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THE STARTUP COACH


Carl Reader




DEDICATION


This book is dedicated to my long-suffering family – my beautiful fiancée Sarah, who has been an amazing support through the writing of this book, and my wonderful children (Jordan, Lauren, Daisy and Charlie), who are the reason why I do what I do every day. I’d also like to dedicate this book to my wider circle of friends and family, who have provided me with support and inspiration along the way, and my clients and colleagues over the past years, from whom I’ve learned so much, and I sincerely hope that they have also benefited in some way. Thank you everyone.




MEET THE COACH


My life in business started very early, in a very humble way. I can’t lie and pretend that I was a child genius, but I guess the entrepreneurial spirit has always been with me. I grew up on a council estate in Shoeburyness, Essex, and as kids we would buy bottles of Happy Shopper lemonade to split into glasses, so that we could sell them to the other kids who weren’t allowed to the shops on their own. Later, at the age of about ten, I had moved to an area called Rayleigh, where I would go around the neighbourhood with friends washing cars to earn money to buy magazines and sweets. I guess that with these experiences, I learned a lot about finding a market, the benefits of a captive market, providing a product, pricing strategies (we had already cottoned on to different levels of washing, and differential pricing for different sized cars!) and keeping customers happy.


I was never particularly academic, despite always doing reasonably well in exams and tests, and left school early to start a YTS (Youth Training Scheme) in hairdressing, returning simply to complete my GCSE exams. After applying for every job in the local paper, I had an interview at two accountancy practices and the Army (I must have worked in alphabetical order!). I was clearly more suited to advisory work as I was offered both accountancy jobs, and from there I started looking after businesses of all shapes and sizes.


I’m now fortunate enough to be a joint owner of a large local practice, which in 2013 won an award for Independent Firm of the Year (South West) in the British Accountancy Awards, in 2014 won the 2020 Most Innovative Medium Sized Firm award, and is truly the UK’s market leader in its niche markets of children’s tuition businesses and franchised businesses. Through this I’ve also been featured personally in Accountancy Age’s ‘35 under 35’, which is a showcase of young talent in the industry, and at the time of writing am a finalist for the British Accountancy Awards Practitioner of the Year, whilst the firm is up for the British Accountancy Awards Independent Firm of the Year 2014.


I’ve also been involved in other businesses, together with sitting on the board of two not-for-profit organizations, acting as a funding panel member for the Fredericks Foundation, and as a committee member for the British Franchise Association.
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HOW TO USE THIS WORKBOOK


Congratulations on picking up this workbook! Within this book you will find a range of information and Coaching Sessions to help you take your idea from a concept through to a successful startup. Before diving head first into the content, it’s important that you understand a little about how this book has come about, and how best to use it so that you can gain the maximum benefit from it.


I’ve advised thousands of businesses over the last 15 or so years, on a range of matters from simple bookkeeping and administration through to selling and even potential flotation on the stock markets. Over this time, I’ve seen the good, the bad and the ugly when it comes to business; and I’d like to share this information with you so that you can learn from the vast experience that I’ve gained along the way.


Whilst working with all of my clients’ businesses, I notice some common trends amongst them, which prevent them from reaching their potential. Firstly, the entrepreneur often limits themselves through limiting beliefs. This might be due to a lack of goal-setting, not thinking outside of the box, or simply due to circumstances, whether past or present.


I also notice a strong tendency for the business owner to make themselves indispensable, by creating jobs and processes to avoid what is actually important in the early days – picking up the phone, speaking to prospects, and doing the work! Business is very simple when you step away from the details and remember that the goal is to attract and keep customers.


The book is structured as an interactive workbook, with Coaching Sessions for you to complete, interspersed with commentary. These are designed to be sometimes provocative, and have been set out in a way that will lead you to a sense of completion at the end of each chapter.


I would strongly recommend that you read the whole book in order, to ensure that all areas are covered, even if you feel that you have already satisfied a certain area.


