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INTRODUCTION


HOW TO SUCCEED IN MICROBUSINESS


In Italy there are more than 4 million Microbusinesses, all together representing 95% of all the enterprises of the country and 93% of the total in Europe.


It is therefore clear that us, the Microentrepreneurs, owners of small businesses with little personnel and an annual turnover sometimes equal to even less than 500,000 euros, are the backbone of the economy.


That’s right: in times of global crisis, it is the small entrepreneurs who drive the economy of entire countries. It is us who create consumption, economic activities, jobs. Simply said, new opportunities for prosperity.


Nevertheless, it is also us who find ourselves struggling more and more, strangled by red tape, overtaxed, threatened by corporate giants or unfair competition. Unfortunately, it is becoming more and more common to see businesses shutting down, professionals out of a job, balance sheets in the red and consumption becoming more and more stale.


What happened?


The world is changing at a very high speed.


Studies show that today’s children, as adults, will change about 25 jobs, as an average, every 2 years. Permanent jobs will become a memory of the past.


Nowadays we read digital books, shop on the Internet, work online with people from other continents. And all of this is bound to change again and again.


In such a scenario, it is paramount to see change as an opportunity, instead of as a cage which makes us prisoners.


We need to re-think and reconsider every aspect of our business in order to keep our hopes up, fight, and be able to meet the new challenges of the market. But where to start?


Many years ago, when my career was just starting off, I was founding Partner of a truly innovative restaurant & club, capable of attracting people from all over the country. It was a very successful club, buzzing with celebrities, and the restaurant was very popular, too.


At the time I was very young and full of enthusiasm, yet, I could see something was wrong. However, I wasn’t strong enough and my lack of self-confidence didn’t allow me to speak out when confronted with my Partners, all of whom boasted much more experience than me.


As time passed, I could see things taking a turn which I did not like.


Yet, how could I give up on something I contributed to create?


How could I take myself out of such a profitable and popular business?


Then, I had an epiphany. The same one you are going to have, if you keep on reading. I understood that not only I could, but that I had to leave that business in order to invest in myself for the very first time in my life. I decided to train with the world’s best coaches and, day by day, I have learnt how to build successful Micro-enterprises, which allows me to look ahead to the future with optimism and confidence everyday.


You can do it, too, if you want. If works starts feeling like a prison, just stop. Start over again to build something of your own which you believe will make you accomplish the professional fullfilments you are seeking. All you have to do is read this book, which goes through the milestones of my path to success: five chapters on how to lead, manage, operate, improve and expand your Microbusiness.


This highly valuable tool I have created over twenty years of professional activity is now yours: it is up to you to make the most of it!


I invite you to take your time and carefully read these pages, underline the passages that you consider might be helpful, write in the margins, think and analyse.


But, above all, I encourage you to use this manual in order to increase your level of performance in every field.


Note: the right attitude to read this book is a mix of curiosity, passion for what you do and swift action. Because what you are about to dive into is not just another reading: it is an action plan to put into practise!


Not tomorrow. Not on Monday. Right now!


Good reading,


-Christian
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CHAPTER 1


LEADERSHIP
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WHAT IS THE PURPOSE OF LEADERSHIP?


Let’s be honest, a Micro-entrepreneur’s life is not an easy one.


You are in charge of personnel, you have to deal with banks, solve issues with providers, Employees, Partners, manage sales, budgets, balancesheets, meetings and handle competition.


In a nutshell, everything big entrepreneurs may delegate to various departments and managers in your case rests on the shoulders of a single person: you.


The daily load may get overwhelming and sometimes you find yourself struggling to avoid drowning while trying to deal with emergencies and fix problems of any kind. And, in the meanwhile, days pass by, one into the next. In this chapter, I will teach you how to always be in control of the situation and get the best results with little effort.


Let me begin by quoting a sentence which has been ascribed to Seneca, the famous Roman philosopher: “If one does not know to which port is sailing, no wind is favorable”.


To make your Micro-business thrive you need active decision-making.


If you do not stop to think about what you really wish to accomplish, where and with whom you want to go, and what you need in order to achieve your goals, you’ll risk to miss great opportunities.


So just stop for a moment and put your work on hold. Is it more important to manage the umpteeth emergency or rather to work on a strategy so to find yourself managing fewer and fewer emergencies? I think you already know the answer.


You have to become your best boss. You have to become a leader.




[image: image]


WHAT YOU ARE GOING TO LEARN


To manage an efficient and productive staff.


To give your Micro-business a unique and recognizable identity.


To manage your activities and achieve better results.


To be recognized and respected as a leader.


