
        
            
                
            
        


		
			Advance Praise for Be a Winner!

			“When I served as the mayor of the city of Chicago, there was no shortage of people who came to me with ideas about how to strengthen our city. Bryan is one of the few who had the determination and devotion to turn his idea into a reality for our residents. I know Bryan not just as a successful businessman and entrepreneur, but as the founder of one of the city’s most innovative and transformational social service organizations—the Above and Beyond Treatment Center. It has helped countless Chicagoans get back up on their feet. Bryan is a proven visionary who thinks beyond the boardroom and leverages his success for the benefit of others—and our city is better because of it.”

			—Rahm Emanuel, Former Mayor of Chicago,  Senior Advisor, Centerview Partners

			“In an industry best known for sharks, Bryan Cressey has set a different standard for how to be a successful private equity investor. His knowledge, integrity, intuition, and overall passion for healthcare and the entrepreneurs who have brought so many positive changes to it have led him to both financial success and widescale respect from those he encounters. Bryan has used his success to the benefit of many, spawning not only other successful business ventures, but also supporting and even founding charitable organizations that are changing lives one life at a time. As a businessman, investor, philanthropist, and friend, there is much we can all learn from Bryan about how to live a life that yields success on all fronts.”

			—April Anthony, Chief Executive Officer  and Founder, Encompass Health

			“Bryan has always generously given his time and resources to support people and causes on which he could have an impact. More than twenty years ago, as a high schooler, I was fortunate to hear Bryan speak. He spoke about his passion for helping entrepreneurs think differently and create meaningful value in their companies. The enthusiasm and insight he shared that day established my career aspirations and forever changed my trajectory. Bryan has been an accessible role model ever since, and I continue to find his advice and wisdom invaluable.”

			—Duane Jackson, Founder and CEO,  Jackson Private Capital

			“Bryan Cressey’s always active mind absorbs all the incoming; creates a curious mixture of the serendipitous, the light-hearted, and the most profound; digests it all against the backdrop of his rich life experiences; and produces a thought that almost always is tied to action, or transformation, or betterment of others. He is fulfilled by lifting people up, whether it is the young contestant he just vanquished playing air hockey, the least experienced or otherwise ignored person in a boardroom, or the alcoholic who has no hope. Bryan identifies, embraces, then lifts—to a level of self-empowerment and new energy and a new life. That’s the Bryan Cressey touch.”

			—Bill Frist, Former United States  Senate Majority Leader

			“Bryan has been a friend, partner, and mentor of mine for nearly four decades. Our relationship dates back to 1982 when he made an investment in one of our first healthcare companies. Our journey together has progressed, uninterrupted, for thirty-eight years (and counting) through three companies. Together we have done four IPOs, an LBO, countless acquisitions, raised billions in capital, and employed over 100,000 of our fellow Americans.

			“Bryan, in his long career, has flourished as a founder of three of the country’s top private equity firms. Through his work, Bryan has distinguished himself as a formidable figure in the healthcare investment sector. On that score, Bryan certainly qualifies as one of the proverbial ‘smartest guys in the room.’ Decades of experience coupled with an impressive and rare joint degree from Harvard Business School and Harvard Law School certainly proves that. Bryan would be the first to modestly downplay his academic achievements and intellect, and rather credit his reputation and extraordinary success on building relationships and trust with people and companies over the years. I recall in 1996 when my dad and co-founder, Rocco A. Ortenzio, and I went to see Bryan to solicit his support for a new healthcare company we were planning. The ‘ask’ was not inconsequential in terms of the financial backing, but Bryan said yes even before he had the specifics, projections, and other details. It was a testament to our longstanding and successful relationship, the trust he had in our vision and track record, and why so many people feel a sense of loyalty to Bryan.

			“Another hallmark of Bryan’s success is his humility and respect for those with whom he works. For nearly four decades, I can honestly say that I never felt as though I ‘worked for’ Bryan. He would often say that good decisions or investments were the result of smart management teams, and for less successful deals, he would take the sole responsibility for the decision.

			“It is almost cliché that private equity is a series of well-timed, relatively short-term investments with a constant eye on the ‘exit’ or ‘liquidity’ event. Often and understandably, the private equity owner has a bias for growth over infrastructure or longterm corporate strategy. This is another area where Bryan has set himself apart. I have never worked with a private equity investor who is more committed to a company’s long-range vision, values, and culture. Bryan appreciates, promotes, and supports building value in his companies through a culture of employee engagement, quality of service, and value-based leadership. He is a testament to the very best qualities a private equity partner has to offer.

