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Build a Bigger, Better Business

BE THE
ELEPHANT
THE SUMMARY IN BRIEF

In business, there’s no standingstill . Thetrick is to becomean elephant—
big enoughto make a difference,healthy enoughto withstand financial cur-
rents, strong enoughto influence your market and smartenoughto avoid the
pitfalls of growth. This meansgrowing your company to a size that’s asbig as
you want.Elephantscomein different sizes. Evenif you genuinely wishto stay
small, you need to becometheelephant in your neighborhood.You canbean
elephant — and reap thebenefits — withoutbeing in theFortune500.

Whatever size you are, you will havebuilt-in cashreserves and accessto
resourcesthatas a smaller company you could not expect to enjoy. You wil l
have moreemployees,but theywill make your life easier by providing you
(and themselves) greaterjob security. You might have moreday-to-dayprob-
lems, but you’ll havemorepeopleto handle them for you and morerevenueto
pay for processesandassistance.

With Be theElephant, best-selling author SteveKaplan provides a
business-growing playbookfor every entrepreneur, CEO, sales professional,
small businessownerand manager.

This summary takesthemystery andfear out of growing bigger. It shows
you how to addresspotential downsides,point by point. Kaplan offers lessonsin
strengthening sales,a business’ front line. He showsanyonechargedwith grow-
ing anypart of a businesshow to avoidthetwin dilemmas inherent in growth:
grow too slowly and wither, or grow too fast and losecontrol.

IN THIS SUMMARY,YOU WILL LEARN:

• How to solve thereal issues faced by today’s businessowners, salespro-
fessionals andmanagers.

• How to implement a process to grow your businesssafely andefficiently.

• How to maximize thevalue of your products, your services and your busi-
ness as a whole.

• Why growth requiresprocesses that allow you to executeon all facets of
your new,biggerbusiness.
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Beginnings
It happensevery day.Businesseslargeandsmallthat

arenot growing aredying,oneby one.Costsare rising;
profitsareshrinking. Technologyis changing.Businessis
becomingglobal. Customersaredriving out to thenew
big-box storesto buy their food, clothing,furniture,hard-
ware,paint andlumber.Standingstill, refusing to consider
growing, is likesettingupa lemonadestandin themiddle
of abusyhighway: Now yousee it, nowyoudon’t.

Manyownersin manyindustriesthink that,as long as
they’re paying thebills, everything is rosy.Their ambi-
tionsaremodest;theylike theidea of staying small, not
makingtoo muchnoise,not temptingthefates.But their
decisionto staysmall isn’t really a li festylechoice —
andit certainly isn’t a soundbusiness decision,either.
It’s a choicemotivatedby fear.

Courageto Change
If you’re theownerandwantyour businessto bea

success, you’ve got to find thecourageto change.
Otherwise, you have to rely on luck to stayafloat, or
hopefor a miracle if you expect to grow.You may be
doingall right now becauseyou know thebusiness
insideout,but whathappensif you fall ill or decideto
leave thebusiness?

Those working for companies on theSnail Trail must
take a careful look at their personal goals. If their long-
termgoals includefinancialsuccessor career advance-
ment,they shouldthink aboutmovingon — evenif it’s
a family businesswherefamilial loyalty mustbe
weighedagainst careersuccess.

Growth is not only desirable,but necessary.To last,
you haveto grow. If you don’t grow, thenit’s probably
only a matter of timeuntil your businessbites thedust.

Map It Out or MessIt Up
Fitnessfanatic ThomasLearyowned Vitrex, a health

productsstorein Phoenix,Ariz. His life mission wasto
convertcomplacentcouchpotatoesinto musculariron
menlike himself. Vitrex washis dream — a placewhere
he could make theworld healthier, oneconvert at a time.

Tom’s customer basewas local. He decidedto expand

beyondhis oneretail store by targeting customerswho
boughtvitamins and other health-related productsover
the Internet. He set up hisWebsite, completewith an
online point-of-sale program, e-commerceandfulfi ll -
ment software and a strong search enginepresence,and
kicked it off with a massive online advertising campaign.

Sales quickly poured in. In just 13 months,Vi trex’s
annual sales increasedfrom $325,000to $1.1million.
Businesswasgreat — sogreat that Tom caughtgrowth
fever. He expandedhis product line, remodeledhis retail
spaceandadded staff to handlethenewbusiness.He
had to work 15 hoursa dayinsteadof 10,but hewas
living largeand loving life.