Broadly, Chapters 1 and 2 are an evaluation of you and your idea, to make sure that it is appropriate to continue. These chapters will be reasonably provocative, forcing you to explore whether you are cut out to run a business, and whether the business idea is the right idea to be a success. Within these chapters we’ll explore what your personal motivations are, whether you are in the right position to start a business, what sets your business apart, and whether there is space for it in the market.


Following this, Chapters 3 to 6 are preparation for your business, taking you from an idea that is feasible through to obtaining funding. We’ll explore how you should structure your support team and how to perform market research. We’ll also consider the business plan, looking at how this should be prepared and what should be included. Finally, we’ll consider the various options that are open to you for sourcing funding for the business.


Chapters 7 to 10 are about action, and are deliberately structured in reverse order, as it is important that you can manage the business before you promote it. In these chapters, we’ll cover the essentials of running a business. You’ll learn the basics about managing your finances and your team. We’ll also cover the systems that are needed to make a business a success, and the promotion of the business.


Finally, Chapters 11 and 12 consist of further reading, a review of activities undertaken within the book, and some reflection on how to keep sane once you are in business! This is where we tie the various chapters together and make sure that you continue in the right direction.


Please bear in mind that pretty much every chapter within the book could be a book in its own right, and there are plenty of further resources that you will be signposted towards at the end of each chapter, should you wish to explore a particular area further.


At the end of the book there is a list of further reading that I believe you will find useful in your journey as an entrepreneur, and I also have a website www.TYCoachbook.com/Startup which contains more content and advice for you to use in your business journey, together with some templates and other goodies.


Finally, it would be great to hear your success stories from using this book! Please feel free to contact me using the following methods. I’d love to hear from you.


Twitter: www.twitter.com/CarlReader


Facebook: www.facebook.com/CarlReader


Website: www.TYCoachbook.com/Startup
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	ARE YOU SUITABLE TO RUN A STARTUP?















	
[image: image]



	

IN THIS CHAPTER YOU WILL LEARN






	•   Whether you are in the right position to start a business



	•   What motivates you to do what you do



	•   The difference between employment and self-employment






Before investing time and money into a new business, it is important to establish whether you are the right person to be in business. Despite the glamorous image that entrepreneurs such as Richard Branson and Lord Alan Sugar may have, the reality for many startups is that they struggle to survive. In fact, it is said that one in three new businesses fails within the first three years. It takes a certain type of character to ride the storm of being in business.


If you’ve been in employment for the last few years, ask yourself the following questions:


•  Have you ever had other people actively competing against you for your wage packet, which might be less than National Minimum Wage?


•  Have you ever had to rely on the phone to ring to earn money that day?


•  Have you ever had a job pulled away from you with no notice whatsoever?


•  Have you ever had an employer decide not to pay you for a month or two, leaving you to send begging letters until they do?


•  Have you ever had to do absolutely everything for your employer, from cleaning the toilets to making the strategic plans?


The harsh reality of being in business is that customers are very different from employers. If an employer was to do some of the things listed above, the best that they could hope for is some negative press attention… but more likely, they might have an employment tribunal to attend. In business however, the above list is an example of the day-to-day issues that you could encounter.


It’s not all doom and gloom though. Provided that you can handle the stresses of being in business, there are significant rewards for those who get it right. Most people who go into business would never go back to employment, and in fact many make themselves unemployable! The freedom that owning your own business gives you allows you to choose when you will work, who you will work for, and how you will work. You can potentially also earn far more money than you could in employment, with a saleable asset if the business is successful.


PERSONAL FINANCIAL REVIEW


The first step that any prospective business owner should take is to review his or her own personal position. This is also the information that the banks will need should you decide to approach them for funding.
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COACH’S TIP








Running a business is very different from employment. There is no comfort blanket, and you are ultimately responsible for your own destiny.