			“Bryan also has an innate ability to assess and evaluate talent and leaders. He knows the distinct difference between a manager and a leader—those who people will follow versus others who you work for. I believe Bryan would further refine the definition of a leader as one who helps others succeed. That is a lesson from Bryan that I carry forward every day. By that standard, Bryan is a remarkable leader who has helped hundreds of leaders and companies succeed throughout his career.

			“In closing, for owners or entrepreneurs considering partnering with Bryan, I share these two takeaways that I have come to recognize over the years. First, Bryan never makes an investment about him. Rather, it is always about the company, its employees, customers, and other stakeholders. Second, Bryan might not have the most to say on any particular topic, but when he does speak I highly recommend you listen closely. There is always tremendous value, insight, and wisdom in his view. I am very pleased that Bryan has written this book. It will be an invaluable source of wisdom that we can learn from and use throughout our lives.”

			—Robert A. Ortenzio, Executive Chairman  and Co-Founder, Select Medical
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			To my incredible parents, Charles and Lorraine,  who lovingly gave me remarkable freedom. I became  me, I learned the Universe, then became them.
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			How Life Really Works

			I was picked up at the airport by a CEO sporting a strong reputation in an area of interest to our investment firm. He kindly offered to drive me to his office for our in-person meeting. Knowing he was an industry leader, I struck up a conversation to learn more about his background. He had been chairman of the industry association, so he was very well-known and admired. This CEO had run a company in the business and was seeking to build a new company in the same sector, which he understood extremely well. All sounded positive.

			Five minutes later, when the CEO turned his car into the parking lot of the office building, I knew he was going to fail. How did I know that? It was based on experience, not logic. And it’s one of the hundreds of lessons in this book, all of which I’ve learned from experience. What I observed is that he drove extremely cautiously. He drove below the speed limit and slowed down for green stoplights, knowing they might possibly turn yellow. He flunked my driving test. Why did the way he drove consign him to failure?

			Here’s the reason: he was obviously very cautious; he drove almost as in fear.

			A person who behaves based on fear and is overly cautious will never be able to build a successful start-up company. I’ve seen this driving test flunked numerous times and have consistently been rewarded by not investing in that individual’s company.

			Over the ensuing six months, this CEO succeeded in raising the money for his new company, and he did so from a well-known investment firm. On paper, the situation looked very good. Yet within a year, the investment firm had to write off their investment as a loss! I was very lucky that I was considering not only logic, but also the clues I look for in a leader’s emotional and personal characteristics. Those clues foretell the future.

			Are You Interested in Being a Winner?

			This book imparts numerous simple ways I’ve discovered to succeed in life, from personal fulfillment and joy, to business and entrepreneurship.

			Be A Winner! is the one book I wish I had when I graduated from school. I’ve been fortunate to help build successful companies (and some not!) for forty years as a venture capital and private equity investor; I’ve also partnered with management teams to grow some great companies. We have consistently achieved investment returns exceeding 20 percent compounded per year. I’ve been fortunate to spot unique opportunities and recruit management to create and build new companies as well.

			I’ve learned so many important things from working with talented managers and my astounding teammates that I’m full of gratitude for my good fortune, and I’d like to help your life turn out the same way.

			The keys to being a winner are in the next pages. Good luck, and enjoy the amazing life you can have!
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			How to Create Your Wonderful Life

			How can you change your life toward greatness?

			Happiness? We’ll start here, with nineteen ways I’ve learned to become successful:

			1.Plan backward. This sounds odd, but it works. Most people plan their lives one step at a time, thinking only about their next forward moves or their next objectives.

			 

			Why I contend this is wrong is that the way to truly succeed is to look to where you wish to be at the pinnacle of an accomplishment in the future, and to plan backward in logical steps, to where you are today. It works like when we were kids and worked on solving those maze puzzles on paper, where we found the pathway by working backward. We started at the end and worked backward to see the proper steps. Plan backward from several moves ahead and you see your path.