To find quick and effective solutions.
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DREAMS AND FIGURES


Why did you decide to start a Micro-business in the first place?


You probably had or still have a Dream to fulfill: starting a business of your own to show everyone what you are made of, creating something nice with the people you love. Whatever it is you are dreaming of, the time comes when you have to deal with Figures.


Successful Micro-businesses often count on a “Dreams Advocate” and a “Figures Advocate”, who respectively strive to fulfill aspirations and to make the figures add up. The Dreams Advocate defines the direction and has his vision set on the future, while the Figures Advocate keeps the company’s feet on the ground and is focused on how to achieve success.
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WHAT TO DO


It is vital to have a Dream to nourish because it gives you a good enough reason to committ yourself and to mak you give your best every day. In order for your Dream to remain manageable, though, you have to keep Figures under close review.


One way to do so could be to get into the habit of working with a budget.


First of all, allocate a specific period of time and resources to your dream. There has to be some limit. Also, set periodical indicators: how much did you spend last month? How long has it been since you started your business? Are results reflecting your initial projections?


You will find useful ideas in this regard in the chapter dedicated to Business Administration.
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VALUES AND PURPOSE


Which are the values underpinning your Micro-business? Honesty? Respect? What are your beliefs? In certain contexts, especially in the military, values such as honour, respect and obedience, among others, are taught and immediately applied. This makes it easier to ensure a standard conduct is followed. It also makes it easier to enforce rules in accordance with such values.


The same approach, when applied to business, makes the standards of work much more straightforward. Instilling values is of key importance for a leadership. But first, you have to identify them.


Many believe that personal values shall prevail. Nevertheless, in Society at large for instance, it is not easy to put together the values each individual believes in. Suppose one of your Partners believes in values such as power and success, while another one attaches more importance to respect for all people and harmony among the group members: it could be difficult to combine those values in a balanced way. The truth is, what really should prevail are the values which will benefit the company, those stemming from the corporate identity, from its mission, as well as those the founder of the company itself believes in.


Simply put, what really defines a company’s guiding values is first and foremost its identity.


[image: image]


WHAT TO DO


Identify and write down the values underpinning your Micro-business.


Keep the list small: you better focus on just a few ones, those you really believe in, and then pass them on among your personnel, rather than exaggerate and risk to see them become dead letter.


Ideally you should highlight between three and five values, so to be able to draw a sort of map.


The set of values identified will constitute your ethics.


Ethics is the study of behaviour, which is in turn always inspired by an idea.




The following key points will teach you how toidentify and outline your business identity:


1. DEFINE THE PURPOSE


The question you should ask yourself in order to identify the purpose of your business is: why are we working together?


And what are we pursuing?


If your answer is “excellence”, it’s fine, but then you will have to explain your team what you mean exactly by excellence. Be specific.


2. SET VALUES AND RULES


You set the values by asking yourself: what is important for me?


As for the rules, the question you should ask yourself is: what do I have to do and what has to occur to stay true to the values?


The answers to your questions (that is the values – i.e. passion, wealth, entertainment, respect, etc.) must be further elaborated.


You must explain what they mean to you.


In fact, one might interpret the word “respect” as “no yelling allowed”, while others might intend it as “no swearing allowed”.


By expanding on the meaning words have for you, you will reduce the chances of running into misunderstandings.


Here is an example.


Value: excellence


What does excellence mean to you (always ask yourself)?


To do one’s best.


Rule to observe in order to stay true to the value: never give up!


3. SET SHORT-TERM GOALS AND PEOPLE’S ROLES.


GOALS


It is key for your Micro-business that everyone knows exactly what the goals to be achieved are.


Write them down on a single sheet of paper and make sure it’s always in sight for everyone to see it. I will return to this in the following pages.


ROLES


Remember: a Partner may participate in the profits and losses while not being actively involved in the management of the business.


This is something which must be clear both to the Partners and the personnel.


It often happens that when an Employee interacts with a silent Partner, or with a Partner who has limited responsibilities in the business - someone who, for example, is only in charge of maintainance but whose role has not been specified - the Employee ends up mistaking him for someone to potentially receive instructions from, just because he is a Partner. Wrong! The company’s hierarchical structure must be clear to everybody.


4. ESTABLISH THE TEAM’S MODUS OPERANDI


COMMUNICATION


How is your team going to communicate internally and externally?


Let’s say you own a restaurant, for instance, and you have a new manager stepping in.


How would you communicate the news? When? Would you tell everybody immediately or just to a few among the staff?


DECISION MAKING PROCESS


How are decisions going to be made?


RESPONSIBILITIES


How are you going to ensure decisions get implemented?