Therefore it is essential that you have an understanding of your personal position before going further. It is also vital that you consider others who may be reliant on you and your income.
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COACHING SESSION 1








Personal review


Step 1


Prepare a list of your current monthly personal expenses, and your potential expenses if you were to trim back your lifestyle as far as possible. Be ruthless during this Coaching Session. If there is any expense that isn’t essential, cut it out of the ‘minimum’ budget:






	 

	Current Expense

	Minimum Expense






	Rent/mortgage

	 

	 






	Electricity/gas

	 

	 






	Telephone/internet

	 

	 






	Council tax

	 

	 






	Water rates

	 

	 






	Household insurance

	 

	 






	Life/critical illness insurance

	 

	 






	TV subscriptions/TV licence

	 

	 






	Petrol/diesel

	 

	 






	Car tax

	 

	 






	Car servicing and repairs

	 

	 






	Clothing

	 

	 






	Household goods

	 

	 






	Gifts (birthdays, Christmas, others)

	 

	 






	Food shopping

	 

	 






	Savings

	 

	 






	General spending

	 

	 






	Debt repayments

	 

	 






	Others (please list below)

	 

	 






	 

	 

	 






	 

	 

	 






	Total

	 

	 







Does your other household income cover the expenses, or not? Any shortfall must be included as part of your working capital requirement when calculating your business finances (see Chapter 7), or must be covered through your ‘net worth’, calculated below.


Step 2


Now we have an understanding of your expenses, we need to look at your personal ‘balance sheet’. List below what you own, and what you owe. It is important to be brutally honest, and realistic, when doing this as it is the only way of knowing what you have to fall back on.






	What you own (assets)

	Approx Asset Value £






	  1.  Property (residential & investment)

	 






	  2.  Savings

	 






	  3.  Car

	 






	  4.  Shares in listed / unlisted companies

	 






	  5.  Other realisable assets:

	 






	 

	 






	Total

	 











	What you owe (liabilities)

	Amount Outstanding £






	  6.  Mortgage (residential)

	 






	  7.  Mortgage (investment)

	 






	  8.  Loans

	 






	  9.  Credit cards

	 






	10.  Hire purchase agreements

	 






	Other:

	 






	 

	 






	Total

	 







Step 3


It’s now time to get the calculator out. The following calculations will help you understand how much you can commit to the business:


a.  Net Worth (Assets – Liabilities from Step 2) ___________


This figure is your current ‘net worth’, which indicates whether you own more than you owe.


b.  Bank review (the figure from part a. less any personal guarantees given) ___________


This figure is the initial amount that the bank would consider that you are worth in any financial application.


c.  Sensitized bank review (the figure from (b), adjusted to reduce any property value to 70% of it’s total valuation ___________


This figure is the amount that a bank would currently use (at the date of publication) as a reliable net worth, which they can depend on. This figure is often surprisingly low for most people, as the sensitizing of net worth affects property, which is usually the largest asset for many households. Don’t worry if c. is negative, as there are ways of raising finance without security. You will however need to be aware that it could be more expensive. If (a) is negative, and you don’t have sufficient income to meet your regular expenses, it would be worth reviewing your personal financial position more fully before proceeding with starting a business.
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COACHING SESSION 2








Identifying stakeholders


Identify all potential ‘stakeholders’ of your personal finances (this may include dependent family members, creditors, beneficiaries of your will, amongst others), and consider whether you should consult them before starting your business.
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Now that you have considered an up-to-date financial appraisal, it is time to think about the other aspects of self-employment. There are a wide variety of self-development books which focus on what makes us as humans tick. Generally, it is understood that a basic way of motivating people is to use the ‘carrot’ (i.e. something to aim towards) or the ‘stick’ (i.e. something painful to avoid). We’ll start by exploring why you are looking to start a business.
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COACHING SESSION 3








Personal ambition review


Step 1


What is the ‘stick’ that has made you decide to start your own business?


What will be the impact to you personally if you don’t move away from this?


Step 2


What is the ‘carrot’ that particularly motivates you to start your own business?


What impact will it have on your lives, and the lives of those that you care about, if you were to make it happen?
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PERSONALITY TYPES


If you’ve read any self-development books before, you’ll know that there are a number of ways to classify different personality types. In his book The E-Myth Revisited, Michael E. Gerber identifies the following three types of personality:


•  Technician. These are the people who enjoy doing the work. If they have a task to complete, they will do it well, and take pride in their work. They enjoy details, and getting to the bottom of difficult tasks. They are the ones who drive the trains.


