
MICHAEL CHENEY CLIFF NOTES – DO NOT SHARE! 

 

From Hormozi Podcast 

4 ways to make a billion 

Capture and multiply money 

 

Give people their time back 

 

Capture and multiply labour 

 

Capture and multiply attention 

 

 

 

DOTCOM SECRETS Russell Brunson 21.04.22 

The first new offer I created was called DOTCOM secret labs 108 proven split test winners. 

This offer worked great for us because most beginners don't know what split test is. But we 

knew that our dream customers would know what those terms meant and they'd be hungry 

to get their hands on that information. 

 

Business is not about products and services business is about what result you can get for 

clients. Once you and they understand that concept, the price is no longer a barrier. 

 

my highest end coaching clients pay me 100k per year to have access to my private Voxer 

channel. They have the ability to ask me any question at any time I'll review their funnels, 

tweak their copy, make connections and introduction to the people inside my network. They 

just have to message me. 

 

To overcome price resistance, increase the value of your offer so it's worth 10 times more 

than what you're selling it for. 

 

After you figured out how to sell the offer, and you've built up pressure on your customers for 

more than open the back end of your value ladder and start serving your true fans at a 

higher level. This is what to do to add more on the back end.  

 

When your ads stopped working as well for your core offers that's when you start to build out 

new front end offers to get new people into your funnels. 

 

Make sure whenever you do a free opt in that you are making your first premium offer on the 

thank you page  

 



your brand should be like Yoda to Luke Skywalker. When you look at your business through 

that lens you will see that all we're really doing is looking for congregations of people or 

heroes who have challenges, throwing out hooks to grab their attention and then you as the 

attractive character become a guide who will lead them through your value ladder helping 

them through challenges so they can achieve the results they desire.  

 

The more you focus on the fundamentals and ignore the flash, the more money you'll make 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

AUTOMATIC CLIENTS ASCENSION 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Use symbols of credibility in what I do 
House 
Bank account 
Hot tub 
Holidays 
Tv 
 

If you are ever stuck with business, think BTS: 

Belief – is it a belief I have? 

Trait – is it a trait I need to develop? 

Skill – how can I learn this / who can I get to do this? 

 

 

 

 

 

 

25.10.2021 $100M Offers: How To Make Offers So Good People Feel 

Stupid Saying No by Alex Hormozi (2nd read thru) 



 

“In order to sell anything, you need demand. We are not trying to create demand. We are 

trying to CHANNEL it.” 

 

Strong market – 50+ Imers in or approaching retirement 

 

“The pain is the pitch” 

 

“The point of good persuasion is for the prospect to feel UNDERSTOOD.” 

 

INCREASE YOUR PRICES! 

 

“The goal here is to be so much higher that the customer thinks to themselves – ‘This is so much 

more expensive, there must be something entirely different going on here’ 

 

You need to figure out what people value most ($ and traffic), triple down on it, and ruthlessly 

eliminate everything else. 

 

“The Grand Slam offer only becomes valuable once the prospect PERCEIVES the increase in 

likelihood of achievement, PERCEIVES the decrease in time delay, and PERCEIVES the decrease in 

effort and sacrifice.” 

 

What our clients want; 

• To be respected 

• To be perceived as powerful 

• To be loved 

• To increase their status 

• To be free 

• To have freedom 
 

SELL MORE BY APPEALING TO STATUS INCREASES 

It's about the status, the perceived increase or decrease in relative standing when compared 

to others socially or professionally.  

talk in terms of things your prospect believes will increase their status and you will have your 

prospects drooling.  

Frame benefits in terms of status gained from the viewpoint of others.  



When writing copy, you can make it that much more powerful by talking about how other 

people will perceive the prospects achievement.  

Connect the dots for them.  

Example “If you buy this golf club, your drive will increase 40 yards, your golf buddies jaws 

will drop and they see your ball soar 40 yards past theirs, they'll ask you what's changed 

only you will know.” 

 

Pro tip fast wins. celebrate milestones They just need to know they're on the right path and 

that they made the right decision trusting you and your business. 

 

People buy what is easy and fast. That is also the reason the supplement industry is twice 

the size of the health club. Industry.  

 

Copy the following to get testimonials.  

 

if you go out of your way to help somebody you don't even know and you don't even expect 

anything for it. The chances are you will feel more fulfilled and you will make more money in 

the same process 

 

I want to give you the chance to experience this right now for yourself. So I've got a 

question. 

 

Would you like to help a total random stranger totally for free even though you never got 

credit for it? If so, I've got a favour to ask you on behalf of somebody that you've never met 

and likely you never will meet them.  

 

Basically they're just like you but they're not as far ahead. They're still full of fear and doubt 

about internet marketing.  

They're full of desire, but they don't know what to do and they don't know how real it can be.  

This is where you come in.  

The only way that I can achieve my mission of spreading the word about internet marketing 

and helping people finally achieve success is when people spread the word of mouth for me 

and help spread the message far and wide.  

All this takes is 60 seconds of your time.  

You'll be helping somebody else get over their fear and realising there is hope at the end of 

the rainbow  

 

By leaving an honest review or testimonial, you'll be helping one entrepreneur support his or 

her family. You'll help another employee find a vocation that they find valuable and full of 

meaningful them 

 

and you'll change one life for the better.  



To make this happen, all you have to do is leave review takes just 60 seconds here's how to 

do it. Step one. Step two. Step three! 

 

DREAM OUTCOMES 

What do they really want?  

When you were thinking about your dream outcome, it has to be them arriving at their 

destination and what they would like to experience 

 

WHEN CREATING PRODUCT LAUNCHES OR CHALLENGES 

 

I need to repeat the problems and solutions list. Exercise to create challenge offers and new 

launches. So there should be a process that I go through every time I create a new product 

which starts with the problems and solutions list process. Then the naming of the items and 

the naming of the programme 

“If there's one type of delivery vehicle to focus on is creating high value one too many 

solutions” 

 

 

SPEED OF ROLLOUT OF NEW STUFF 

I get them to say yes, once I have people saying Yes - Then and only then will I add friction 

in my marketing or decide to offer less for the same price.  

Do more for every customer and have cash flow coming in.  

Then optimise your business.  

create cash flow by over delivering like crazy and first, then use the cash flow to fix your 

operations and make your business more efficient. 

 

INCREASING PRICES 

 

pro tip - clean your pipeline with every price change.  

Let people know the price is going up so get in now. Never raise your prices without letting 

people know it shows a position of strength and will give you a nice little influx of cash from 

the people in the pipeline. who were on the fence. 

 

Naming implicit egotism effect. We are generally drawn to the things and people that most 

resemble us. 

 

Gym Launch Secrets by Alex Hormozi 

20.10.21 

 

“Entrepreneurship is about shedding old identities and beliefs for new ones.” 



 

 

8 Steps to Setting Up Your Offer So It Converts 

 

1. Pre-Frame 

2. Price Anchor 

3. Splinter Stack 

4. Scarcity 

5. Urgency 

6. Crazy Guarantee 

7. Bribe 

8. Downsell Your Upsell for Continuity 
 

Splinter Stack 

Take all the things you already do and separate them out as special items (name them accordingly) 

or bonuses 

 

“No one wants a membership. They want a result and a deadline” – for challenges, product naming 

etc. 

Ads – there are no secrets and no need for an agency, just run a bunch of stuff, test what works and 

look at data. They test 150 variations before finding 5 winners. 

 

Copywriting Fundamentals (for Ads 

Headline 

Say what only you can say 

Call out who you are looking for 

Reason WHY 

Show don’t tell (be visual with outcomes) 

Tie benefits to status increases 

Use urgency and scarcity 

Implied authority 

PS 

Clear Next Steps 

Third Grade Level 

 



 

 

 

Add to Application Forms 

 

How Long Would It Take You To Accomplish This On Your Own? 

Do You Want To Sustain Your Goal After You Achieve It? 

How Long Have You Wanted To Achieve This Goal? 

Why Do You Want This So Badly? 

Will You Take Our Recommendations And Do What We Ask In Order To Help You Reach Your Goal? 

Why Are You Applying Now? 

Why Do You Think You’ll Succeed This Time? 

Our Average Client Makes Money Within 24 Hours And Continues To Scale Their Monthly Income, 

Month After After, Are You Okay With That? 

Is It More Important That You Make Money Fast Or That It’s Sustainable And Permanent? 

 

 

Set up multiple reminders for people to attend Appointments – automate a personal email from me 

somehow (using Gmail and Zapier) 

 

Sell people the VACATION not the FLIGHT 

 

Explain the reason they failed was due to a lack of combining the right components; 

 

“I  don’t say any more about fitness because they care about their END GOAL, not our 

programming.” 

 

When Clients (TKMAP & NB) Come On Board 

 

1. Personalized video from John welcoming them from Support 

2. Personalized video from Mike A welcoming them from Head Trainer 

3. Personalized video from MC welcoming them to the Program 

4. A T-shirt / hoodie / mug shipped out through the post 
 



 

PROFIT LEVERS 

 

Increase Price 

• More recurring 

• More offers 

• Higher prices 

• No. of members 

• Billing cycle frequency 
 

Increase Capacity 

• Time to deliver 

• WISE outgoings 

• Launch split 

• Telesales 

• Blasting my list 
 

Decrease Overheads 

• Work hours required per client 

• Shorter setup time 

• Traffic cost 

• WISE cost 

• Staff 
 

 

 

How To Increase Prices or Introduce Change 

 

“If you truly want to truly help people, you need to help them make it a priority. And nothing does 

that better than money. So if you actually help people, not just say you are, then charge more.” 

 

Charge more so you can help more. 

 

 

“Grandfather in OGs UNTIL you hit capacity, then raise the prices on them as well.” 

 



A small increase in the weekly fee for NB will make a big difference. Don’t be afraid to do it 

in future once you have stick rate 95%+. 

 

“I believe anything that’s unlimited is perceived as less valuable.” 

 

Do it once, cut once, cut deep and deal with push-back in one fell swoop. 

 

 

Weapons-Grade Compassion and Community (to Reduce to Churn to Zero) 

 

• You are in the accountability business 

• You are in the relationship business 

• You are in the community business 

• You are in the coaching business 
 

THAT is what people STAY and PAY for. That is the value. You just happen to be running an internet 

marketing business. 

 

“People are lonely. They CRAVE attention. They pay therapists hundreds of dollars an hours to 

LISTEN. If you do this, you will member struggle with losing clients again, or with maintaining 

members far above market price.” 

 

Let them feel LISTENED TO. 

 

They come for one reason – to make money. But they STAY because they feel welcomed, 

supported, and part of the community. 

 

 

“They stay because of what they get that they didn’t know they needed.  