Thingsseemed to go smoothly for anotheryear. Then
it happened. It started with a few randomcalls from
customerswho were upset becausetheywere being
billedfor orderstheyhadn’t yet received. Thenthevol-
ume of onlineorders caused outages and downtime on
theWebsite. Internetsales plummeted as onlinebuyers
grewwary and spread theword.

After four monthsof this,Vi trex had wasted away. So
muchof thecompany’s energy and attention hadbeen
shifted to thenewinitiatives that longtime customers
felt theywere being neglected. Tom’s story is a caution-
ary tale for anybodyin business who wants to grow.
Growth withoutplanning is risky business — often
riskier than not growing at all.

Tom could have createda more robust inventory
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supply andsystem, completewith backupsuppliers;
developeda customerservicefunctionto respondquick-
ly to theissues; andanticipatedtheeffectsthatthe
increase in volume might haveon hisWebsite.He didn’t
think of thesepotentialproblemsuntil it wastoo late.

To BetheElephant
Therearethreeessential factorsfor sustainable, suc-

cessful growth:
• Sales. Salesrevenue,onceit has covered expenses,

yieldsprofit thatcanbeusedto compensate yourself
andothersto reinvestin thebusiness.

• Infr astructure. Without a solid organizational infra-
structure,your businesswill quickly hit limits on cus-
tomerservice andproduction,miss growth opportuni-
ties, swallow up bothyour professional andpersonal life
andevendestroy itself.

• Knowledge.Learnwhat is important andwhat isn’t,
what to do andwhat to expectin return.

Thesecretto successfulgrowth is to approachit as a
solid,well thoughtout project, thesameway you would
approachstarting a newbusiness from scratch.Growing
successfully takesideas, effort, action and commitment
to long-termgoals. ■

On Solid Ground
A business modelis a setof schedulesthatdemon-

stratesspecifically how your businessis going to make
money. It quantifiestheassumptionsyou’re makingthat
leadto your profit projections.It weaves togetheryour
product, pricing, expenses,profits, risks, incomesources
andcash-flow timing. It’s a live document, a tool that
you shoulduseto shapeyour business for success.

Most of thebusinessdecisionsyou make will befar
moreeffective if theyarebasedon a soundbusiness
model. Beforeyou eventhink aboutexpandingyour
business, now’s thetime to seeif it’s on solid ground—
andif it isn’t, to find somesolid ground.

Staying Real
Whenanalyzingyour currentbusiness model, thefirst

thing you mustunderstandis this:You havea hugebias
toward believingit wil l succeed. Beingobjective and
open to criticism aboutyour business modelcanbedif-
ficult, especially onceyour business is up and running.
Herearethefive keysto a growth mind-set:

1.Acknowledgethe downside.Understandhow hard
it is to create and own a successful business.Many busi-

nesses collapsewithin thefirst year or two.
2. Consult with others. Evaluating your business

should be a team effort. Businesses whoseowners are
receptive to input fare better thanthosewhoseowners try
to do everything themselves.Network in your industry.

3. Think numbers. Thebest way to minimize guess-
work is to shoot for specifics.Don’t rest until you can
cite statistics or other hard numbers to supportor refute
your assumptions. If you believe,for example, that con-
sumers will switch to your coffee shopbecauseof better
quali ty and lower prices,proveit. Interview100 cus-
tomers from other coffee establishmentsanddo the math.

4. Invitecrit icism. Everybusinessanalysis needsa
devil’s advocate— someonewhodoubtseverything,
pokesholeseverywhereandcomesup with pitfalls.
Surroundyourself with peoplewho will tell you what they
really think, not just whatthey think youwantto hear.

5. Temper your enthusiasm with reason. Strive to be
pragmatic, even stoic, whenevaluating your business.

TheGutsof theModel
Assumptionsare simply thenumbers — and theratio-

nale behindthem — that you plug into your business
model to find theanswer to thequestion of whether
your businesswill survive, thrive or die. Theyare
refinedestimates basedon thoroughresearch andverifi-
able fact. Two kindsof assumptionsare revenue
assumptions— used to develop your overall salespro-
jections— and costassumptions— a breakdown of
operating expensesand thecostof goodssold.

For effective businessmodeling anddecision making,
you’ll need to plug these assumptionsinto several
schedules — data tables — thatare thecomponentsof a
standard business model. If you’re not careful, you can
overload and go a bit crazy with information. Thetrick
is to sift throughthemazeof data andfocusonly on
what you need.