			Planning backward

			An example of where I planned backward was when I had a dream of creating a new future of successful addiction healing. Experiences in my family and our world caused me to long for better answers for suffering individuals and families. I sensed a desperate need for effective addiction healing. I envisioned what this might look like in the future and planned backward from there.

			In my vision, I saw four primary dreams: producing better outcomes for patients with new treatment methods, transforming patients for a lifetime (not just short-term), providing a model for the future of addiction healing, and providing that better care to the poor and homeless for free.

			Planning backward:

			1.From the vision above, a lifetime of transformation requires changing entire lives—not only becoming sober, but getting housing, jobs, and being reunited with families.

			2.Producing better outcomes and life transformation requires creating a new treatment philosophy that functions better than the older model

			3.Reinventing these things requires evidence and research into which care modalities and teachings could produce these improvements

			4.Therefore, we need innovators from the field to get excited about changing today’s difficulties into tomorrow’s successes

			5.Treating the poor and homeless requires locating in their neighborhood so they can take the sidewalk to a better life

			6.Described above are major changes and innovations which demand great, talented leaders to manage these processes into success. Of course, attracting great leaders requires an inspiring vision, which attracts these terrific and innovative individuals to attempt this revolution.

			7.Therefore, I must create and communicate a magnetic vision, and then I must describe and speak my vision with great enthusiasm and belief. Action: Number 7 above was where I started enactment of this vision in 2015.

			 

			Result: Reread the vision paragraph above starting with, “In my vision,” and all you read there has now come to fruition. Above and Beyond is now well-known to world experts. Internationally recognized expert and author of twelve books on addiction treatment, Dr. Stanton Peele has stated, “Above and Beyond is a modern treatment miracle…in a field badly in need of one.” And two-time New York Times bestselling author of books on addiction and its treatment, Johann Hari has said, “What you have here at Above and Beyond is the model that should replace the broken addiction treatment model in the U.S.” In its fifth year, Above and Beyond has received a national award for its new treatment program, and it has also received a national Best and Brightest Companies to Work For® award for featured in the Wall Street Journal in 2021.

			Why does planning backward work? It works because humans cannot fly: we cannot fly from the bottom to the top of a hill. We can only climb that hill one step at a time. But for large dreams, we usually cannot see a path to the top—we may try one step, encounter difficulty or frustration, and give up—because we don’t see the way forward!

			Planning backward gives us the steps. The pathway we can take. And planning backward one step at a time to the beginning gives us each step to take, from the beginning to accomplishment. We can then take those steps and achieve dreams and visions. It may not be easy, and we’ll need to persevere, but we’re more able to do so knowing we’re on our pathway to the top.

			Do all your large planning backward!

			2.Aim high! You will probably be positively surprised by what you can accomplish. I personally wanted to do something very unusual and be very successful, or fail trying. Taking some risks in your career increases your odds of success greatly. Many people fear taking any risks in their lives or careers and are rarely positively surprised by where they land. A quote from the famous philosopher Duke Snyder—actually, Duke was the right fielder for the Brooklyn Dodgers in the 1950s. He said, “Swing hard, you might hit the ball.”

			3.Mistakes. My greatest education has not come from school, but from my mistakes. These will never be your most popular teacher, but they can be outstanding. I make lots of mistakes and learn from them. When we’re young, we try to hide mistakes or deny them. But life and success are trial and error. Life is more fun, and much easier, when you admit mistakes and learn from them.

			 

			After graduation from school, life turns 180 degrees, and most persons don’t recognize that. It changes in this crucial way: During school, to achieve top grades, one must make no mistakes on the tests. And we are taught that all the way through our childhood into young adulthood. “No mistakes.”

			I have observed that after graduation, life suddenly changes: now it’s the opposite—he or she who makes the most mistakes wins! Why? Because learning to succeed in a job or building a company is a trial-and-error process. Note the many successful entrepreneurs who have failed many times and then succeeded.

			If you learn from your mistakes, you want to make plenty of them, because each mistake is a new teacher to you; and after making enough mistakes, having many teachers, you learn enough to grow very successfully! The key is admitting mistakes and learning from them. Life is much happier, and much more exciting, using this process.