 

 

 

• Friendly hello 

• Shout outs 

• Encouragement from other members 



• Invitation to the next event 

• Friendly competition 

• Knowing everyone by name (and vice-versa) 

• Impromptu reach outs 

• Handwritten holiday cards 

• Calls when they miss a Session 

• Pull aside DMs if they need it 

• Flowers when their Mom passes 
 

They STAY for Community, camaraderie, attention, and fixing problems they didn’t know they had. 

 

“When a client truly believes you want them there and want to solve their problems, they stay.” 

 

People STAY for the RELATIONSHIPS. 

 

• How much more can you serve? 

• How many more problems can you solve that you haven’t even asked yourself to 

solve yet? 

• How can you blow people away and demonstrate your personal growth through 

business growth? 
 

 

WHEN PEOPLE JOIN YOU WANT THEM TO: 

 

1. Connect 

2. Refer / Testify 

3. Testify / Refer 

4. Ascend 
 

“A new member’s impression of a business during the first few weeks makes a significant difference 

in how they perceive it going forward.” 

 

 

How To Get Testimonials From ALL Members 

 

Compliment them on their progress and tell them how it would be inspiring for others. 

 



 

 

 

Hey you guys are doing awesome and it’s great to see you so active and driving your 

businesses forward.  

Your progress is inspiring to others so - please can you share your stories of your 

experience inside this program to give other people hope? 

Please help other people feel hope by talking about what things there like before and how 

you feel now. 

Thank you Accelerator Family!  

 

[you can insert the example from $100M book here too] 

 

 

5 Keys to Perfect Retention 
  

1. Reach Outs / Touch Points 
2. Attendance Tracking 
3. Handwritten Cards / Personalized Videos 
4. Member Events 
5. Exit Interviews 

 

 

“Systematize communication but never automate it.” 

 

Personal reach outs at 3, 6 and 12 months. 

 

Send regular personalized videos and ask for something in the “PS” at the end of half of them. 

 

Hold regular social events every 21 days for members. https://teambuilding.com/blog/zoom-

games 

 

Make Exit Interview essential part of contract when joining 

 

“Always hire BEFORE you need the position.” 

https://teambuilding.com/blog/zoom-games
https://teambuilding.com/blog/zoom-games


 

MEETINGS 

• Daily huddles 

• Weekly huddles 

• Weekly one on ones 
 



STAFF ONBOARDING 

 

1. Intro them to team 

2. Intro them to customers 

3. Write out first week’s agenda 

4. Get them to know our core values and mission 

5. Prepare a growth path (including compensation details) 

6. Let them know about your communication cycle 

7. Describe what a perfect day looks like for them 

8. Make sure they know the numbers they need to hit in order to succeed 
 

 

 

PRAISE PEOPLE TO SUCCESS! 

 

Staff Crave 

• Significance and connection 

• Variety and certainty 

• Growth and contribution 
 

Praise in the meetings 

Publicly recognize them 

Make sure they are involved in the events (JW, MA and RN) 

 

Ask them what they think you could do better to serve people. 

 

Motivate them with extra income opportunities 

 

“Treat everyone like royalty and you’ll live like royalty.” 

 

“You change the world by maximizing your reach. You do that by serving people on as many levels 

and as high a level as you can.” 

 



“We sell systems that we already  know work, so you get to plug and play without bearing the cost 

of failure or wasted time and effort. It’s also why so many go up the profit ladder so fast. If you have 

the right information, it doesn’t take long to see massive changes.” 

 

Clear Outcomes = Motivated Employees 

 

 

 

 

 

 

 

Layer 

1 

Icing 

=  

 

 

 

 

 

 

 

 

1. Bribe 



 

Price the Challenge Offer high like $1000 then say you can pay this to get in OR we can give it 

you free if you become a member  

 

2. The Abandon Hope Sale 
 

Provide value, tips, insights and advice 

Give them encouragement, high fives and permissions to celebrate their progress so far 

Make it a big deal 

Once you have them in the right frame of mind – ask them the same sales questions about long-term 

goals, sustainable results, and permanent results – this pre-frames the convo 

 

Now make an irresistible offer again. “I think you would be a good fit for our ongoing income plan. If 

I could save you some money by staying, would you want to hear about it? 

 

Then you get them to buy. 

 

 

1. Set an inflated EFT monthly price ($495) 

2. Take away the Challenge cost from this 

3. The result = the Desired Monthly Fee ($295 per month) 
 

When: Half way thru 6 week challenge 

 

Challenge Cost: $1200 

 

Offer: Remianing 3 weeks at no extra charge if they sign up for a 12-month contract 

 

If you sign up today I'm personally going to credit your $1200 towards a year long 

transformation programme which includes everything you are currently receiving, except you 

pay less. Cool. 

 

 

 

“The sales process always has to match the promotion and the prospect” 



 

 

 

 

 

challenge ideas list getting 1000 Subs traffic 1000 Your first 100 buyers 

 

$1,000 commissions, zero to 60k per year blueprint. 

 

Six weeks works best 

 

price needs to be equivalent of $600 per month for each challenge so you can down sell to 

NetBox tie challenges into seasons, times of the year, or world events,  

 

“you believe hard work and the next thing will give you success. This is wrong because 

you're doing the wrong stuff and nobody is giving you everything, what is right is getting 

everything and doing the right work, this works. I've made millions, everyone does. Here's 

the proof of customers”- use this for NetBox 

 

eventually get John and Mike to sell people into NetBox for a percentage. 

 

 

 

 

CHALLENGE TITLES 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

$100M Offers: How To Make Offers So Good People Feel Stupid Saying No 

by Alex Hormozi 

 

it is far better to have understood why you failed than to be ignorant of why you succeeded. 



 

Those who pay the most, pay the most attention. 

 

I wanted to be the premium price leader. I wanted to be so expensive that it created allure 

around what we were doing. 

 

You need to have a big discrepancy between what something costs you and what you 

charge for it. It is the only way to be unreasonably successful. 

 

(Yay) The Dream Outcome (Goal: Increase) (Yay) Perceived Likelihood of Achievement 

(Goal: Increase) (Boo) 

Perceived Time Delay Between Start and Achievement (Goal: Decrease) (Boo) Perceived 

Effort & Sacrifice 

(Goal: Decrease) 

 

Time Delay and Effort & Sacrifice - The best companies in the world focus all their attention 

on the bottom side of the equation. 

 

if you can reduce your prospects' true time delay to receiving value to zero (aka you realize 

your immediate 

dream outcome), and your effort and sacrifice is zero, you have an infinitely valuable 

product. If you accomplish this, you win the game. 

 

 

The Grand Slam Offer only becomes valuable once the prospect perceives the increase in 

likelihood of achievement, perceives the decrease in time delay, and perceives the decrease 

in effort and sacrifice. 

 

The dotted map, which only cost a few million dollars, decreased the riders’ perception of 

time delay and sacrifice (being bored waiting) more than actually making the trains faster 

(which costs billions of dollars to do). 

 

Talk in terms of things your prospect believes will increase their status, and you will have 

your prospects drooling. 

 



Pro Tip: Frame benefits in terms of status gained from the viewpoint of others When writing 

copy, you can make it that much more powerful by talking about how other people will 

perceive the prospect’s achievement. 

Connect the dots for them. Example: If you buy this golf club, your drive will increase by 40 

yards. Your golf 

buddies' jaws will drop when they see your ball soar 40 yards past theirs . . . they’ll ask you 

what’s changed . . . 

only you will know. 

 

So, once they have purchased, we need to create emotional wins fast. One way we do this 

is to get their ads live and get them to close their first $2,000 sale within their first seven 

days. By doing this, their decision to work with us is reinforced, and they immediately trust us 

more. 

 

 

you can either sit there and make “complain” posts about how people “ought” to be a 

certain way. Or you can take advantage of the way people are and capitalize. 

 

go ahead and list out the problems from a prospect’s perspective as you think about them. 

What points of friction exist for them? I like to think in the sequence that the customer will 

experience each of these obstacles. Again, channel insane detail (the more problems the 

better!). 

 

Remember, it’s important that you solve every problem. I can’t tell you the amount of times 

one single item becomes the reason someone doesn't buy. 

 

I remove the ones that are high cost and low value first. Then I remove low cost, low value 

items. 

 

If you aren’t sure what’s high value, go through the value equation and ask yourself which of 

these things will this person: Financially value, Cause them to believe they will be likely to 

succeed, Make them feel like they can do it with much less effort and sacrifice, Help them 

accomplish their goal and see the result they want with far 

less time investment. 

 

Step #1: We figured out our prospective client's dream outcome.  

Step #2: We listed out all the obstacles they’re 

likely to encounter on their way (our opportunities for value).  



Step #3: We listed all those obstacles as solutions. 

Step #4: We figured out all the different ways we could deliver those solutions.  

Step #5a: We trimmed those 

ways down to only the things that were the highest value and lowest cost to us. All we have 

to do now is...  

Step 

#5b: Put all the bundles together into the ultimate high value deliverable. 

 

The “Never Fall Off” Accountability System . . . the unbeatable system that works without 

your permission (it’s even gotten people who hate coming to the gym to look forward to 

showing up) ($1000 value) 

 

We must endeavor to keep our supply (and satisfaction of desire) under the demand that we 

are able to generate. This maximizes profits and keeps desire ravenous in our customer 

base. This is the real key to never going hungry. 

 

1. Total Business Cap - Only accepting....X Clients. 

 

 

2. Growth Rate Cap - Only accepting X clients per week (on-going) 

 

BONUSES 

Tell them: a) How it relates to their issue b) What it is c) How you discovered it, or what you 

had to do to create 

it 

 

How it will specifically improve their lives or make their experience 

 

Create checklists, tools, swipe files, scripts, templates, and anything else that would take lots 

of time and effort 

to create on one’s own, but is easy to use once created. Anything that you can invest in one 

time that clearly cost 

time or money to create, but can be given away endless time is a perfect fit for a bonus. 

 



Challenge, Blueprint, Bootcamp, Intensive, Incubator, Masterclass, Program, Detox, 

Experience, Summit, 

Accelerator, Fast Track, Shortcut, Sprint, Launch, Slingshot, Catapult, Explosion, System, 

Getaway, Meetup, 

Transformation, Mastermind, Launch, Game Plan, Deep Dive, Workshop, Comeback, 

Rebirth, Attack, Assault, 

Reset, Solution, Hack, Cheatcode, Liftoff, Etc. Pro 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  



  



That Will Never Work: Marc Randolph (Netflix story) 

 

The best ideas rarely come on a mountaintop in a flash of lightning. They don’t even come to you on 

the side of a mountain, when you’re stuck in traffic behind a sand truck. They make themselves 

apparent more slowly, gradually, over weeks and months. And in fact, when you finally have one, 

you might not realize it for a long time. 

 

But you want something that will scale,” he said. “You want to sell something where the effort it 

takes to sell a dozen is identical to the effort it takes to sell just one. And while you’re at it, try and 

find something that’s more than just a onetime sale, so that once you’ve found a customer, you’ll be 

able to sell to them over and over again.” 