•  Manager. These are the people who thrive on order and systemization. They make sure that everything is in place for others to work as efficiently as possible. They can understand how different tasks and people can interact with each other. They are the ones who make sure that the trains arrive on time.


•  Entrepreneur. These are the people who thrive on chaos! Unlike the other two personality types, they actively avoid details, and instead focus on idea creation and brainstorming. They challenge the status quo, and always look to find better ways of doing things. They are the ones who end up owning the train company.


When running a business, you need to know what kind of support you need in the early days. For example, if you are starting a lawn-care business, and you thoroughly enjoy lawn mowing, it would seem that your personality leans heavily towards that of a technician. A range of ideas and creative vision for the company might indicate an entrepreneurial slant. However, if you have had no managerial experience, and would rather not deal with staff and administration, then the managerial trait might be minimal. Therefore, a profile for such an individual could be 35 per cent entrepreneur, 10 per cent manager, 55 per cent technician.
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COACHING SESSION 4








What’s your personality type?


How do you score? Allocate a percentage against each personality trait:


Technician __________%


Manager __________%


Entrepreneur __________%


There are no right or wrong answers for this, as everybody is different.
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It is also important to have a grasp of this concept when you build your business. As you might have seen, the three personality types are very different. The technician could easily become upset with the manager’s interference. The manager could become confused by the new ideas from the entrepreneur, which disrupt the system that has been developed. The entrepreneur could become frustrated with the overwhelming volume of details coming from the team. There are various permutations of this that can affect staff morale, and also help shape your future structure.


This is only one of a number of ways of profiling personalities. In Chapter 8 we will look at DISC profiling, which is another method of identifying how team members, including you, will get on with each other, and how they will approach situations.


WHAT IS THE DIFFERENCE BETWEEN EMPLOYMENT AND SELF-EMPLOYMENT?


Many prospective business owners are understandably cautious about starting their own enterprise, as it is a leap into the unknown. Traditionally, most children were brought up with the mindset of getting good grades, studying hard, and then finding a ‘safe and secure’ job. This upbringing naturally promotes being cautious of change and risk, and in turn may prevent you from starting your own business.


In his personal finance book Rich Dad Poor Dad (Warner Books, 2002), Robert Kiyosaki developed a model which he labelled the ‘cashflow quadrant’. In this model he considers those income streams with one sole stream of income (employment and self-employment) to be on the left-hand side of the quadrant, whilst those with many streams of income (owning a business and becoming an investor) on the right-hand side of the quadrant. Kiyosaki’s thinking is that whilst the traditional mindset is that a job or a self-employed professional role is ‘safer’, in fact it is the other side of the quadrant that is safer, as there is no chance of redundancy or other unforeseen circumstances which can cut off your sole source of income.


A question that might arise from the differentiation of self-employment versus owning a business is whether they are actually the same thing? Kiyosaki asserts that his definition of a self-employed individual is an individual who charges their time and efforts to a client, whereas a business owner has employees to perform the work required. This obviously conflicts with the common perception (and indeed sometimes the legal definition) of somebody being self-employed when they own a business, however for the sake of the cashflow quadrant model this differentiation is essential.


WHICH SHOULD I CHOOSE – OWNING A BUSINESS OR SELF-EMPLOYMENT?


You may already have an idea of what your aim is – whether it is to ‘own a business’ or to ‘own a job’. There is no right or wrong answer in general, and some professions (such as the legal, medical or accounting professions) are usually a hybrid of self-employment and owning a business, due to the common requirement of the partners in the business to provide their own technical expertise.


An indication of what may be most suitable for you can be found from the results of Coaching Session 4. Some people believe that all self-employed people are entrepreneurs, however this couldn’t be further from the truth! Michael Gerber, in The E-Myth Revisited, states that the E-Myth is actually the myth that all business owners are entrepreneurs. What you do need to consider though is that your personality type will indicate where your skill-set lies – if you are naturally inclined to enjoy technical work and detest managing people, it may be that becoming a self-employed professional is more suitable for you than employing a large team.