			4.Humility. We have a human instinct to think we’re smart, which can backfire if we don’t transcend it. In a venture capital investment I made early in my career, the CEO and I were at dinner, and he was telling me about some operating difficulties they were having. I offered ideas of what to do, and I noticed he was writing notes on what I said. My first thought was, “Wow, I’m smart,” and then I thought, “I shouldn’t be giving advice since I’m not smart at operations, and neither is he if he’s taking notes! He doesn’t know what he’s doing!” That sadly proved correct as the company eventually failed. Humility allows learning, and learning drives success in all you do.

			5.Be creative. Devise some creative ways to help your firm break some new ground in your first couple years. Don’t accept the way things are done as the optimal way; mentally question everything significant. In my experience, you can generally improve on what is done and how it’s done.

			6.Before deciding the next job you want, carefully figure out what your goals and values are, i.e., what you live to do. Figure out where in society and the economy you can do what you really love, and where you can create a large positive impact. Then speak with practitioners in the field and really understand it. If it’s what you love and enjoy, you will succeed.

			7.Associate with great people. Choose to work with an outstanding mentor who will teach you how to succeed in your chosen endeavor. If you can find a mentor who is partly entrepreneurial, you will learn how to create change successfully. One of our great CEOs taught me an important lesson: excellent CEOs don’t want “good”; they want “great”! They won’t settle for good. In a 1970s cable TV investment we made, after a positive first year, our CEO told me he was going to replace the chief operating officer. I was surprised because I thought he was good and doing a fine operating job. The CEO told me, “He is pretty good—but I want great if we’re going to build a great company.” That CEO developed a talented and motivated team and built an extremely successful and valuable company!

			8.The next key to success is the least recognized. Believe it or not, the biggest key to your success is not to become the most skilled person possible; it’s this: pick the right industry, or profession, to participate in. The secret is to get in an area with enough growth, profitability, and possibilities to create great opportunities for you.

			9.Choose your direction, and timing, thoughtfully. Years ago, when I completed my servitude as a student, many of my friends, even some who were otherwise intelligent, headed into the then-popular business of real estate development and banking. These businesses are highly cyclical. Entering at the peak of a cycle, those friends had an eventful twelve months: graduation, first job, recession, termination.

			10.Impose your judgment on the world. Don’t let others tell you what you should do with your life. Decide for yourself. This will enable you to create your world more as you want it to be—not as others hand it to you. Looking forward in grad school, I didn’t see careers that excited me; none fit my own passions. Luckily, I learned about the new field of venture capital from a speaker at school, and I knew that was what I wanted to do—finally, something that fit me. I worked hard to get into the nascent industry: only two people were hired into venture capital nationwide that year, and I felt very lucky to be one of them.

			11.Have fun in your work. The world is not a priori serious. Some people make it that way. Some people think they must act seriously to be thought learned and capable. What a mistake! They miss life’s joy and aren’t thought smarter than those who show the confidence of being funny. Just avoid using humor that embarrasses anyone…who is present in the room.

			12.Act with integrity always. Good things will come to you when people trust you. And as Mark Twain recommended, “Always do right. That will gratify some of the people, and astonish the others.” And you will be more successful if you have high ethical standards of conduct for yourself. Why? Because cheating to attain your objective means not pushing yourself to be the best. It’s like lowering the crossbar in the high jump: you won’t force yourself to learn to jump higher. It’s exactly the same with ethics: keeping the bar higher forces you to learn to be better, and you will. We had a competitor to one of our businesses that paid off their customers’ employees to get business. Our company lost an occasional piece of business to that competitor. But our company became better than the other company, won most of the business, and grew rapidly; the other company stagnated because it hadn’t pushed itself to improve. Regarding a questionable situation, a good maxim to follow is, “If you have to ask, you already know the answer.” In other words, if it’s in the gray zone, don’t go there. To maintain a great reputation, you need to avoid even the appearance of possible impropriety. Perception becomes reality.

			 

			Here’s another example of what happens when people let themselves go wrong. I call it, “Easy come, easy go.” I’ve seen several individuals that apparently didn’t feel inside themselves that they had earned their wealth virtuously. To some, their money came overly easily from simply being in the right place at the right time. They spent and lost their money exceedingly quickly. Personal integrity. They didn’t feel they had earned the money. It’s far better to earn less and feel great about it than to cut corners and feel ruined inside.