 

“We need a product that already exists in the world,” I said. “But that we can help people access 

online. Bezos did it with books. You don’t have to write books to sell them.” 

 

the trick is to take your idea and set it on a collision course with reality as soon as possible. 

 

Entrepreneurship is risky, and you want to ensure that the only skin you have in the game is...well, 

your actual skin. You’ll be dedicating your life to your idea. Let others dedicate the contents of their 

wallets. 

 

Sales is theater: 

 

Our office sent a clear message: this isn’t about us, it’s about the customers. The reasons for working 

there weren’t exotic perks or free food. It was the camaraderie and the challenge, the opportunity 

to spend your time solving hard, interesting problems with smart people. You didn’t work for us 

because you wanted a beautiful office. You worked for us because you wanted the chance to do 

something meaningful. 

 

Culture isn’t what you say. It’s what you do. 

 

Freedom and Responsibility. 

 

As long as you were solving problems and getting things done, I didn’t care where you were, how 

hard you worked, or how long you stayed. 

 



as a leader, the best way to ensure that everyone arrives at the campsite is to tell them where to go, 

not how to get there. Give them clear coordinates and let them figure it out. 

 

Real innovation comes not from top-down pronouncements and narrowly defined tasks. It comes 

from hiring innovators focused on the big picture who can orient themselves within a problem and 

solve it without having their hand held the whole time. We call it being loosely coupled but tightly 

aligned. 

 

People want to be treated like adults. They want to have a mission they believe in, a problem to 

solve, and space to solve it. They want to be surrounded by other adults whose abilities they 

respect. 

 

My thinking was that if we could buy it rather than build it, then we should buy it. Big mistake. 

 

I’d picked Kibble as a working name because I thought it would remind us to focus on the product. 

Ultimately,we had to build something people would love. 

 

when I’m at elevation, I’m always asking myself, “What is going to go wrong?” 

 

Corey had been working overdrive on the message boards, pumping Netflix up to tech nerds and 

cinephiles, 

 

just reinforced for me that we could never compete in the DVD retail sales market. Better to focus 

on what made us different and unique CANADA PRINCIPLE. 

 

When you’re trying to build a product, sometimes it doesn’t matter how many promotions you run 

or how many deals you offer. Sometimes, you just need to get attention. 

 

Most companies end up building a system to protect themselves from people who lack judgment. 

And that only ends up frustrating the people who have 

 

If we were ever going to figure out a way to make Netflix work, we pointed out, the company had to 

focus on one thing. 

 



But if they could keep the disc as long as they wanted? That changed things. Now they could let that 

disc sit on top of the TV as long as needed. And when the mood struck that it was time to watch a 

movie, it would be instantaneous. Even faster than driving to a Blockbuster. 

 

It didn’t matter, in the end, how great a test looked – there could be broken links, missing pictures, 

misspelled words, you name it. What mattered was the idea. If it was a bad idea, even more 

attention to detail in our test wasn’t going to make it a good one. And if it was a good idea, people 

would immediately fight to take advantage of it, 

 

If people want what you have, they will break down your door, leap over broken links, and beg you 

for more. If they don’t want what you’ve got, changing the color palette won’t make a damned bit of 

difference. 

 

When it comes to ideas, it’s more efficient to test ten bad ones than spend days trying to come up 

with something perfect. 

 

It worked. People didn’t just like no late fees, a flat monthly rate, plus serialized delivery with a 

queue. They loved it. 

 

Expanding to Canada would have been a short-term move, with short-term benefits. It would have 

diluted our focus. 

 

Focus. It’s an entrepreneur’s secret weapon. Again and again in the Netflix story – dropping DVD 

sales, dropping à la carte rentals, and eventually dropping many members of the original Netflix 

team – we had to be willing to abandon parts of the past in service of the future. Sometimes, focus 

this intense looks like ruthlessness – and it is, a little bit. But it’s more than that. It’s something akin 

to courage. 

 

trust your gut, but also test it. Before you do anything concrete, the data has to agree. 

 

people love to be asked for their opinion. Everyone’s a critic. 

 

Becoming a “movie portal” was the complete opposite of the Canada Principle. 

It didn’t allow for the rigorous focus that set us apart – and that ultimately provided us with the 

business model to succeed on our own terms. 

 



We called this ruthless streamlining scraping barnacles off the hull. Companies are like boats: 

sometimes you have to put them in dry dock to remove the barnacles that have accreted on the hull, 

slowing down forward progress. 

 

we took time to self-assess, then mercilessly pruned back all programs, tests, additions, and 

enhancements that weren’t contributing anymore. 

 

before we could launch into any discussion of what we planned to do going forward, we had to start 

by looking backward, coming up with a list of what we could decide to stop doing. 

 

when it comes to making your dream a reality, one of the most powerful weapons at your disposal is 

dogged, bullheaded insistence. 

 

 

20.09.21 

 

Amazon Unbound 

by Brad Stone 

 

“Every interesting thing I’ve ever done, every important thing I’ve ever done, every beneficial thing 

I’ve ever done, has been through a cascade of experiments and mistakes and failures,” 

 

The first company-wide motto was “Get Big Fast.” 

 

“PR FAQ”—the six-page narrative Amazonians craft in the form of a press release at the start of a 

new initiative to envision the product’s market impact. The paper, a hallowed part of Amazon’s 

rituals around innovation, forces them to begin any conversation about a new product in terms of 

the benefit it creates for customers. 

 

“The biggest needle movers will be things that customers don’t know to ask for,” he would write 

years later in a letter to shareholders. “We must invent on their behalf. We have to tap into our own 

inner imagination about what’s possible.” 

 

Silicon Valley startups call this style of product development “minimum viable product,” or MVP. At 

Amazon, Jeff Wilke had popularized the idea of calling it “minimum lovable product,” or MLP, asking, 

“What would we be proud to take to the market?” 



 

“If I have to choose between agreement and conflict, I’ll take conflict every time,” Bezos often said. 

“It always yields a better result.” 

 

Bezos liked to say Amazon was “stubborn on vision, flexible on details,” 

 

Amazon spent $22.6 billion on R&D, compared to Alphabet ($16.6 billion), Intel ($13.1 billion), and 

Microsoft ($12.3 billion). The tax-savvy CEO likely understood that these significant R&D expenses 

for projects like the Go store and Alexa were not only helping to secure Amazon’s future but could 

generate tax credits or be written off, lowering Amazon’s overall tax bill. 

 

We all know that if you swing for the fences, you’re going to strike out a lot, but you’re also going to 

hit some home runs. The difference between baseball and business, however, is that baseball has a 

truncated outcome distribution. When you swing, no matter how well you connect with the ball, the 

most runs you can get is four. 

In business, every once in a while, when you step up to the plate, you can score 1,000 runs. This 

long-tailed 

distribution of returns is why it’s important to be bold. 

 

you shoot, shoot, shoot, and then aim a little bit. That is what you want to do here. Don’t spend a lot 

of time on analysis and precision. Keep trying stuff.” 

 

“Don’t make this convoluted. Prime Day needs to mean one thing, and we have to do it really well,” 

 

The death knell for any enterprise is to glorify the past, no matter how good it was—especially 

 

“If this was a club, would you want to join that club?” 

 

“If this was on a T-shirt, would you want to wear it?” 

 

A heroic protagonist who experiences growth and change A compelling antagonist Wish fulfillment 

(e.g., the protagonist has hidden abilities, such as superpowers or magic) Moral choices Diverse 

worldbuilding (different  

geographic landscapes) Urgency to watch next episode (cliffhangers) Civilizational high stakes (a 

global threat 



to humanity like an alien invasion—or a devastating pandemic) Humor Betrayal Positive emotions 

(love, joy, 

hope) Negative emotions (loss, sorrow) Violence 

 

“Like a lot of things at Amazon, it was ready, fire, aim,” 

 

By 2017, revenues from sponsored products had eclipsed those from display advertising like banner 

ads and would soon after leave them in the dust. 

 

Amazon had discovered a veritable gold mine in its own backyard. 

 

experimenting with factoring the profitability of items into the algorithmic equation that determined 

which products received an “Amazon’s Choice” badge. 

 

 

“What I teach and preach inside Amazon is [that] when you’re criticized, first look in a mirror and 

decide, are your critics right?” he said in an onstage interview in Berlin in 2018. “If they’re right, 

change. Don’t resist.” 

 

Almost every aspect of Amazon is built around subtly increasing its connection to customers. 

 

The power of the business model is the combination of the sum of its self-reinforcing businesses and 

services, enabled by world-class technology, operational excellence, and a rigorous review and 

measurement process.” 
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The Road Less Stupid: Advice from the Chairman of the 

Board by Keith J. Cunningham 

 



business is an intellectual sport. The bulk of my problems are a result of indigestion and greed, not 

starvation. 

 

 

what sabotages our dreams and causes most of our problems (and ensuing dumb tax) is our 

excessive optimism 

and emotional belief in magic pills, secret formulas, and financial tooth fairies. (All balloons look 

good when 

they are filled with hot air.) Dumb! 

 

“I insist on a lot of time being spent thinking, almost every day, to just sit and think. That is very 

uncommon in 

American business. I read and think. So I do more reading and thinking, and make less impulse 

decisions than 

most people in business. I do it because I like this kind of life.” —Warren Buffett 

 

A commitment to mastery (improving) is essential for excellence. 

 

The people with the best life have the best choices. 

 

Over the last twenty-five years or so, I have practiced “Thinking Time,” which is a thirty- to forty-five-

minute session of uninterrupted concentration. 

 

I start by preparing a high-value question before the actual session begins. The better the question, 

the more insightful and robust the answers and possibilities created. 

 

Find the Unasked Question—Create a question that will result in clarity and generate better choices. 

Separate the 

Problem from the Symptom—Identify the real obstacle that is blocking my progress. Check 

Assumptions— 

Differentiate the facts from the story I am spinning. Consider 2nd-Order Consequences—Clarify the 

risks and 

the possibility/cost of being wrong. Create the Machine—Create the executable plan and identify 

the resources 

(people and money) required to solve the real (core) problem and make forward progress. 



 

“How might I . . . so that I can . . .” question. “How might I generate an additional $20,000/month in 

profits so 

that we can afford to invest in a new building and double our capacity?” is a lot better than “Our 

profits suck” or 

“Why do our profits suck?” I also think about “How did it get this way? Why does it stay this way? 

How can I 

improve the way it looks?” 

 

One added benefit of the “How might I . . . so that I can . . .” question is that it helps me think about 

what needs 

to be broken vs. what needs to be fixed. 

 

A common mistake we make as business owners is to assume that the problem identified is a 

situation that needs 

to be repaired, duct-taped, or mended. My experience is that often the machine I currently have is 

not the 

machine I need. 

