Then, 
you will need to find some people in your world whom you imagine 
would be ideal candidates for your products or services. Profile 
them instead.

The information you will put together is invaluable for your 
marketing to help you find and target more ideals. 
 

IDEALS
“Your goal is to 
turn your ideals 
into advocates 
to recruit more 
customers.”



YOU
Many businesses fail because the owner and/or key people lack the 
personal traits necessary to build a successful business. I call it the 
Complete Entrepreneurial Mindset.

There are many qualities that you need. Very few people are 
perfectly qualified to be entrepreneurs. The question you should 
ask yourself is do you have the right qualities for your business?

1. Do you have a passion for your work? If you lack a burning 
desire, it will be difficult for you to work through the hard times.

2. Are you physically fit? Many businesses fail because of health 
issues with the owner.

3. Can you handle stress? Stress can be a killer. It can cloud your 
thinking and wreck your confidence.

4. Can you learn from your mistakes? No one likes mistakes. They 
should be avoided. Yet, they are inevitable and can be your best 
teachers. 

5. Do you have determination? When the going gets tough what do 
you do? Some people quit. Some people work smarter and harder.

6. Do you have a desire to help people? Business is about finding 
an unmet need and creating the right product or service that will 
satisfy it. It starts with a desire to help.

There are many more characteristics of the Complete 
Entrepreneurial Mindset. Too many to list here. The beauty is that, 
if you don’t have all the qualities, Advantage 20 can show you how 
to develop them. 

“The beauty is 
that, if you don’t 
have all the 
qualities, you can 
make up your 
mind to develop 
them.”



CHANGE
Change affects every business. Many businesses fail because they 
cannot adapt to the times. Market share is captured by the most 
agile participants.

Handling change can be a tricky. Chasing the latest and greatest of 
anything can be a fool’s errand. Not every innovation is a benefit 
worthy of your investment.

Start with your customers. Listen to them. As long as your ideals 
are at the center of your business, they will tell you what is 
important to them. That should guide your choices.

Keep in touch with your industry partners - your suppliers and 
vendors. Sometimes they have their fingers on the pulse of what 
new things are working and what are not working.

You should have a network of trusted advisors from within your 
organization and from outside it. It can be your board of directors 
or it can be a less formal group. Diverse opinions can help you 
distinguish between a real improvement and an unproductive waste 
of resources.

People in your trusted network not only provide different opinions, 
they also have different sources of information that you will be 
indirectly tapping into. One person (you) can’t be on top of all the 
changes that could affect your business. 

With so much to consider, you may end up overwhelmed. In the 
end you will need to rely on your best judgement. Avoid paralysis. 
Some mistakes are inevitable. When mistakes happen at least you’ll 
learn something.

“You should have 
a network of 
trusted advisors 
from within your 
organization and 
from outside it.”



QUALITY
Poor quality kills businesses in two major ways:

1. Poor quality in your products or services.
2. Poor internal processes.

Virtually every business relies on customer satisfaction and a 
good reputation. That makes quality an essential ingredient in 
your business model. Quality assurance is too often overlooked or 
blindly assumed.

There are specific things you can do today to improve quality in 
your organization.

Every business can be thought of as a bundle of processes. Some 
processes are dependent on other processes. Some processes are 
part of larger processes. When you break them down you will 
discover that it is better to invest in quality at the beginning of a 
process than at the end. The old idea of inspecting products as they 
come off the assembly line and rejecting defects is a discredited 
strategy. It is wasteful and reduces productivity. A defective 
product or service should tell you that something wrong is going 
on earlier in the process. It is far better to identify and fix quality 
issues at the beginning.

Right now somewhere in your business is a place where quality 
is the weakest. It can be by design or simply the way a job is 
being done.  That deficiency can have the effect of limiting the 
overall quality of your business. Begin each day by identifying 
where quality is weakest and give it your full attention until it is 
corrected. Now find the next point where quality is the weakest. 
Keep identifying and fixing the point of poorest quality. Make it a 
policy of continuous improvement.

“Begin each day 
by identifing 
where quality 
is weakest and 
give it your full 
attention until it 
is corrected.”



INFORMATION
Too much information can be overwhelming and bog you down. 
Yet, the right information is essential to managing your business.

Some business owners demand reports that they never study, or, 
if they do study them, the reports have nothing in them to help 
guide the business.

A better way is to begin by understanding the decisions you 
need to make. That way you can build reports to present the key 
pieces of information that will contribute to wise decision making. 
Following this method will help clear the fog that too much 
information creates.

For most businesses you will need some form of a simple daily 
report, perhaps a weekly summary, and a more detailed monthly 
report, containing a balance sheet and a P&L. Since every business 
is different, you will need to customize your reports so they make 
sense to you.

Information also has a short shelf life. Failing to get accurate 
information in a timely manner can be destructive to your business. 
The ideal is to design your information systems to crank out your 
custom reports with a key stroke. In many cases some human 
intervention will be required to compile the data into the designed 
format. That’s another point where quality is important.

If you’re starting out, designing your reports with the key 
performance indicators should be done before you launch your 
business. In the rush it’s easy to overlook. Yet, getting off to a good 
start in a new business can depend on having the right information. 
Important decisions will need to be made from day one.  

“Failing to 
get accurate 
information in a 
timely manner 
can sink any 
business.”



 

Member Benefits 
5 Hours of Personal One-On-One Coaching / Consulting. 

- Use the time in any increments. 
- Request help sessions with any issue(s). 
- Only the actual session time counts against the 5 hours. 
- NEW! Apply hours to onsite, in-person coaching/consulting 
- Until you use it your time never expires. 

advantage20.com/request 
 

Advantage20 Online Video Course for Entrepreneurs. 

- 5 Modules, 20 Video  
- 24/7 Access. 
- All Updates. 
- All Additions. 
- All Bonuses. 

 

Unlimited “Ask Anything” Support. 

- Quick question help anytime. 
- Doesn’t count against consulting/coaching time. 

advantage20.com/ask-anything-support 
 

Lifetime Membership. 

- No recurring subscription charges. 
- Your benefits never expire. 
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