			At a partners’ meeting one week, we were discussing various potential investments. One of the partners described a technology company in California that sounded quite incomplete and risky to the other partners, so the majority suggested the opportunity not be pursued. The partner suggesting the investment looked a little pained as he told the rest of us, “l was at the company last week and I shook hands on a deal with the CEO.” In unison, the other partners responded, “Then we’re in!” We all believe in strong ethics and values in conducting business, and in our lives. Unfortunately, the majority was right and the company didn’t succeed, so we lost our money. Ow! But it was the right thing to do.

			13.Don’t be in a hurry to succeed. I’ve seen many individuals that are so compelled to succeed fast that they fail. How? Because they jump from thing to thing, believing each one will propel them to the top—they never do anything long enough to become truly good at it. Don’t be in a hurry; take time to become great at what you enjoy.

			 

			And don’t be in such a hurry to evaluate your own wins and losses. The unexpected will sometimes happen, as this story demonstrates:

			We once made an investment in an early-stage computer technology company, and it didn’t go well: over several years, the company encountered disappointment after disappointment. We valued the company at only one dollar in our reports and assumed we had lost our money. Sixteen years after making the investment, we received a phone call that the company had finally become successful—in fact, extremely successful—and it was being sold for a huge amount. That small single investment, which was one of forty-eight investments in our $60 million fund, returned almost $40 million, so the seemingly failed small company returned almost the entire fund to investors!

			Another time, we invested in a medical company that significantly underperformed during its first couple years. The company was publicly traded, and its stock went from nine dollars per share to twenty-seven cents. It was in default with banks and was nearly out of cash. The board of directors had fifteen meetings one spring trying to help, then we received an offer to buy the company at fifty cents per share, or a total of $60 million. The board said “No, but we’ll take $67 million.”

			The buyer became emotional and responded poorly—he got angry at our board and CEO and walked away. We had luckily begun to see one ray of sunshine through the clouds at that point, so we stood firm. Our company’s new CEO got the sales growing, and then growing rapidly.

			The stock price rose from twenty-seven cents to four dollars by year-end, and the company began generating positive cash flow. With great leadership by the CEO, the stock rose to ninety dollars per share in a few years, and after our anguishing difficulties, it turned into a highly successful investment for us. Everyone but the potential buyer was extremely glad that we were resolute during the storm, and our new captain sailed out the other side of the tempest. The potential buyer lost an outstanding opportunity by becoming emotional and overruling the logical decision he had initially made to buy.

			14.Some may feel that this point is bad news: it’s that money does not buy happiness. Period. I’ve been without money, and had lots of it, and I guarantee you it doesn’t correlate much with happiness. Figure out what you want to do with your life that you’ll find satisfying, gratifying, and do it. I entered the venture capital business because it sounded excitingly right for me. And it was! I joined the venture group at First Chicago and was introduced to an interesting situation. Three years before I joined firm, my teammates at First Chicago had made an investment in a start-up company called Federal Express, whose breakthrough idea was to bring all shipments to one location in the nation before distributing items to the destination city. Previously, items had been shipped directly from each city to another city, but that required thousands of daily flights between city pairs. The idea that founder Fred Smith created while in college was that by flying all packages to one location, the number of flights to deliver all items would be greatly reduced, lowering costs and improving delivery service. When I arrived at First Chicago in 1976, the investment in Federal Express had been in deep financial trouble due to the 1974 oil embargo, which increased oil prices by four times! The fuel costs almost drove FedEx bankrupt. In fact, two years after the original venture capital investment, the company was going to miss payroll on a Friday, which could mean the end for the company; and believing it to be a lost cause, many original investors would not invest money to save it. On a Thursday in 1974, the day before the employees needed paid, a few of the venture investment firms wired money to keep the company alive. That small investment, totaling only 17 percent of the money originally invested, bought 87 percent of the venture ownership in Federal Express. Because the company’s plight placed it near death, nobody would invest at a higher price, and many firms chose not to invest even at this low price. Our firm invested in that low-price round because it saw that even though Federal Express was raising prices, the company’s shipment volumes continued growing, so our firm reasoned there must be strong demand for this new overnight shipment service.

			 

			In 1978, when Federal Express was quite profitable and growing very well, I ran into one of the bank lenders to the company. The bank had loaned the money in 1973 and went through the difficult period of 1974—1976 with the company. The conversation went something like this:

			Me: “Jack, isn’t Federal Express a wonderful growth  company?”