 

characteristics: It provides insight on what the actual problem is that needs to be addressed. It 

simplifies the 

problem and makes it solvable. It expands the number of possibilities available to solve the problem 

or improve 

the situation. Here it is on a bumper sticker: Having the right answer is smart. Having the right 

question is 

genius. 

 

The key to defining the root problem is discovering the obstacle (it resides in the gap) that is 

impeding your 

progress from here to there. It is the obstacle that is the problem, not the dissatisfaction with your 

current 

circumstances! 

 

Confusing activity with productivity is a major saboteur of business success. Just because you’re 

sweating doesn’t mean it’s working. 



 

What are the possible reasons I am noticing this symptom? What isn’t happening that, if it did 

happen, would 

cause the perceived gap (symptoms) to either narrow or disappear? What is happening that, if it 

stopped 

happening, would cause the perceived gap (symptoms) to narrow or disappear? 

 

One of my most frequent Thinking Time questions is: “What Don’t I See?” I like it so much that it is 

on 

prominent display in my office, including as a screen saver on my computer. This question is 

powerful because 

what I don’t see is what costs me money. 

 

What none of us see are the assumptions we make about the problem we have, the solution we 

create, or the 

opportunity in front of us. The reality is that virtually all my dumb tax could have been avoided if I 

had just 

questioned a couple of obvious assumptions prior to pulling the trigger. 

 

Stupid in small things, stupid in big things.” I am confident that your experience mirrors mine. We 

would both 

be better off if we spent some quality Thinking Time differentiating the facts from our emotions and 

fantasies. 
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What is the upside? We are usually experts at this one. What is the downside? What could go 

wrong? We rarely 

can do this one by ourselves because we are irrationally emotional and optimistic about the thing we 

are 

deciding about. Can I live with the downside? Only the pros bother to think about this one, which is 

why their 

track record of dumb tax is so much smaller than the track record of the rest of us mortals. 

 

We only have a choice about the decision we are about to make, not the consequences. 

 



Tom’s answer has stuck with me for over twenty-five years now. “No, a double bogey is a bad shot 

followed by a stupid shot.” 

 

Thinking about 2nd-order consequences minimizes the probability of a double bogey. Mistakes are 

inevitable, but double bogeys are usually avoidable. 

 

I clear my calendar for sixty minutes, which will enable me to think for about three-quarters of an 

hour and then evaluate/sort the solutions and ideas I identified in the last fifteen minutes or so. 

 

The instant I write down an answer, I always create a new dot. My mind sees an empty “.” and 

assumes there must be at least one more idea. 

 

Capturing my Thinking Time ideas while they are fresh is critical to this process. 

 

The key is to connect the dots, not just collect more dots. 

What skills do I need to master to attain the success I want? 

 

Where do we need to pick up the level of intensity in how we are playing this game? 

 

The more growth you desire, the less control you can have (and vice versa). 

 

The single best business decision you will ever make is to intentionally work with a peer group on a 

regular basis to question assumptions, ask hard questions (the kind you hope nobody will ask), alert 

you to icebergs, raise the bar, and push and hold you accountable. 

 

If my business could talk, what would it say?  

 

Which hat has been my comfort zone and which hats are not getting worn often enough? For that 

matter, which hats do I not even own, and how can I acquire them?  

 

What, specifically, have I been ignoring about my business, and what specifically needs to be 

corrected? 

 



What skills or tools do I need to learn (or who do I need to hire) to help me overcome the obvious 

obstacles that are restricting my growth, sales, and profitability? What areas of my business could be 

delegated (or outsourced) 

to someone else (who is competent and has execution intelligence) to free me up to do the things 

that would add 

 

the most value? Artist Hat: What needs to be created? Operator Hat: What needs to be done . . . 

today? Owner 

Hat: What needs to be structured? Measured? Planned? Delegated? Board Hat: What could go 

wrong? How can 

I mitigate the probability of that risk occurring and, if it does occur, reduce the cost? 
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The culture of the company gradually taught her what was acceptable and normal. She learned the 

rules of the 

game and the minimum level of effort required to get by. 
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Culture is about accountability, measuring, a bias for urgency, a focus on solutions, calling it tight—

saying what 

needs to be said—being kind and generous, acknowledging one another, and expressing 

appreciation. 
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The key to a great culture is creating and fostering a never-ending conversation about the “rules of 

the game.” 
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I always tell prospective employees that their talents and willingness to hit my outcomes is what will 

get them 

this job, but their ability to perform inside our culture is what will allow them to keep their job. 

Highlight (Yellow) | Location 683 

Employees are #1. Employees are the source of all value creation. 
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Peter Drucker said it best: “Culture eats strategy for breakfast.” 
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Thinking Time What is the culture we have now? (Make a list of how people act and treat each other 

. . . both 

good and bad.) What is the culture we want to create? (Make a list.) If this were the worst, most 

toxic place on 

the planet to work, what would the culture look like? (Make a list so you can start thinking about the 

opposites.) 

What would the culture look like if we were to become the “employer of choice”? What are the 

culture 

deficiencies in our business that are preventing us from being high-performance vs. high-

maintenance? What are 

the beliefs employees must have that have led to the culture we now have? What are the new 

beliefs employees 

must have to construct our new vision of how we treat each other and work together? What are the 

specific 

rituals we can create which will help reinforce and memorialize our new culture? What are the 

difficult 

conversations I need to have to reset our culture and create a high-performance team? What are the 

simple rules 

of the game we must adopt to create a culture in which our people are truly engaged, committed to 

excellence, 

and do their best work? 
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Here are the specific, measurable steps I’m taking (broken down by week) and the milestones, 

timelines, 

resources, and personal calendar time I am committing to reach $2,000,000 in revenue this next 

quarter. These 

are the names of each lead in our funnel. This is who and how many I will call on this quarter. Here is 

the 

conversion percentage I will achieve. This is the monetary value of each transaction. Here are the 

exact things I 

will do and the specific results I will generate to make certain we achieve our $2,000,000 target. I’ll 

be reporting 



on these three specific measurable things (A, B, C) next week, and you should hold me accountable 

for 

achieving all three. 
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Thinking Time How do I need to rework our plans and budgets to make them granular and 

measurable? What is 

the specific recipe I need to create to make certain the outcome we have stated is achieved? What 

are the 

specific activities and milestones we must hit in order to stay on track with our stated deliverables? 

Who, 

specifically, is accountable and responsible for achieving each outcome? What are the dashboards I 

need to 

create to make sure we are measuring the critical drivers and making corrections based on our 

performance? 
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The caliber of your team is the single most important component of successfully and efficiently 

operating the 

machine, 
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As I am thinking about the next 100 days and what I will do differently, what are the things I must do 

less of to 

make room for the things I need to do more of? If my team represents my leverage, what do I need 

to do or say 

to ensure their success? Starting and perfection are rarely simultaneous. What are the three things I 

could begin 

doing that would get me 80% of the way there? What is the discipline I need to adopt to create the 

outcomes I 

want? 
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What is my specific measurable plan to improve our results? 
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Making mistakes is inevitable; admitting them and learning the lesson is optional. I love what Dr. 

Buckminster 

Fuller said about this: “A mistake is not a sin unless it is not admitted.” 
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A lack of rules, skepticism, and discipline caused every mistake we made. Emotions, when mixed 

with 

unbridled greed and easy access to capital, produce economic disasters. 
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Catching a big wave is not the same as being a good swimmer. 
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There is no way to correct without divorcing the story and marrying the truth. Facts do not cease to 

exist just 

because you ignore them. 
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No team has ever won the game with an “offense only” strategy. Great teams, the ones who win 

championship 

rings, all have fantastic defenses. They think about prevention, protection, and risks. 
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Never buy something because you think you might need it someday. 
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Success does not make you invincible or bulletproof. What success does best is make you 

complacent and 

egotistical, which by themselves are sufficient to create disaster. 
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Never delay taking corrective action once the problem has been recognized. Hoping for better 

conditions in the 



future so the problem will solve itself is a fool’s game. Procrastination magnifies problems. 
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If you don’t understand it, don’t do it. 
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Too much money makes you stupid. Just because you can doesn’t mean you should. 
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Stretching to do a deal by horsing the numbers in a spreadsheet is usually a sign of ego and rarely a 

good idea. 
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Adding/keeping mediocre people weakens the organization, which dilutes your results. 
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Always be upgrading your talent and never be afraid to pay them what they need to make. Every 

hire we make 

should raise the average. One superstar 7-footer is far more valuable than ten 5-footers. 
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Never wait to address personnel issues or substandard performance. Employees are either doing a 

great job or 

they aren’t. 
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As I look back at my most significant losses, stupidest decisions, and biggest mistakes, what are the 

fifty most 

important lessons I have learned? Where am I making some of these same mistakes again? Based on 

prior 

lessons learned, what do I need to change (immediately) to avoid the dreaded dumb tax? What are 

the rules and 

disciplines I will put in place to minimize the likelihood of repeating my mistakes? 
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Trying to figure out how to immediately solve a problem in one fell swoop is stupid. I might not have 

the final 

“Holy Grail” solution to all my problems, but what are five things I can do immediately to improve 

my 

situation? Where am I inconsistently executing the right thing? Where am I not practicing with the 

level of 

intensity I know I am capable of? Where are we practicing but not correcting or getting the coaching 

that would 

give us insights about what we can do better? Where am I consistently executing the wrong thing? 

Where have I 

allowed the need for instant gratification to become a substitute for picking up the business end of a 

shovel and 

consistently breaking a sweat? What are three outcomes we previously set but have abandoned 

because of 

unrealistic expectations or inconsistent execution? Should any of these outcomes be resuscitated 

and 

reprioritized with the accompanying realistic plans, resources, and time frames? What are three bad 

habits/ 

business practices we have tolerated that are undermining our results? What are the decisions I 

must make and 

the hard conversations I must have to break these bad habits once and for all? How will I adjust my 

behavior to 

create the success/outcomes I envision? 
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As Peter Drucker commented, “When marketing is done right, selling becomes unnecessary.” And 

his definition 

of marketing? Finding out what customers want. (I miss Peter Drucker’s wisdom.) 
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What exactly is the gap between where customers are frustrated and what the competition is doing? 
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Where can we find pockets of target customers who are frustrated with our competition? Where is 

the 



competition weak or deficient in delivering the outcomes, solutions, and value the market demands? 

What 

should we be doing to communicate to potential customers that we are the aspirin for their pain? 
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What are the three primary problems (pains) my target market has? 
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Great businesses have consistently high performance from their team. That’s not an accident. These 

businesses 

have baked into their culture the rules of the game and expectations for what needs to happen to be 

successful at 

each job. 
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In dealing with employees, I have found one universal truth: They all want to be successful. The key 

is 

alignment on definitions of success. 
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The only difference between a high-maintenance and a high-performance team is a culture of 

accountability, 

measuring, and ownership. 
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the two most powerful phrases in a leader’s vocabulary are: Help me understand . . . What do you 

recommend? 
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Opportunity without structure is chaos. 
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The price of entrepreneurial success is discipline and structure. 