One of the best attributes of successful entrepreneurs is the ability to honestly appraise their own skills, and to be able to recruit others to perform roles that are outside of their talents or capabilities. Running a business requires far more skills than simply being proficient in the services provided by the business, or being knowledgeable about the product.
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COACHING SESSION 5








What skills can I bring to the table?


Below is a list of some of the skills that I see as useful for entrepreneurs, in no particular order. Think carefully about the list below, and enter notes for those that you feel that you have experience in. Finally, tick the box in the final column for those that you feel need further development. We’ll cover methods of development in more detail in Chapter 11.






	Skill

	Notes of experience

	Development required?






	Marketing and creativity

	 

	 






	Networking and relationship building

	 

	 






	Sales skills

	 

	 






	Office administration

	 

	 






	Staff management

	 

	 






	Change management

	 

	 






	Delegation

	 

	 






	Financial management

	 

	 






	Customer service

	 

	 






	Leadership
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OVERALL GOAL-SETTING


Regardless of the specific details of your business idea, it is important that you have an understanding of your own personal goals so that you know whether you are on track to achieve them. This process of goal-setting also allows you to understand whether or not your business goals are in alignment with your personal goals. Often, the cause of discontent in most entrepreneurs is due to a misalignment between their personal goals (which might be focused towards lifestyle objectives) and their business goals.


Therefore, I tend to look to explore personal goals and beliefs before discussing any details of the business – much to the surprise of most business owners, who want to shout from the rooftops about their business idea! By exploring these goals, and understanding more about somebody’s personal motivations, it allows the business to be constructed in a way that will be in alignment with what they truly want as an individual.


There are many books available on goal-setting, and an author that specializes in this subject is Brian Tracy (see Further Reading at the end of this chapter). Space doesn’t permit me to go into full detail about an effective goal-setting process here, however there are some key elements that deserve highlighting below:


SMART goals


For a goal to be effective, it needs to be focused, rather than just a general aim. The acronym SMART defines the attributes of goals that are ideally set:


S – Specific   A specific goal has a far greater chance of being achieved than a general target. Specific goals are usually more detailed than loose general goals, and will focus on the ‘who, what, where, why and when’ of a goal.


M – Measurable   A measurable goal allows you to know when you have achieved it, and perhaps more importantly allows you to determine whether you are on track with the achievement of the goal. For example, it is impossible to gauge whether you are on track to be ‘financially independent’ without a finite definition of the goal, or how much weight you must lose to be ‘slim’.


A – Attainable   An attainable goal is a goal which will stretch you and challenge you, yet ultimately will be within your capabilities at the point of completion. This doesn’t mean that you have to be limited to goals that you can achieve today, as we tend to grow and develop as humans so that we can achieve our future goals.


R – Relevant   A relevant goal is one that ties into your key objectives and beliefs in life. It must be a goal that you are motivated to achieve, and often this only comes about if it ties into your fundamental paradigms about how you should conduct yourself in day-to-day life.


T – Timely   Finally, any goal should be time bound. Without a limit to the time that a goal can take to acheive, the goal is left ‘hanging’ forever.


What timescales should I set for my goals?


One of the vital elements of setting effective goals is in relation to the timescales which you set for the fulfilment of the goals. I tend to personally focus on goals for one year, three years, five years and ten years; and it is fair to say that one of the downsides of my approach is that the long-term ten-year goals tend to be vaguer than the one-year goals, which are much more specific and adhere to the SMART principle.
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COACH’S TIP








Something that I would stress from my own experiences is that you should always ensure that you don’t run out of goals. I had a notebook of goals that I had set on holiday in my early twenties, and at the time the goals seemed very unrealistic. Having found the notebook aged 30, at the back of an old suitcase, I realized that I had an empty feeling because I’d actually achieved the SMART goals that were set within the notebook, but hadn’t reviewed or replaced these. Therefore it is essential, as with business planning (as you’ll see later in Chapter 5), to continually monitor and adjust your goals to avoid stagnation.
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