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A Word About Gender


In an effort to avoid awkward phrasing within sentences, it is our publishing style to alternate the use of generic male and female pronouns according to chapter. When referring to a “third-person” entrepreneur, odd-numbered chapters will use male pronouns, while even-numbered chapters will use female pronouns.


        





Preface


The single most important question to ask any aspiring entrepreneur is: What do you love to do? After all, how can a person commit time, money, and energy to a business endeavor if it is not something he or she loves? Some people may take issue with the word “love,” because it seems inappropriate to apply in a business context. So let’s use the word passion instead. This term is appropriate to use when talking about entrepreneurship, as it comes from the Latin word meaning “to suffer.” And as you may know already, the road to success involves some degree of suffering. Entrepreneurs must endure many trials and tribulations, and it takes passion to overcome them and ultimately triumph. So now I ask you: What is your passion?


           If you cannot answer this question right now, you will after reading this book. Knowing your passion is the first step towards finding a line of work that utilizes your strengths and fulfills you. It was my own passion for people and helping others that led me to work with entrepreneurs. My family background and professional experience instilled in me the absolute belief that all people are truly capable of great things, no matter what their personal circumstances may be. Working around the world, I learned that there is no geography to passion and no geography to intelligence. Talented individuals are everywhere. What moved me to help people, though, was not their potential to succeed, but their struggles to succeed. I witnessed the frustration and the despair of entrepreneurs who were trying to establish viable businesses with long-term profitability and growth. I couldn’t help but feel compelled to assist them in achieving the success they dreamed of.


           I founded the Sirolli Institute, an organization dedicated to helping entrepreneurs and communities establish and expand businesses using a methodology I call Enterprise Facilitation®. Over the last three decades, some 300 communities around the world have used our services. We have worked with countless entrepreneurs to start and retool their companies, create jobs, and stimulate and sustain local economies. We have trained Enterprise Facilitators and Trinity of Management practitioners to carry out this work, and we effectively teach aspiring entrepreneurs how to transform their ideas and passions into successful businesses. We believe our mission is an important one, as entrepreneurship shapes our world and epitomizes the optimism, confidence, and drive needed to surmount the economic challenges that we face. Entrepreneurs are remarkable individuals; they see opportunities where others see only problems, and they should be respected, celebrated, and supported. Where would we be without their passion and vision?


           Entrepreneurs offer a glimmer of hope, and their inspiring work offers the possibility of a brave new world. You need only remember the sincere outpouring of sorrow at the passing of Steve Jobs in 2011 to realize that our society stands in awe of great entrepreneurs. Time and time again, they have demonstrated an ability to reinvent not only the economy, but also our way of life. I believe it is crucial to help entrepreneurs succeed because they are the engine of the economy.


           I once believed that governments, non-governmental organizations (NGOs), universities, churches, and other well-meaning organizations played just as important a role as entrepreneurs in shaping the economy. In fact, I worked for an NGO in Africa from 1971 to 1977, and was convinced that we could motivate people to adopt the technologies that we had developed in our universities. I believed that the problems of the world could be solved with the “enlightened” guidance of experts, and that economies could be stimulated from the top down. How wrong I was. My own experience working in Zambia, Kenya, Somalia, Algeria, and the Ivory Coast was devastating. Every single new business project failed to sustain itself and, very often, we introduced practices and technologies that were inappropriate and damaging. Ultimately, our efforts did not help the local people.


           The same was true for similar volunteer agencies and programs aimed at stimulating local economies and providing aid. Although well-meaning, these ill-conceived programs had the same poor results. Instead of helping people do what they passionately loved to do, we were paying them to do what we wanted them to do. As soon as the program funding ended, the local townspeople would return to doing things exactly as they had been doing them before we arrived. This approach of imposing our ideas on local people hasn’t exactly disappeared since my work during the mid-1970s.


           Profoundly disillusioned by what I had witnessed, I enrolled in a doctoral program in economics. I became inspired by the work of two prominent thinkers, the economist Ernst Schumacher and Carl Rogers, a psychologist. Although they come from two very different disciplines, their philosophical approaches to people overlap and can be summed up with three key principles, all of which apply to business:


        • Help only those who wish to be helped.


        • Shut up and listen—find out why you have been invited.


        • Remove obstacles to success.


           These simple ideas significantly shaped my business philosophy, as well as my approach to helping entrepreneurs, which can be easily summed up as “learning how to shut up.” At that point, I set out to do the complete opposite of my experience in Africa, where we were constantly telling people to do what we wanted them to do—and it never worked!


           After completing my doctoral degree, I received a scholarship to pursue my research in Western Australia, where I set up my first project demonstrating “responsive development” as a case study for my dissertation. Responsive development means addressing the specific needs and goals of the individuals within a community rather than imposing them. My supportive university supervisor, Professor Peter Newman, provided an introduction, and I was invited to apply my responsive approach to local economic development in a small, isolated rural town in Western Australia called Esperance.