 



Highlight (Yellow) | Location 1217 

When I look at my business, where are the opportunities for me to tighten up the structure, 

processes, and 

efficiency of what gets done? Where do we have disorganization, inconsistent execution, slippage, 

and chaos? 
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Is there an opportunity to hire someone (even part-time) to help fill some of our gaps or to support 

us in getting a 

process in place? 
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When the environment radically changes and you are confronted with moments of uncertainty and 

danger, 

clinging to the old “right” way might seem like a good idea, but it can frequently be deadly. 
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What is the real problem I am facing and exactly how is this problem different from the one I 

thought I had? Or 

used to have? What are the poleaxes, shovels, and backpacks I’ve been lugging around that are no 

longer useful 

in helping me solve my immediate problem? What are the tired, worn-out strategies and plans that 

are no longer 

supporting us to solve the problem we face? What are the existing models of behavior we need to 

drop because 

they no longer work? What existing knowledge, training, or experience needs to be abandoned? 

What are the 

new, fresh ideas and solutions we need to create to get us past this problem and back on track to 

our desired 

outcomes? Survivors and successful people are always learning, innovating, and adjusting. If this 

statement is 

true, what do we need to learn and where do we need to adjust our performance to succeed? Who 

around me is 

screaming an alternative solution, but I am ignoring them because I don’t see the problem or the 

need to shift 

strategies? Under the broad heading “What got me here won’t get me there,” who do I need on my 

team, who is 



excess baggage slowing me down, and what do we need to start doing differently? 
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Or as my friends on Wall Street say, “When the duck quacks, feed it.” 
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They achieved their success by remaining nimble, inquisitive, and responsive to the opportunities 

that came their 

way even when those opportunities were not what they expected (or originally planned). 
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If they create it, they own it. 
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Since the team I have represents the vast majority of the leverage I enjoy, what needs to be done to 

guarantee 

their success? 

 

Highlight (Yellow) | Location 1542 

When I look at my competitors who are bigger and better than I am, what leverage did they create 

or what 

resources were acquired to attain that level of success? What have we done in the past that 

worked? 
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What leverage do I need to enable me to create better results by utilizing someone else’s time, 

money, brains, 

network, or skills? 
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Great questions, an open mind, flexibility, and a healthy dose of paranoia are your best friends in 

business. 
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What are our “cold eggs and untoasted English muffin” that are sabotaging our customers’ 

experience? 
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What are the most frequent reasons my calendar gets hijacked, and what guardrails do I need to 

build to keep 

these intruders from sabotaging my day? 
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Charles Darwin is famous for his theory of “survival of the fittest.” What is particularly interesting is 

his 

definition of the word “fittest.” He did not conclude that it was the biggest, fastest, strongest, 

richest, oldest, or 

smartest. He hypothesized that it is the most adaptable. 
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Survival requires more curiosity and less arrogance; more humility and less need to be right; better 

questions and 

fewer answers. 
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The reason we gravitate to a tactical answer is because we are hardwired to get busy . . . to do 

something . . . to 

take action. The illusion we live with is that being active is synonymous with being productive. 

Dumb! 
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Who do I want to buy from me? What must happen to cause them to buy? What must happen to 

keep them 

coming back? What could happen to cause them not to buy? NOW . . . Go Think! You will thank me 

later. KJC 

P.S. If you spend less than ten hours on these four questions, you have missed the point! 
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“Does the solution I have solve the problem I’ve got?” 
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What solutions are we currently executing that are no longer relevant, given the shift in the 

environment over the 

last three to five years? (For a tragic real-world illustration of this mistake, read the chapter “Mann 

Gulch.”) 

Where have we made the fatal mistake of attempting to move away from our problems instead of 

fixing them? 
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What have we been doing or thinking that we need to stop or change in order to accelerate our 

growth and 

profits? 
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The most expensive part of change, whether externally or internally driven, is the inevitable loss of 

momentum. 

As one of my mentors told me years ago, “Keith, the problem with always starting over is you are 

always 

starting over.” The sheer amount of brute force required to get the merry-go-round started again is 

monumental 

in comparison to the minimal amount of effort required to keep it greased, maintained, and 

spinning. 
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As Warren Buffett says, “You never know who is swimming naked until the tide goes out.” 
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What needs to happen for me to be one of the top ten experts in my field? Where am I dabbling 

(doing just 

enough to get by) and what needs to be done about it? If my vision of excellence is mastery, what 

needs to 

change and how would I live my life? 
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Is the strategy we currently have not working because it is a strategy we are not consistently 

executing on, or is 



it a bad strategy? 
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What can I do today to improve my situation? 
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How could I solve this problem by suspending some of the “rules” (as I know them) and fighting a 

guerrilla war? 

Highlight (Yellow) | Location 2083 

Strategic growth relies on a simple formula: Internal Strengths + External Needs = Opportunity 

Internal 

strengths require you to think, analyze, and question. External needs force you to ask, probe, and 

listen. 

Opportunity is only available with structure. 
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Customers want someone who will fix their problem and make them feel special. 

 

Highlight (Yellow) | Location 2204 

Where have I allowed “our process” and way of doing things to become more important than the 

customer? 
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Knowing what I now know, if I could start with a blank piece of paper, what machine would I design 

and how 

would I run this business? 
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If my Board of Directors fired me and brought in a new CEO, what changes would she make? 
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Without the maintenance of the old thing, the net incremental growth, profits, or enhanced 

enterprise value from 

adding the new thing rounds to zero. 
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When I look back at the last few years, where have we made the mistake of adding new without 

simultaneously 

protecting the old? What lessons do I need to learn? Where have I mistakenly assumed that our 

existing projects 

are self-sustaining and require little or no ongoing attention? What needs to happen to cause our 

“old” strategies 

to continue to perform at the current pace with less manual hand crank and adult supervision? 
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People say no for a reason. Figuring out that reason is a major key to growing the top line. You and 

your 
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Few growth strategies are more powerful than giving the customer certainty of success. 
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What could happen to cause a potential customer to not buy from me? What can I do to eliminate 

these issues? 
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What is my competition messaging or doing that is causing my ideal target customer to do business 

with them 

and not with me? 
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What are the specific friction points that cause customers to hesitate or decline doing business with 

us? How 

might these friction points be mitigated or addressed? What is the frictionless, compelling promise 

we should 

make? Is this promise clear, unique, and strong enough to cause them to switch to us? 
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If I only had _______, I could spend more time running my business instead of replacing the spark 

plugs and 

pumping the gas. If I only could _______, I would have more time to run the business end of my 

business and 

make more money. Where am I confusing activity and sweat with productivity? What are the biggest 

time sucks 

and choke points that are preventing me from allocating an additional five hours per week to 

running the 

business end of my business? Knowing the choke points and having the funds to do something about 

it are two 

different problems. What are some creative (inexpensive) solutions that would move me in the right 

direction 

and alleviate some of the pain? What am I currently doing that should/could be outsourced or 

leveraged to 

someone else (even part-time) who actually enjoys and is good at the thing that is bogging me down, 

which 

would then free me up to do more of the critical, value-add, business Owner activities? What critical 

projects are 

languishing because I simply don’t have the time to allocate to them and get them off the ground? 

What could I 

do in the next week that would improve this situation? How can I prioritize my calendar to find an 

additional 

thirty minutes per day to chip away on the high-value projects? 
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Not all progress is measured by ground gained. Sometimes progress is measured by losses avoided. 
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How strong is our defense and what can I do to improve our odds? Where have we suspended 

disbelief and 

ignored skepticism by telling ourselves a story that begins with, “We are different and the rules don’t 

apply to us 

because . 

 

Highlight (Yellow) | Location 2490 



Where have I let greed and optimism infect our assumptions about the future to the point that I am 

not 

identifying or minimizing our risks? 

 

Highlight (Yellow) | Location 2514 

“Price is only important when quality is an insufficient substitute.”) 

 

Highlight (Yellow) | Location 2519 

My friends in the software development world have a variation on this theme that I call the Triangle 

of Death. 

For any software development project, there are three moving parts: time, price (cost), and quality. 

Software 

 

engineers will tell you to pick two. For example, a project can optimize for time (speed) and price 

(cost), but it 

will have to sacrifice quality (McDonald’s strategy). 

Highlight (Yellow) | Location 2530 

You can’t be important everywhere, so be important where it counts. 

 

Highlight (Yellow) | Location 2531 

Who is our target market? (This question can never be addressed too frequently.) What is our 

promise to them? 

How is our promise differentiated from our competition? How do I know this promise is being 

successfully 

delivered? Why isn’t this differentiation (strength) sufficient to cause more potential customers to 

stop doing 

business with our competition and to start doing business with us? Where have we let our focus drift 

from the 

core (primary) competitive advantage that we have? Is this core difference between the competition 

and us 

significant enough to cause potential customers to start using us? If not, what is? 

 

Highlight (Yellow) | Location 2539 

How does my target customer define success? 



 

Highlight (Yellow) | Location 2553 

Your customers do not spend money on your product just because it happens to be your life’s 

purpose. 

Customers want to get out of pain, avoid a pain, or create a gain, and either you can do that “better” 

or more 

efficiently than the competition or you can’t. 

Highlight (Yellow) | Location 2556 

Optimizing for passion and product perfection instead of customer needs and demand is a classic 

business 

mistake. 

 

Highlight (Yellow) | Location 2561 

“If my business could talk, what would it say?” 

 

Highlight (Yellow) | Location 2592 

Your success will have very little to do with what you do and everything to do with how you do it. 

Never, ever 

forget that. 

 

Highlight (Yellow) | Location 2600 

He defined marketing as figuring out the red-hot, searing pain and offering a product or service that 

solves that 

problem. 

 

Highlight (Yellow) | Location 2606 

 

Why are customers buying this product or service and what is really most important to them? Where 

is the red- 

hot, searing pain or frustration in the market, and what are we doing to address that problem? 

 

Highlight (Yellow) | Location 2609 



When I really look at how my competition is doing what it is doing to capture market share, what do 

we need to 

change to compete more effectively? 

 

Highlight (Yellow) | Location 2622 

It makes no sense to try to get more when you are not optimizing what you’ve already got. 

 

Highlight (Yellow) | Location 2640 

Steve Jobs said it best: “One of the things I’ve always found is that you’ve got to start with the 

customer 

experience and work backwards to the technology. 

Highlight (Yellow) | Location 2656 

“How would you run your business if 100% of your future growth was by referral and repeat 

business only?” 

 

Highlight (Yellow) | Location 2667 

“What has to happen so the customer will say ‘I’d have to be crazy to do business with someone 

else!’?” 

 

Highlight (Yellow) | Location 2702 

Getting big is the result of success. Success is not the result of getting big. 