5. ASSETS


What are your team’s assets?


Think about it and about how you could get the most of them.


INTERNAL ASSETS


Characteristics of each single person, or of the team, or both.


EXTERNAL ASSETS


People attending a-one-day training course might be an asset! While training them, you also learn from them.


And what about the people attending a football match, for instance? How could you use them in order to turn them into an asset?
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MISSION, VISION


Identifying the reason of being of a Micro-business is crucial, no matter the kind of business nor its size. Why was it created?


The most straightforward answer would be “to make money”. Nevertheless, this is not what defines and distinguishes your business from the competition. You must identify your company’s MISSION: a slogan to describe the reason it exists and operates, making it different from any other company in the market.


Employees need a proper motivation to work for you, a reason that goes beyond a mere remuneration. It is the only way to make them feel passionate about their job and therefore to make them committ themselves to it.


Here is, for example, the mission of one of the companies I own, the Trilogy Group:


Offering quality services aimed at the entertainment and well-being of people and companies, by promoting an innovative and trendy lifestyle.


= MAKING PEOPLE FEEL GOOD!


The second key point to define is the VISION: what is your long-term goal?


For example, what would you like your Micro-business to have accomplished in ten years from now? This is essential, too, because it refers to something which goes beyond immediate survival, rather pointing to a goal to be achieved in time.


Think of your business as a rowing boat. If each rower on it wants to head to a different direction, everybody will make uncoordinating efforts and the boat will barely stay afloat.


Bottom line: little result with massive effort.


If, on the other hand, you set a clear course, everybody will know exactly what to do and will row to get to the same place, that is to fullfil your goal, by doing less to get more.


If you own a Micro-business, never take for granted the fact that everybody knows “what they are doing there”. Make them aware of both the Mission and the Vision, never mind the position they hold in the company.


Your Micro-business will only benefit in terms of efficiency and results if everybody, from top to bottom, works to achieve the same goal.
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WHAT TO DO


Answer the following questions trying to be as precise as possible.


Why does your Micro-business exist?


What is its purpose? What is your long-term goal? Where do you want to get?
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POSITIONING


Here is another important aspect to consider: POSITIONING. How do you want your Micro-business to be perceived by prospective Customers? As sound and cheap? Specialized and expensive? Flexible, efficient, and excellent value for money?


Properly defining your offer and its cost is crucial in order to build a consistent identity. Think about it: if one day you dressed casually, the next one you wore suit and tie and the following one you decided to go for a Hawaiian shirt, what image would you be projecting? Who would trust you? You have to decide how you want to be perceived and then do everything you can so that your staff, your communication policy, as well as the way you manage relationships with Customers strenghten that perception.
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WHAT TO DO


Write down how you want your Micro-business to be perceived by Customers. Which characteristics should it have? Which qualities? What kind of emotions would you like it to convey? Once you have the list, go through it with your Employees and work so that your Customers perceive your Micro-business that way you want them to! Always ask for feedbacks in order to understand which aspects could be improved. Too often I pop in public premises, such as bars, and notice bartenders dressed how Customers would. Details count, leave nothing to chance.
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ETHICS


The success you’ll get depends on the ideas you have. Look at the results you are getting and, if you realize you are not heading to the right direction, just ask yourself: what should I change?


IDEAS+ACTIONS=RESULTS


Staying true to your ideas and values and being consistent with yourself translates into living better with yourself and the others. Everyone believes in values that, if followed consistently, lead to wellbeing and success. If you uphold your values, your self-esteem will go up.


There are values which will make your Micro-business get better results and gain a foothold on the market. Every team has its explicit or implicit values, but if you do not respect them, you don’t define nor manage them, they (the ones listed below) will decide for you. Moreover, they constitute the foundations for turning your Micro-business into a good workplace which attracts the best employees and makes them stay for a long time.


Do to others as you would have them do to you. In other words, you always collect what you sow. Always treat the others as you would like to be treated yourself, that is as the most important person on earth.


Honor terms. If you commit yourself, be consistent. This is the basis of any Social relationship and is especially crucial in working relationships. If at some point you realize you cannot fullfil your committment, don’t do as if nothing has happened. Put yourself in your Employee’s shoes: if you were in their position, how would you like to be treated? You probably would like to know in advance that a committment is not going to be honoured so to be able to limit damage, and you would also like to get some compensation for that, as well.


Therefore, if you know you will not be able to honor a committment, renegotiate it immediately.