            It was a difficult economic time for Esperance. When I arrived, the community was in the midst of an agricultural recession, and unemployment was on the rise. Out of a population of less than 10,000, nearly 500 people—including 34 percent of young people—were unemployed. The fishing industry was also on the decline. A diminishing tuna quota plus diminishing fishing stocks had put the industry in a recession. Most fishermen had gone out of business, and the ones who remained were deeply in debt. This dismal economic climate posed a challenge, but I knew there were people with dreams and ideas, and I was determined to find them. I wanted to help these individuals turn their intelligence and passion into rewarding, successful businesses and reinvent the local economy.


           I found my first client, Mauri, within four days. Mauri had once been the manager of a fish-processing factory—the largest company in Esperance—but had lost his job when the industry crashed. He had attempted to start his own business by processing and selling smoked fish out of his garage, but was ultimately shut down by the local health inspector for failing to meet the minimum requirements. Broke, Mauri had joined the ranks of the unemployed. When I met him, he was a frustrated failed entrepreneur who lacked the resources necessary to transform his vision into an operable business and escape poverty.


           I explained my purpose for being in Esperance, and Mauri’s face lit up instantly. We agreed that I would help him start his business, and he would introduce me as the person who had helped him. Immediately, we went to work to accomplish three things:


        1. Test the product. I wanted to confirm that Mauri did, in fact, know what he was doing when it came to producing smoked fish—and he did. As soon as I tasted his smoked salmon, I knew that there was no problem with his product. It was the best smoked fish I had ever tasted in my life.


        2. Assess the sales potential of the product. Mauri and I met with several chefs from some of the best restaurants in Perth, the capital city of Western Australia. Orders started to fly in for his fish, confirming that there was a strong market demand.


        3. Fund the business start-up. I helped Mauri apply for a $4,000 loan from a microlending organization. With that small amount of money, Mauri was able to rent a commercial property to relocate production of his smoked fish.


           Mauri also employed a couple of people to help him supply smoked fish to some of the trendiest restaurants in the region. The business seemed to be stable, and I thought my job was done. But I soon discovered that Mauri had more trouble coming to him, as angry creditors began calling to complain about unpaid bills. Mauri, meanwhile, had just bought himself a new car. It was then that I realized that the true obstacle to his success was his complete ignorance about financial matters. Fortunately, he did not put up a fight when I suggested asking his accountant to manage the business’s finances and become a co-signatory of the company checkbook. With his passion and keen understanding of financial management, the accountant quickly helped Mauri turn his bleak financial picture into a profitable one. As an additional benefit, Mauri was able to commission a sales and marketing company that specialized in selling high-quality seafood to restaurants and catering businesses. Now he had an excellent product, a means of marketing it, and a competent financial manager to deal with all the monetary aspects of the business. Mauri’s company flourished, and when Queen Elizabeth visited Australia in 1986, it was his Esperance Smoked Tuna that was served at the royal banquet.


           I found my next group of clients at the celebration for the official launch of Mauri’s business. I was approached by Peter, one of the five remaining tuna fishermen in Esperance. Suffering from the drastic cut in the tuna quota imposed by the Australian government, Peter was clinging to a livelihood that he loved but had little chance of keeping for much longer. He watched the decline of his industry in bitter isolation, as the five fishermen had not banded together to work towards a solution. After I met Peter, he spoke to the four other tuna fishermen separately and suggested a joint meeting with me. Unfortunately, they shook their heads at the idea and made it clear that nothing short of a miracle would get them to work together. But after a month of refusing, they finally realized that they stood a greater chance of succeeding if they joined forces. They agreed to a meeting.


           I first recommended that the fishermen hire someone to conduct market research and find additional markets for their tuna, as they had been selling only to one cannery that monopolized the local industry. It was particularly important to find out if there was a Japanese market, since southern bluefin tuna is highly sought after for sushi and sashimi. A friend of a friend, David, agreed to do this task for a small fee. He then agreed to do future marketing work for the company on a commission basis. Next, we found an English-speaking sushi chef who was willing to visit Esperance and give the fishermen a lesson in how to prepare sashimi. Finally, it was imperative that they employ a qualified individual to act as CFO for their business. As it turned out, the wife of one of the fishermen was a certified public accountant who had been working at the local bank for the past seventeen years. She agreed to step into the financial manager role.


           Nine months later, the fishermen were selling their tuna in Tokyo at the famous Tsukiji fish market. A new factory was built in Esperance for processing and packing fresh tuna to meet Japanese sashimi standards. During the following fishing season, 140 tons of tuna was air-freighted to Japan, where it was sold at auction for an average of $7.50 a pound—a world of difference from the 30 cents per pound that the fishermen had been receiving from the Australian cannery. By forming a team and expanding their market, the fishermen were able to remain in the industry that they loved.