 

Highlight (Yellow) | Location 2707 

Why do people buy from me in the first place? What value do they seek? Expect? Hope for? What is 

their TRUE 

pain/problem/frustration? What is the compelling promise of our brand? Is the message (promise) I 

am 

delivering to customers clear on what we can do for them that the competition cannot or does not 

do? 

Highlight (Yellow) | Location 2716 

What could we do (that we are not currently doing) to cause our customers to want a second 

helping of what we 

are serving? 

 



Highlight (Yellow) | Location 2935 

Am I currently executing an idea or a plan? If it is an idea, what does the plan need to look like? 

Where have I 

let my ideas become a substitute for my quarterly and annual plans? 

 

Highlight (Yellow) | Location 2962 

Our biggest problems are a result of a never-ending quest to find the path of least resistance instead 

of a 

commitment to do whatever it takes to achieve the desired outcome. 

 

Highlight (Yellow) | Location 2968 

“What can I do today to improve my situation?” 

 

Highlight (Yellow) | Location 2976 

Being addicted to learning is critical to success . . . but so is being addicted to the business end of a 

shovel. 

Highlight (Yellow) | Location 3044 

Whenever the effect is missing, so is the cause. Execute and manage the cause and the effect will 

take care of 

itself. 

 

Highlight (Yellow) | Location 3098 

Measure and monitor the trends. Are things getting better or worse and do you know why? Measure 

the critical 

drivers, not the trivial many. Measuring more things is not useful. Measuring the right things is. 

 

Highlight (Yellow) | Location 3105 

What gets measured is what gets done. What gets measured is what gets managed. What gets 

measured and 

reported can improve exponentially. 

 

Highlight (Yellow) | Location 3163 

the key to getting rich is to avoid doing stupid things. 



Highlight (Yellow) | Location 3197 

The single most toxic poison in business is excessive emotion. 

 

Highlight (Yellow) | Location 3199 

Every business is just one bad decision away from a financial disaster. 

 

Highlight (Yellow) | Location 3205 

What are the risks we are facing? Really! What is the probability of these risks occurring? How costly 

are these 

risks should they occur? How can we control or mitigate the probability or the cost? 

 

Highlight (Yellow) | Location 3232 

Warren Buffett said it best: “The difference between successful people and very successful people is 

that very 

successful people say no to almost everything.” 

 

 

 

11.09.21 Amazon Leadership Principles 

 

• Customer Obsession 

Leaders start with the customer and work backwards. They work vigorously to 

earn and keep customer trust. Although leaders pay attention to competitors, 

they obsess over customers. 

• Ownership 

Leaders are owners. They think long term and don’t sacrifice long-term value 

for short-term results. They act on behalf of the entire company, beyond just 

their own team. They never say “that’s not my job.” 



• Invent and Simplify 

Leaders expect and require innovation and invention from their teams and 

always find ways to simplify. They are externally aware, look for new ideas 

from everywhere, and are not limited by “not invented here.” As we do new 

things, we accept that we may be misunderstood for long periods of time. 

• Are Right, A Lot 

Leaders are right a lot. They have strong judgment and good instincts. They 

seek diverse perspectives and work to disconfirm their beliefs. 

• Learn and Be Curious 

Leaders are never done learning and always seek to improve themselves. 

They are curious about new possibilities and act to explore them. 

• Hire and Develop the Best 

Leaders raise the performance bar with every hire and promotion. They 

recognize exceptional talent, and willingly move them throughout the 

organization. Leaders develop leaders and take seriously their role in 

coaching others. We work on behalf of our people to invent mechanisms for 

development like Career Choice. 

• Insist on the Highest Standards 

Leaders have relentlessly high standards—many people may think these 

standards are unreasonably high. Leaders are continually raising the bar and 

drive their teams to deliver high-quality products, services, and processes. 

Leaders ensure that defects do not get sent down the line and that problems 

are fixed so they stay fixed. 

• Think Big 



Thinking small is a self-fulfilling prophecy. Leaders create and communicate a 

bold direction that inspires results. They think differently and look around 

corners for ways to serve customers. 

• Bias for Action 

Speed matters in business. Many decisions and actions are reversible and do 

not need extensive study. We value calculated risk taking. 

• Frugality 

Accomplish more with less. Constraints breed resourcefulness, self-

sufficiency and invention. There are no extra points for growing headcount, 

budget size, or fixed expense. 

• Earn Trust 

Leaders listen attentively, speak candidly, and treat others respectfully. They 

are vocally self-critical, even when doing so is awkward or embarrassing. 

Leaders do not believe their or their team’s body odor smells of perfume. 

They benchmark themselves and their teams against the best. 

• Dive Deep 

Leaders operate at all levels, stay connected to the details, audit frequently, 

and are skeptical when metrics and anecdote differ. No task is beneath them. 

• Have Backbone; Disagree and Commit 

Leaders are obligated to respectfully challenge decisions when they disagree, 

even when doing so is uncomfortable or exhausting. Leaders have conviction 

and are tenacious. They do not compromise for the sake of social cohesion. 

Once a decision is determined, they commit wholly. 

• Deliver Results 



Leaders focus on the key inputs for their business and deliver them with the 

right quality and in a timely fashion. Despite setbacks, they rise to the 

occasion and never settle. 

• Strive to be Earth’s Best Employer 

Leaders work every day to create a safer, more productive, higher performing, 

more diverse, and more just work environment. They lead with empathy, have 

fun at work, and make it easy for others to have fun. Leaders ask themselves: 

Are my fellow employees growing? Are they empowered? Are they ready for 

what’s next? Leaders have a vision for and commitment to their employees’ 

personal success, whether that be at Amazon or elsewhere. 

• Success and Scale Bring Broad Responsibility 

We started in a garage, but we’re not there anymore. We are big, we impact 

the world, and we are far from perfect. We must be humble and thoughtful 

about even the secondary effects of our actions. Our local communities, 

planet, and future generations need us to be better every day. We must begin 

each day with a determination to make better, do better, and be better for our 

customers, our employees, our partners, and the world at large. And we must 

end every day knowing we can do even more tomorrow. Leaders create more 

than they consume and always leave things better than how they found them. 

 

 

05.09.21 Product Launch Formula 

by Jeff Walker 

 

Get optin on Mc sites 

3 prelaunch videos 

High end production 

Compelling story from outset (covid, dad dying, depression, their journey) 

Change the industry 



Video must have ability for them to comment underneath (maybe do on M-C with Fb 

comments underneath? That way can link to from Fb and also tease of the upcoming two 

videos) 

 

Build authority in prelaunch 

20 years 

Tv 

Working on my third book 

Countless interviews, newspapers, sold out keynote events 

 

1. Authority 
2. Reciprocity 
3. Trust 
4. Anticipation 
5. Likability 
6. Events and Ritual 
7. Community 
8. Scarcity 
9. Social proof 
10. Reason why 

 

Send pre prelaunch emails to list (survey or just reply to this email) 

 

 

PLF EXTRAS: 

http://thelaunchbook.com/all-

access/?inf_contact_key=35baf88cc6b56929ba031ad313a588432294a318289bad97137125bd69e8

bd38 

 

The evolution of the Internet has basically been one long movement toward increased conversation. 

 

instead of shouting at your prospects, what if you engaged them in a conversation? 

 

Sample pre-prealunch approach; 

 

http://thelaunchbook.com/all-access/?inf_contact_key=35baf88cc6b56929ba031ad313a588432294a318289bad97137125bd69e8bd38
http://thelaunchbook.com/all-access/?inf_contact_key=35baf88cc6b56929ba031ad313a588432294a318289bad97137125bd69e8bd38
http://thelaunchbook.com/all-access/?inf_contact_key=35baf88cc6b56929ba031ad313a588432294a318289bad97137125bd69e8bd38


“Hey, I’ve got this really cool new technique I can use to teach 

anyone to play one new song each week, and I just had this idea to 

put together a course that teaches my “secret” method.  

 

(Actually, I don’t know if it’s a 

secret, but I’ve never seen anyone else use this method.  

I showed it to a few friends, and it works really well— like, I 

can’t believe the results my students are getting.)  

 

In any case, before I create the course, I want to make 

sure I cover everything.  

 

So can you help me out and tell me what your #1 challenge is when 

you’re trying to learn to play an entire song?”  

 

 

It’s so simple, but asking that question starts a conversation. It definitely doesn’t shout out 

“BUY MY STUFF” to your followers. Opening a dialogue with your potential clients is an 

example of what I call “the shot across the bow,” and it’s a great way to start your Prelaunch 

campaign. 

 

Product Launch Formula is made up of sequences, stories, and triggers. 

 

You can’t rely on one single marketing message; instead you need to think in sequences. 

Instead of relying on a single communication to make your point, you use a sequence of 

communications that build on each other. Our product launches use a series of sequences—

the Pre-Prelaunch, the Prelaunch, the Open Cart, and the Post-Launch. 

 

You use your Prelaunch to activate mental triggers such as authority, social proof, 

community, anticipation, and reciprocity, and you do all that while answering the objections 

of your market. Typically, you release your Prelaunch Content over a period of 5 to 12 days. 

The format for that content can vary widely, from videos to podcasts to email to written PDF 

reports to webinars to live broadcasts  

 

If you want to make your business and your marketing memorable, then your marketing 

needs to tell a story. 

 



There is no better way or better place to tell your story than in your launch sequence. This is 

one of the hidden weapons of PLF, because the most powerful way to communicate your 

message is with a story, and the serial nature of your Prelaunch Sequence is a perfect place 

to tell that story. 

 

Those are just three mental triggers: scarcity, authority, and community. 

 

You layer these mental triggers, one on top of another, so you’re not dependent on any one 

trigger but combining them to create a powerfully influential message. You embed those 

mental triggers into a compelling and memorable story that cuts through the marketing 

fog, a story that connects your offer to the hopes, dreams, fears, and aspirations of 

your future customer. And you deliver that story in a tight sequence that turns your 

launch into a big event that captures your prospects’ imaginations and builds 

anticipation toward your launch day. 

 

In the online world, your list is everything. EVERYTHING. 

 

You want to maintain a great relationship with both, but if you’re going to spend extra time 

and effort on your list relationship, then the place to spend it is on your buyer list. 

 

He used his first piece of Prelaunch Content, a video, to quickly build rapport with his 

subscribers and demonstrate that he really understood their pain. In fact, he more than 

understood their pain; he had actually lived it. 

 

So Barry’s first piece of Prelaunch Content showed his prospects that he really understood 

them, because he had the same hopes, dreams, and fears as they did. And then the video 

went on to paint the opportunity for them to build a serious business (and income) with 

their skills. 

 

establishing his credibility, he was creating a connection with his prospects, and he was 

delivering a very inspirational message. He was also delivering real value, because he was 

showing his viewers that it really was possible to get great, high-paying gigs. 

 

second Prelaunch video, he revisited the potential pain of failing at the business, then really 

focused on teaching. 

 

started teaching his audience the fundamental principles and methods of marketing 

themselves as entertainers. 