Yes, you can. Whenever you run into a difficulty, you have two choices. You can either choose to think “I can’t make it”, and therefore decide to do nothing about the problem because you consider it to have no solution whatsoever. Or you can rather say to yourself “Yes, I can”, see the problem as fixable and eventually come up with an idea which leads you to the solution. By opting for the second approach your ability to react to critical situations will improve.


Sometimes, though, if we are left to decide by ourselves for too long, it is easy to go for the first option. My suggestion is to always ask yourself: “Who could help me solve this issue I am delaying or that I consider so important, yet on which I am stranded?”. Work with someone to make things smoother.


It could be a Partner, an Employee, your wife or husband, or even a professional coach. It doesn’t matter who that someone is, as long as you ask yourself:


“Who could help me solve this issue?”.


When you act following a solid system of values, you leave all the useless stratagems and expedients behind.


If you do not fulfil a committment you made to a Customer, if you show him or her disrespect. Or you give up on circumstances, you will not get very far. Unfortunately, building a system of values is not something you learn at school, yet, it is crucial for achieving professional and personal success.


Set your values, stay true to them and you will never be miserable.


On the opposite, you will live life at its fullest!
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WHAT TO DO


Here is a very useful exercise I once found in a book called “L’etica dell’eccellenza” –


“The ethics of excellence” -, by Paolo Ruggeri. It will help you identify the areas where your ethics should be improved. Remember: if you don’t feel at ease in a given situation, it means you are not behaving ethically.


This exercise is also suitable for Employees and you can do it with your team.


Suppose your name is Romolo:


1)  What kind of Romolo would your husband/wife expect you to be?


1b)  What’s in you or in your behaviour which contrasts with what you wrote above?


2)  What kind of Romolo would your Customers expect you to be?


2b)  What’s in you or in your behaviour which contrasts with what you wrote above?


3)  What kind of Romolo would your Employees expect you to be?


3b)  What’s in you or in your behaviour which contrasts with what you wrote above?


4)  What kind of Romolo would your boss expect you to be?


4b)  What’s in you or in your behaviour which contrasts with what you wrote above?


5)  What kind of Romolo would your Partners expect you to be?


5b)  What’s in you or in your behaviour which contrasts with what you wrote above?


Think carefully of the answers you gave to the b) questions.


If they conflict the answer to each point’s main question, it is very likely those are the aspects you should improve in order to behave more in line with your values.
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PROFESSIONAL ETHICS


The values you live by have an impact over every aspect of your life, even your job. People tell right from wrong by instinct. Whenever we choose to do the wrong thing, we start looking for justifications and try to change the facts in order to prove that we were right.


I wouldn’t recommend you do that, though: it’s a mechanism which, once set in motion, is not that easy to stop. If you start doing something wrong, you will do it again and things will get even worse.


Here are the consequences of a non ethical behaviour: You stop taking care of yourself and/or of your belongings


The quality of your professional and personal perfomance gets poorer.


You become hypercritical and start looking at people with a negative eye, but the truth is it was you who behaved badly in the first place… How would you react if you got a fine for parking in a no-parking area? Would you be you angry at yourself for what you did or rather at the police officer who only complied with his duty? When you act non-ethically you start lying to yourself and others sistematically.


And lies become bigger lies, with serious implications for your work and life.
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WHAT TO DO


If you see one of your Employees behaving non-ethically, do something about it or they will turn into a negative resource for your Micro-business, someone you will not feel like entrusting any task.


If, on the other hand, you realise you’re behaving non ethically yourself, deal with it immediately. If you decide to do the right thing, not only you’ll keep doing it, but you’ll strive to do it even righter, starting a virtous cycle. You’ll bring your targets up, and, once you achieve them, you’ll find new, even more challenging ones. Moreover, doing the right thing will make you feel good, it will strenghten your self-esteem and improve your ability to address problems with a positive attitude.
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MIVARS


Devil is in the details. Small things, if “put out of place”, may shred your efforts to positively impress Customers.


Let me give you some examples.


Certainly you have been in one of those nice hotels where everything, from the room to the service, is just perfect on first sight. Except for one little detail: the TV is a Mivar. Great brand. Just not on the market anymore.


And what about those offices which appear to be as clean as whistles but have cobwebs on the wall or chairs piled up in a corner waiting to be taken away? Or that broken tile in that given bathroom, that broken light bulb, that billboard advertising an old event or those members of your staff who dress as if they were Customers?


All these kind of details may seriously jeopardise your image.


Maybe you just stopped noticing them, because you’re just used to see them every day by now, but it won’t take too long for your Customers to notice them, even unwittingly. These kind of details will leave them with a negative memory of your business.