           We all had big smiles on our faces that fishing season. Mauri’s Esperance Smoked Tuna company and the fishermen’s Esperance Sashimi Development company became the “good news” items in the West Australian media. The passion of Mauri and the fishermen had paid off, but the lesson to be learned from their stories is not just that there are smart, passionate people in Esperance—that was a given from the start. Rather, the lesson here is twofold. First, my Esperance experience teaches that entrepreneurs can be guided to success if you listen to them carefully, identify the obstacles holding them back, and then work with them to remove these impediments. Second, and perhaps more important, the experience demonstrates that success is possible when entrepreneurs find a team and make sure the three basic areas of business—product, marketing, and financial management—are beautifully looked after.


           I noticed a pattern in how Mauri and the fishermen ultimately got their businesses to succeed. Mauri was a passionate individual with a high-quality and marketable product, but his lack of financial savvy was hurting his business. In other words, he needed a person who was knowledgeable and competent in finances to keep him in check. He also needed a marketing organization that could propel his products to markets beyond his immediate reach. Once there were people to handle the finances and marketing, the company began to thrive. Similarly, the fishermen were passionate about their work, but to achieve success, they had to overcome their reluctance to work together, as well as find other individuals to help market their tuna and control the company’s finances. In other words, it seemed to me that the key to success was passion and teamwork.


        Since my experience in Esperance, I have been doing three things:


        • Teaching entrepreneurs how to start businesses that address the product, marketing, and financial areas of the company equally well.


        • Training Enterprise Facilitators to work in communities and help transform the local economies one passionate person at a time.


        • Teaching the Trinity of Management model to practitioners.


           Every conversation I have with would-be entrepreneurs starts with the question I posed at the beginning of this book: What is your passion? How to Start a Business and Ignite Your Life is inspired by the thousands of answers I have received over the years. It is also based on my research on the most famous and successful entrepreneurs from the past two centuries, which reveals several key features of successful entrepreneurship. One of the most important, though, is this: General Motors, Ford, Carnegie, US Steel, NCR, IBM, Standard Oil, Disney, Yahoo, Kellogg’s, Starbucks, Google, JC Penney, 3M, AT&T, Nike, Intel, Apple, McDonald’s, Sony, Microsoft, Facebook, and Twitter did not succeed because of the efforts of a single individual. The thing all of these companies have in common is that not one of them was started by one person. At their inception, there were always two, three, or four people. Like Mauri and the fishermen, the founders of these corporations formed teams of talented, passionate individuals. The bottom line is that no one—and I mean no one—can do it all. If you remain alone in business, you will not succeed. This basic understanding is what led me to develop a personality-based management model and coaching technique that I call the Trinity of Management®, which is the heart of this book.


           The Trinity of Management, which you will learn about more in Chapter 2 (see page 17), is based on the related concepts of passion and effective teamwork. It recognizes that people have different personalities, abilities, strengths, and talents needed to excel at their respective passions. This model is also based on the principle that one person cannot possibly have all the talent and knowledge required to run a successful business. Finally, it supports my belief that successful entrepreneurs do only what they love to do in their businesses, but surround themselves with capable people who love to do the rest.


           While this may seem like logical advice, the Trinity of Management has been met with resistance by many of my clients over the years. I have been asked questions such as, “How can I form a team if I don’t have enough money to pay even myself?” and have heard excuses like, “I don’t trust anybody with my business;” “I need money, not advice;” and “I can’t find anyone worth employing.” Such resistance is one major reason why I felt compelled to write this book—to help entrepreneurs understand that they cannot achieve success when they try to run their businesses alone. The death of the entrepreneur is solitude.


           I also wrote this book as a counterargument to a common misconception in our culture, namely, that entrepreneurs should be able to “do it all.” You yourself may have been told that you should know everything there is to know about business, and you have probably read about famous entrepreneurs who are portrayed as heroes and geniuses. But the truth is that many of these hugely successful entrepreneurs did not know everything about business; in fact, most of them never even studied business! They brought in others to help them run their companies. I always smile at the story of how Henry Ford got so mad at his accounting department that he threw all their office furniture out of the first-floor window!


           Last but not least, I wrote this book because I have witnessed firsthand the success of the Trinity of Management and its power to transform businesses, as well as people’s lives. For more than three decades, I have been teaching this model, and the businesses that practice these principles have an extraordinary sustainability level—more than 80 percent of them remain open after five years. This statistic alone made me realize that it was time to take the Trinity of Management to a wider audience. You are now holding the result of many years’ worth of hard work, research, and success in your hands. I sincerely hope that you wisely invest the time needed to figure out who you are as an entrepreneur, because only then can you go about finding the right people to help you. Although it takes a team to succeed, you are where your business begins.


        





Introduction


What makes an entrepreneur successful? Some may argue that it takes genius and vision, or a ground-breaking product or service. Others may say education and years of training. And still others may insist that it all comes down to money and publicity. Certainly, all of these things are helpful and can contribute to the success of a business, but not a single one alone determines whether or not an entrepreneur’s risk ultimately pays off. So what does? This is the question that you must ask yourself when starting your own business, and the one that this book both explores and answers.
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