 



Lots of times people worry about giving away too much of the “good stuff” during their 

Prelaunch. They worry that if they reveal too much, their prospects won’t need to buy their 

products. However, in my experience this is rarely a problem. 

 

No hint of a sale in his second piece of Prelaunch Content. Just solid, great information. 

 

In his third Prelaunch video, Barry reviewed his launch story and stepped up the teaching 

even more. And then Barry started to make a pivot to the sale. He talked about how he was 

going to personally guide 15 people 

 

This was the first mention of an upcoming product, the first hint that there was a sale 

coming. The greater the value of your Prelaunch Content, the greater that imbalance. In the 

end, when you ask for something back, your prospect will have a greater tendency to want to 

reciprocate. 

 

“You want to enter the conversation that’s already taking place in your prospect’s 

mind.” 

 

The framework for the overall story arc is that you start off teaching people about the 

opportunity for change or transformation. You follow that up with some solid teaching, and 

you show that transformation or change. 

Finally, you give the “ownership experience.” This is where you start to pivot to talking about 

your product and the impact it will make on your prospective client. 

 

PLC #1: THE OPPORTUNITY (OR THE JOURNEY) Your first piece of Prelaunch Content 

(PLC #1) is critical. It has to grab your prospects’ attention and draw them in, so it has to be 

compelling. And it must answer 

the all-important question “Why?” Why should your prospect care? Why should they spend 

their precious time paying attention to you? Why should they listen to you? What can you do 

for them? 

 

you’re not really selling drills; you’re selling “holes in wood.” 

 

PRELAUNCH #1 ITEM: 

 

Here’s a general recipe that works well for PLC #1: Show the opportunity. Show/tell your 

prospect how their life is going to change with your product. Position your authority. 

Show/tell why they should listen to you. Teach. It’s important not to just go on and on about 

the opportunity; you have to deliver value. Raise objections and either answer them or 



promise to answer them in upcoming videos. No matter what your offer is, there will be 

objections. You need to face them head on. Foreshadow PLC #2. Let them know there’s 

another video 

coming, and spark their desire by revealing some of the really cool stuff they’re going to 

learn in PLC #2. Call to action. Ask for a comment on your Prelaunch pages or in social 

media. 

 

PRELAUNCH #2 ITEM: 

 

 

PLC #2: THE TRANSFORMATION If PLC #1 is all about the “why,” your second piece of 

Prelaunch Content is all about the “what”—what is this transformation or opportunity and 

how is it going to change or transform your prospects’ lives? PLC #2 is more about teaching; 

you want to impart some type of tip or trick that is truly 

valuable. 

 

If PLC #2 can get your prospects to see themselves having the transformation that you 

promised in PLC #1, then you’ve done your job. Here’s the general recipe for a strong PLC 

#2:  

Express thanks and recap. Thank people 

for their comments and questions from PLC #1, then give a quick restatement of PLC #1. 

Recap the opportunity. You won’t spend as much time as you did in PLC #1, but you need to 

quickly reiterate the opportunity. Don’t ever assume that your prospect has seen or paid 

attention to or remembered PLC #1. They’ve got busy lives, and your launch isn’t nearly as 

important to them as it is to you. Recap your positioning. You need to remind them who you 

are and why they should listen to you. But don’t take too long with this—do it quickly. 

Present a case study or do some real teaching. Deliver some real value for your viewers. 

Teach them one cool thing (or several) that they can put to use quickly. Crush objections. 

Talk about the top two or three objections and answer them. You want to go after your 

prospects’ big objections to the change or transformation that you’re promising. 

Foreshadow PLC #3. You need to let your prospects know you have another video coming 

soon. Build some anticipation for it by telling them a little about what you’re going to teach in 

that video. Call to action. Ask for a comment on your Prelaunch page or a share on social 

media. 

 

 

PRELAUNCH #3 ITEM: 

 

PLC #3: THE OWNERSHIP EXPERIENCE PLC #1 was the “why” and PLC #2 was the 

“what.” Now, in PLC #3, you will start to answer the “how” question. In other words, you’ve 



shown the potential transformation or change—whether it’s being able to play the piano or 

being a great parent or learning to meditate. 

 

Usually, though, your prospects still don’t see how they’re really going to have that change in 

their lives. PLC #3 is about them taking ownership of that future change. It’s about having 

them really feel and understand that 

they can have that transformation. 

 

the ultimate answer is for them to buy your product or service, and by the end of PLC #3, 

you will have started to show them that answer. But first you need to continue to build value. 

 

As you move through the story you have the “rising action,” to use a term from your high 

school creative writing class. That means that the story is clearly building and moving toward 

a climax. 

 

Here’s the recipe for PLC #3: Express thanks and excitement. Thank your viewers for their 

comments and 

questions from PLC #2. Tell them how excited you are and how excited all your viewers are. 

(And if you did a 

good job in PLC #1 and #2, then your viewers WILL be getting excited.) Quickly recap the 

opportunity and your 

positioning. Don’t assume your prospects remember (or even saw) your first two videos. 

Briefly describe the 

opportunity, and remind them who you are and why they should listen to you. Don’t take too 

long with this— 

move through it quickly. Possibly present a short case study, if you’ve got one. If you don’t 

have a case study 

yet, that’s fine; you’ll have one for your next launch. Answer the top questions you’ve been 

getting. In other 

words, you’re going to answer the top objections. Do this even if you’ve already raised and 

answered those 

objections in your earlier PLC videos. People raise the same objections in different ways by 

asking different 

questions. Go ahead and answer those questions that keep popping up in the comments on 

your blog. Explain the 

big view and how to make it happen. This is where you step back and look at what’s really 

possible. What’s the 

ultimate transformation or change that your prospect can have in their life if they buy your 

product? Look at it 



from all angles, and project that transformation out into their future. Pivot to your offer and 

create a soft landing. 

Do this in the last 10 percent of your PLC #3. By now your prospects have fallen in love with 

you, because 

you’ve given them huge value. And it’s time for you to start preparing them for the offer—

that’s the “soft 

landing.” You don’t want to go from being their best friend in one video to being a used-car 

salesman in the 

next. You have to tell them that in your next video you’re going to have an offer for them, and 

they need to 

watch if they’re ready to take their transformation to the next level. Seed the scarcity of your 

launch offer. You 

will want to have some type of scarcity in your launch offer, and near the end of PLC #3 you 

should make some 

mention of that scarcity. You’re not looking to hit viewers over the head with it, because they 

still haven’t seen 

your offer. But this is a good time to mention that they should be on the lookout for your next 

email, because 

this is going to be a limited offer. Call to action. Ask for a comment on your launch blog or in 

social media. 

 

 

think a good starting point is 7 to 10 days. That time is measured from when you release 

your first piece of PLC 

up until you actually launch and start taking orders in the Open Cart period. 

 

A 10-day sequence might look like this: Day 1: Release PLC #1 Day 5: Release PLC #2 Day 

8: Release PLC #3 

Day 10: Open Cart 

 

If you focus on only one thing, it should be creating value for all the prospects going through 

your Launch Sequence. 

 

Don’t just tease them—give them some substance. 

 

 

Teach real content that people can actually use. 



 

Your product will either give them more pleasure or reduce pain in some way. Before they 

can get that transformation, however, they have to say yes to it. They have to enroll 

themselves in that change, in their future self. 

 

They need to enroll in that future change. 

 

Bottom line, your future clients have to enroll in their new and enhanced future selves. And 

your messaging during Open Cart has to be about that enrollment. 

 

IMPORTANT: Lots of people avoid creating real scarcity at the end of their launch. Don’t 

make that mistake or you will cripple your results. In fact, you will likely cut your sales in half. 

Put some real teeth into the end of your launch and you will double your results. 

 

Early in your Open Cart, your messaging will mostly be about social proof. As you get further 

in, your messaging will start to shift to scarcity. You’ll want to use every means of 

communication at your disposal— email will be your primary tool, but you should also be 

using social media and any other channels you have. 

 

 

All-Access Page—This is a page where I’ll put all of my Prelaunch Content. It makes 

everything super-accessible. If I’m doing a JV Launch then I’ll let my JV partners send their 

people direct to this page with no opt-in required. 

 

The primary differentiating factor of a Live Launch is that you are delivering some parts of 

your launch via a live broadcast. Typically this means your Prelaunch Content and possibly 

your Open Cart material. 

 

Your Prelaunch will have three broadcasts, and they’ll focus on opportunity, transformation, 

and the ownership experience. Your fourth broadcast will be all about enrollment. 

 

Most of my students are doing live broadcasts that are about an hour in length. 

 

Day 1: Prelaunch Content #1 (Opportunity) Day 2: Prelaunch Content #2 (Transformation) 

Day 3: Prelaunch 

Content #3 (Ownership) Day 4: Open Cart (Enrollment) 

 



What does this actually mean in terms of your Open Cart and your Live Launch? It will 

generally take the form of an additional broadcast (or broadcasts) where you are answering 

questions, delivering some coaching that highlights how you or your offer can deliver the 

transformation. You might also highlight the successes of your clients. 

 

Open Cart Day 1: PLC #4 Live Broadcast (Enrollment) Open Cart Day 2: Sales Video Open 

Cart Day 3: FAQ 

Live Broadcast Open Cart Day 4: Case Study Live Broadcast Open Cart Day 5: Final, 

Closing Broadcast 

(Celebration and Final Q&A) 

 

 

A sales video will always be shorter and tighter than the replay of your live PLC #4 

broadcast, so I put in the 

extra effort to create that video. 

 

Since many people will NOT attend live, you want to put some real thought into creating a 

great experience for 

the people who are watching the replay. 

 

the key to putting together a great offer (and a great launch) is to know the hopes, dreams, 

fears, and frustrations of your avatar. 

 

 

 

05.09.21 Liftoff , Elon Musk SpaceX Story 

 

Musk made hiring a priority. He personally met with every single person the company hired 

through the first three thousand employees. It required late nights and weekends, but he felt 

it important to get the right people for his company. 

 

Don’t talk about doing things, just do things. 

 

“Now,” Musk says, “I ask for the eleven top risks. Always go to eleven.” 

 

talent wins over experience and an entrepreneurial culture over heritage.” 



 

He always made the most difficult decisions. He did not put off problems, but rather tackled 

the hardest ones first. And he had a vision for how aerospace could be done faster and for 

less money. 

 

 

 

05.09.21 Ready, Fire, Aim by Michael Masterston 

 

 

Give all your marketing one main goal – to bring in whatever number of qualified customers 

you need to provide enough cash flow to fund ongoing business growth. Nothing else 

matters in Stage One. 

 

The majority of Stage One companies derive all their revenues from a single product 

offering. The challenge of continuing to grow your business through Stage Two is to bring to 

the market a range of new products targeting 

additional market niches. 

 

To keep growing, you have to develop and market additional products which you either sell 

to your existing customers or which you use to enter into new market niches. 