[image: image]


WHAT TO DO


Each Monday, make a list of your Micro-business “Mivars”. Then start fixing them, one by one. Equip yourself to get the necessary, relating feedback from Employees and/or Customers.


Do not neglect details!


By doing this weekly, you will always break even on Mivars and you will not be tricked by any invisible flaw.
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RULES AND DISCIPLINE


How would you react if one of your Employees arrived late, if he/she smoked too much in the workplace, if he/she took too much time off work? How would you handle the situation?


Each time someone behaves like that, or in any other equally wrong way, others will have to pay the price. If an Employee does not show up at work or comes in late, someone else will have to do his job neglecting their own.


Like a domino effect, damage will spread, resulting in a negative impact on the company overall.


Everybody must comply with rules and discipline. Even the boss.


You cannot expect your Employees to do what you don’t.


If you did, you would be like those fathers who ask their children not to smoke while they are the ones who do that in the first place! What son would ever take such a father seriously? Systems work and produce results only if everybody abide by them and cooperate.


You should start thinking of Discipline as your biggest ally. Through it, you can establish a successful approach to work. You become more professional and, once you embody the approach, you will be able to apply it anytime you want, without having to waste your time thinking about how to deal with a certain issue. You become efficient.


Discipline works like river banks: it allows to channel work by giving it a direction. If everybody abides by the same rules and approach, you will manage to better assess the quality of everyone’s performance, even yours, and possibly to do something to improve it. Without either rules nor discipline, you will never be able to make projections of future results nor to measure them in a meaningful way.
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WHAT TO DO


Discipline brings results. It penalises those who work badly, while rewarding who performs well. And you are the one who sets the rules, according to the trends of your business.


Rewards don’t have to necessarily be cash bonuses: if you recognize people’s value and merit, a compliment will do, encouraging them to do better.


If, on the other hand, you think someone is not behaving appropriately, just let them know, firmly. No need to get upset.


The worst you could do?


Act as if nothing ever happened.
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SEVEN GUIDELINES


Here are seven guidelines a leader should follow in order to improve the results and performance of his/ her Micro-business.


1. NO MORE BAD NEWS.


Don’t let complaints pour down your Micro-business nor pessimism to spread.


Complaints tire who receive them and it gets to a point when it’s just too much. Encourage everybody to do their best so to turn the inevitable dissatisfaction into constructive proposals.
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WHAT TO DO


“You don’t like this? Tell me how you would do it and we’ll talk about it”. These are the words of a good leader. By deciding to ignore disagreements or treating them with contempt, considering them irrelevant, you will implicitly entitle your Employees to complain and undermine confidence. Which, sooner or later, will end up damaging your Micro-business.


Give the example by choosing not to complain and, above all, not to gossip around in the workplace. Everybody will follow suit and, as a consequence, there will be no conflicts.


2. TELL THEM RIGHT TO THEIR FACE


This guideline is perfect in case you have to discuss something uncomfortable with someone but, for all sorts of reasons, such as fear of offending them, you decide not to do it. Instead, you start talking behind that someone’s back, building walls within the team. Try not to create conflicts which may even begin as something trivial but, if not directly addressed with the people concerned, could inevitably turn into ticking time bombs ready to go off.
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WHAT TO DO


If you notice an Employee is behaving in an undesirable way, just confront him/her. Talk to the person concerned about what bothered you. If it’s someone else who comes to you to report a misconduct, just say “Thank you for letting me know. Have you talked about it with the person concerned?”.


If the answer is “no” (as it’s almost always the case), then say: “Well, then do it. Should you still need me afterwards, we’ll talk. Just in case, though, I am now going to inform the person you had a misunderstanding with and tell him/her you are going to talk to him/her. ”This is a very good approach at the centre of which is the concept of “Internal Coach”.


I will return on such concept in the following pages.


3. THINK IN TERMS OF SOLUTIONS.


If a problem arises, the priority is not finding someone to blame, rather finding the solution! It often happens, in case of conflicts, that people just try to pass the buck and nobody tries to solve them.


The duty of an Employee who notices something wrong, no matter what position he/she holds, is not to run to the boss and make others responsible for a given situation, rather to find a solution, possibly seeking help within the team.


If this is the prevailing attitude, if everybody sees any problem as mutual and therefore considers that everybody must do their share in order to find a solution, it will be easy to successfully overcome difficulties.
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WHAT TO DO


Train the managers within your team to always offer you at least two possible solutions for any problem they report to you.


You will find they won’t feel the urge to come to you as often as they did anymore, for they will come up with solutions on their own.


Here is what you should ask yourself in order to start thinking in terms of solutions: “ What could I do in order to…?”, “How could I do in order to…?”.
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