			Jack: “No; it’s terrible. We almost lost our money loaning to them!”

			Me: “Yes, but it’s doing great now—very profitable and growing very well, and it’s passing up the established air freight companies.”

			Jack: “It’s still a rotten company.”

			Me: “Well, we own lots of stock in Federal Express, and it’s become a wonderful investment for us! Why are you so negative about the company?”

			Jack: “It almost lost our bank’s money—that’s always a bad company.”

			The lesson: think flexibly! Don’t let your early impression of something or someone become your permanent impression! Watch for new evidence and change your ideas. In this case, Jack was inflexibly stuck on his early opinion and could never see that Federal Express was becoming a great company. Jack would not have taken the stock if we gave it to him! Yet our firm made around twenty times its investment in Federal Express. And if Jack had recognized the future promise FedEx had and bought stock then, today he would have made 228 times his investment!

			15.Specialize in something. Even a narrow specialty is a big market in our world’s economy. Winners are those who become the best at something.

			 

			One summer, I was reviewing a possible investment in a behavioral school company that was known to be clinically outstanding. I even checked its reputation with my dad, who was an MSW, and he was quite positive on the company’s reputation for quality. Their growth and financial results were good too. The CEO running the company for the family that owned it was a little weak, though, and a young new executive from outside the company was planning to take over with the family’s approval. As I spoke to the new CEO, it was evident he wished to enter several new businesses to grow the company faster. However, as I probed, I learned that he had never operated any businesses like these, so I thought it would be folly to enter those new businesses. Later, when we were seated together on a flight, I shared my thoughts with the older CEO who was running the company for the family. I explained that they already had a wonderful business at which they were the best and could grow successfully. In response, I suggested they not enter any new businesses but instead concentrate on growing where they were winning.

			The CEO told me he couldn’t see why it would matter. And I told him, “When you’re mining for gold, and you discover a wide, deep vein of gold, you mine it! You don’t waste your time going to dig at other locations—you have what every other miner dreams of. And your current business is exactly that deep, wide vein of gold. Just mine it.”

			I was quite surprised when he couldn’t understand that. I declined to invest, but other firms did, and the new CEO spent the company’s money on the new ventures, which all failed. Sadly, the entire company, including the great behavioral business, went bankrupt.

			When you find the gold, focus on mining it!

			16.Impress every person, every time you meet. It will enhance your reputation, and you’ll quickly gain more responsibility.

			17.Figure out how your firm’s success is measured—and contribute more to that success than is expected of you.

			18.Never fall into a rut. Examine constantly whether you are doing what you want. Here’s an example and warning:

			 

			I learned an important lesson while working for a conveyor belt company while in college. The business was quite small—there were only five employees, including me. One was an older man (in his sixties) who worked in the office, doing the product purchasing, taking phone orders, and sending the bills to customers. As I got to know him better, he shared a sad story about his life with me. “Bob” told me that he had started in this business thirty-five years ago, and had planned to leave it soon to do something he loved; he had never loved this job.

			But at first, he had kids, so he didn’t make the move, and then he had a mortgage, and it then seemed like the next moment he was sixty-four years old and had never made the move he wished to make. Therefore, he had never done what he loved, and now couldn’t because he was nearing retirement. This was a vivid lesson to me: you must proactively avoid settling into a rut. If you don’t think about that occasionally and check what you are doing, it may happen to you and lead to permanent disappointment and sadness in your life. What we regularly do becomes a routine, and a routine can become a rut we may remain in unless we exercise a little paranoia and assertively assess whether we are letting parts of our life travel in a rut. We must proactively change and grow rather than passively letting life happen to us.

			19.Success goes not to the person who works the longest hours, but to the person who gets their most important things done. Prioritize!

			Private Equity Adventures

			In the 1970s, we co-invested with the KKR partners in an early leveraged buyout, and the company was grading some land for a new plant when an explosion occurred—it appeared to be from the dirt being graded, and it was powerful enough to blow the Caterpillar tractor over! Our team approached the large conglomerate that had sold the land and they denied anything was wrong with the property, but when our team pointed out that the dirt kept exploding, the sellers finally admitted they had buried pyrophoric materials (chemicals that explode when exposed to air) on the land!

			Our company received a nice settlement…and some nonexplosive land.
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