 

Use the “magic product cube” approach – look at the three basic dimensions of your product 

and develop three variations on each dimension.  

 

For example: Price – inexpensive, moderate, expensive  

 

Service – self-help, assisted, fully managed  

 

Type – product, service, add-on  

 

Speed is of the essence in a Stage Two enterprise. To change from being a one-

dimensional mom-and-pop operation into a fast-growth commercial enterprise with a sound 

future, you need to teach everyone how to move faster. The amount of growth you achieve 

as a Stage Two company will be in direct proportion to your ability to generate and then 

market test new product ideas quickly. 

 



You can test new product ideas quickly in the marketplace and find out which are worth 

developing further and which are a waste of your time and resources. You can offer new 

products to your existing customers in pre-launch or beta format as a good heads-up 

indicator of how they will perform in the broader marketplace. By accelerating your failures, 

you can get to what will work faster. 

 

When you have an idea that looks promising, don’t put it on the back burner until you can 

perfect it. Test it as soon as possible, even if in draft format. You then make adjustments 

later on once you know the basic idea is working. The Ready-Fire-Aim methodology is all 

about creating velocity and deriving the benefits of moving from an idea into action as fast as 

possible. 

 

“The key to being successful with start-ups is having a good general idea of what you want 

to do but being flexible enough to change plans quickly as you discover the invisible secrets 

of the market you’ve jumped into.” 

 

The very essence of Ready-Fire-Aim is you should begin while you’re enthusiastic about an 

idea. You can’t tell in advance what will work and what won’t work so you’re better off getting 

something imperfect out there and 

then steadily work to improve it if it sells. 

 

Sell your product to more people – by developing additional lead products which target new 

niches and market segments you’ve never before approached.  

 

Sell more products to your existing customers – as add-ons or upgrades to what they have 

already purchased from you. These are the back-end sales which can be so profitable.  

 

Charge more for your products – by moving your product line to a different part of your 

market where you can charge more for a premium offering. 

 

To become great at marketing, master these lessons: Always remember customers don’t 

care about your company. They care about themselves.  

 

80/20 applies – a small number of customers will be highly profitable. Target these people.  

 

Try to learn why customers buy from you all the time.  

 

Use direct-marketing to generate leads.  



 

Don’t ever rely on just one channel, but generate leads three or four different ways.  

 

Treat your customers the way you want to be treated and your sales will flourish.  

 

Inject in every marketing campaign a Big Idea (which is engaging), a Big Benefit, a Big 

Promise and solid proof of your claims.  

 

Use customer complaints and objections to learn how to sell better.  

 

Avoid dead ends – once you sell one thing, figure out what your customers 

will want next and offer that.  

 

Make additional purchase automatic if at all feasible – the “bill-till-forbid” 

business model.  

 

Treat your best customers like VIPs.  

 

Have a unique selling proposition (USP) for every product you’re trying to sell. Give each of 

your product lines a unique identity.  

 

Always track the effectiveness of your marketing and sales initiatives individually.  

 

Understand your customer’s core worries, fears and desires.  

 

This will unlock their lifetime value to you. Use reciprocity – give valuable things away before 

you ask them for an order.  

 

Keep talking with customers so you know their intimate interests and preferences.  

 

Be confident and enthusiastic when you sell, and never be afraid to pitch what you have. 

Don’t push or bribe your customers. 

 

Focus on the benefits you will provide and always pre-qualify.  



 

Base your marketing culture and mindset around three sentiments: You want to provide 

genuine value to customers. Delivering value is the heart of all marketing. You will be 

genuine and sincere in what you do. 

 

 

 

30.08.21 The Creative Habit 

by Twyla Tharp 

 

Being creative is a full time job with its own daily patterns 

 

There are no “natural” geniuses 

 

Everything is usable 

 

Dive in. Step back. Dive in. Step back. 

 

The real secret to creativity is to go back and remember (who you are and what you’ve done 

in the past) 

 

Just start – there’s a difference between a work’s beginning and starting to work. 

 

I always quit the day before everyone’s totally exhausted. I stop when there’s still some 

energy left in the room and I know where we would have gone if we hadn’t stopped. 

 

16.08.21 Effortless by Greg McKeown 

 

trying too hard makes it harder to get the results you want. 

 

training, recovery, nutrition, sleep, and mindset.  

 

most geniuses “prosper not by deconstructing intricate complexities but by exploiting 

unrecognized simplicities.” 



 

“You get what you give.” 

 

Warren Buffett uses three criteria for determining who is trustworthy enough to hire or to do 

business with. 

 He looks for people with integrity, intelligence, and initiative, 

 

When you can say these four little words, “I trust your judgment”—and mean them—it’s like 

magic. 

 

 

 

 

 

16.08.21 Atomic Habits by James Clear 

 

 

You do not rise to the level of your goals. You fall to the level of your systems. 

 

If you want better results, then forget about setting goals. Focus on your system instead. 

 

The ultimate form of intrinsic motivation is when a habit becomes part of your identity. 

 

It is a simple two-step process: Decide the type of person you want to be. Prove it to yourself 

with small wins. 

 

The most effective way to change your habits is to focus not on what you want to achieve, 

but on who you wish to become. 

 

Becoming the best version of yourself requires you to continuously edit your beliefs, and to 

upgrade and expand your identity. 

 

Habits that reinforce your desired identity are usually good. Habits that conflict with your 

desired identity are usually bad. 



 

“When situation X arises, I will perform response Y.” 

 

The habit stacking formula is: “After [CURRENT HABIT], I will [NEW HABIT].” 

 

addictions could spontaneously dissolve if there was a radical change in the environment. 

 

spend less time in tempting situations. 

 

Using temptation bundling, you could only read the tabloids and watch reality shows at the 

gym. 

 

Nothing sustains motivation better than belonging to the tribe. 

 

When you binge-eat or light up or browse social media, what you really want is not a potato 

chip or a cigarette or a bunch of likes. What you really want is to feel different. 

 

The Japanese companies looked for every point of friction in the manufacturing process and 

eliminated it. 

 

successful companies design their products to automate, eliminate, or simplify as many 

steps as possible. They reduce the number of fields on each form. They pare down the 

number of clicks required to create an account. 

 

The central idea is to create an environment where doing the right thing is as easy as 

possible. 

 

Whenever possible, I leave my phone in a different room until lunch. When it’s right next to 

me, I’ll check it all morning for no reason at all. 

 

“How can we design a world where it’s easy to do what’s right?” 

 

Binge-watching becomes a habit because you have to put more effort in to stop looking at 

the screen than to continue doing so. Instead of pressing a button to advance to the next 

episode, Netflix or YouTube will autoplay it for you. All you have to do is keep your eyes 

open. 



 

success in nearly every field requires you to ignore an immediate reward in favor of a 

delayed reward. 

 

The identity itself becomes the reinforcer. 

The work that hurts you less than it hurts others is the work you were made to do. 

 

Work hard on the things that come easy. 

 

SPIN SELLING by Neil Rackham 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

With the larger decision, seller and product become much harder to separate. 

 

Large decisions usually involve ongoing involvement with the customer and thefore demand a 

different selling style 

 

In a large sale, product and seller may become inseparable in the customer’s mind. 

 



What matters instn the number of implied needs you uncover, but what you do with them after 

you’ve uncovered them. 

 

The buyers balancing two things: seriousness of the problem and cost of the solution 

 

The need must be developed further so that it becomes larger, more serious and more acute in 

order to justify the additional cost of your solution. 

 

As the sale grows larger, it becomes increasingly important to ontain explicit needs, not just implied 

needs. 

 

The big skill in selling isn’t so much getting the customer to admit to problems. The real skill is how 

you enlarge these problems in orderto get action. And when the customer starts talking about action 

you hear buying signals. 

 

The purpose of questions in the larger sale is to incover implied needs and to develop them into 

explicit needs. 

 

 

Uncovering questions – which ask buyers about their problms or implied needs 

Developing questions – which took those implied needs and developed them into explicit needs 

 

 

PROBLEM QUESTIONS 

 

Write down 7 potential problem,s your buyer might have and which your services could solve 

 

Then write down some examples of actual problem questons wghich you could ask, to uncover each 

of the potential problems you identified 

 

1. 

Are you satisfied with your present equipment? 

2. 



What  

are the disadvantages of the way you’re doing it now? 

3. 

How difficult is it to process orders with your present system? 

4. 

What reliability problems does your equipment have now? 

 

 

IMPLICATION QUESTIONS 

 

1. Write down a potential problem the customer is lifely to have 

2. Ask yourself whether that problem might lead to other related difficulties.  

3. Write down each of the related difficulties which could make the original problem 

more severe. Then mote any questions which these difficulties suggest to you.  
 

Imagine a customer who’s saying; 

 

“So what? Yes, Ive got that problem – but I don’t think it’s serious.” 

 

Then list the arguments to convince them that problem really IS serious – it’s causing X, Y , Z. Then 

turn each of your arguments into a question. 

 

Look at page 78 onwards for examples that you could use and change 

 

1. 

Does your overtime expense increa 

se when your equipment goes down? 

2. 

Do bottlenecks result because you only have two people who can operate  

your order processing system? 

3. 

Are you experiencing high turnover and training costs because of he  

difficulty that your employees are having in operatin 



g your equipment? 

 

 

 

NEED-PAYOFF QUESTIONS 

 

How would that help? 

Why is it important to solve this problem? 

What ebenefits do you see? 

About the value or usefulness of a proposed solution 

Would it be useful if…? 

Is there any other way this could help you? 

What do yu see as the benefits of this approach? 

 

Ask questions that get the customer to to YOU the benefits.  

 

1. 

How do you feel a faster machine will help you? 

2. 

Is there any other way that a machine might help? 

3. 

Would it help if a new system could reduce your employee turnover? 

4. 

You said a new 

machine would be really useful, Useful in reducing your  

training costs, or is there something else? 

 

 

 

Well I think that covers evertyhnhg. But before we go further, could I echkec whether there are any 

areas which you feel I should tell you more about? 

 



 

The powerful statements are those which show you can meet explicit needs.  

 

Cheap products use long lists of features. Expensive products don’t. You need to copy this. 

 

The best way to handle objections is thourgh prevention. Treat the cause and not the symptom.  

[create nmore pain thru Qs] 

 

“It was the way I’d developed my client’s needs which brought me the business. It was nothing to do 

with my closing technique.” 

 

FOUR STAGES of a SALES CALL 

 

1. Preliminaries 

2. Investigation (Successful sellers put their main effort here) 

3. Demonstrating capability 

4. Obtaining commitment 
 

 

 

Stop asking uneccessary situation questions because JW gets much of this on the initial call anyway 

and you don’t want the buyer to get bored 

 

 

Implications are the language of decision-makers – if you can talk their language, you’ll influence 

them better. 

 

 

 

 

 

 

 