Four Statements to LiveBy
You need to havea goodenoughgrasp of thenumbers

to know how much moneyyou’re going to bring in, to
make soundbusinessdecisionsandto ensurethatyou
can meet your payroll and pay bills. Your one constant
is that numbers don’t lie — if your assumptionsare
correct and you know what to look for.

Here arefour statementsthatare essential for success
in business:

1. Projected revenue statement. This sortsyour
company’s total projected revenues into separate rev-
enuestreams, each on its own line, monthby month,
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eitherusing a straight-lineapproach (annualrevenuefor
thestreamdividedby 12 months) or seasonally, taking
your business’speaksandvalleysinto account.

2. Projected cash-flow statement. This not only
showsyou how muchcashyour businesswill generate
month by month,but it alsogivesyou a snapshotof
your business’operating budgetandtells you whether
andwhen your businesswill startturninga profit.

3. Projected income(profit/l oss) statement. This
showsrevenues,grossprofits, operating expenses,
EBITDA (earningsbeforeinterest, taxes,depreciation
andamortization)andnet incomeon oneschedule.

4. Projected balancesheet.This providesa snapshot
of a business’s financialcondition at a given time, usu-
ally theend of a fiscal year. ■

The Role of Sales
Sincesalespeopleareon thefront linesin contacting

customers, theyshould knowmorethan anyoneelseabout
what customersneed.In thinkingahead, in sniffing out
opportunities, in planningfor newproducts,servicesand
markets,agood salesteamis youreyes,earsandnose.
Salespeople should goeverywhereandtalk to everyone.

Thefollowing principleswill help establish a sales
culturein your businessthatwill foster maximumsuc-
cessful growth:

1. Do your homework. Beforeyou seek information
from customers, learnasmuchasyou canaboutindustry
trends soyou canaskinformed,intelligentquestions.

2.Anticipate customerneeds. You’ll needto develop
strong,long-termrelationshipswith your customers.

3. Expand your network. Work hard to branchout
throughyour current customers.

4. Motivate sales. Give your sales force a stakein
developing newbusiness.Oneway to accomplish this is
by giving them — in addition to thestandardcommis-
sion on all sales — a percentageof theprofits from the
newbusiness.

5. Develop your talent. Promote internally. Give
opportunities to thoseat lower levels.

TheRuleof Go
Oneidea that can help guidebusinessgrowth deci-

sionsis the“Rule of Go”: If a newproduct, serviceor
concept can’t bepresoldto customers, it should not be
developedor introducedto themarketplace. If it can,
thenit’s a GO! ■

As Big asYou Can Be
There is a simple, systematic process to grow your

businessthat involves evaluating how your businessnow
operates and assessingtherelative merits of horizontal
and vertical growth, where your best opportunitieslie and
the risk and potential of a given growth strategy.It also
involveslearning how to keep track of thegrowth process
and its results. This procedurelays thefoundation for
changesthat leadto substantial and sustainable growth.

Thefi rst step is to ask yourself: How does my busi-
ness make money?You haveto beable to say exactly
what it is that you are selling and exactly who it is that
you are selling to.

To perform an in-depth analysis of how your business
makesmoney, you need to identify in sufficient detail
all thethingsyou’re doing thatcausemoneyto come to
you.You need to beable to describe in some detail your
customers— thepeople or entities that buy your prod-
ucts or services.

Your revenue sourcescan be categorizedfor ease of
analysis and planning. Groups of similar revenuesources
form a revenuestream. If you’re operating a business
with only a few product lines, you might identify asfew
asthreeto five revenue sources, and you might group
these into one, two or threerevenue streams.

RevenueStreamsand Their Sources
In order to derive your revenuestreams,you’ll need

input from your sales force,operationspersonneland
accounting department.

First, list your sources of revenue. Write down every
way thatyou take in money, whether from salesor other

Summary: BE THE ELEPHANT
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For information on the business assessment model,
go to: http://my.summary.com

What’s the Downside?
Here are the steps you should take to assess the

potential risks to your business:
1. Identify every possible risk you can think of, no

matter how remote it may seem.
2. Assess how much control you have over each

risk.
3. Rate both the likelihood that you’ll encounter

each risk and the severity of the consequences
that will arise if you do.

4. Review the list to consider ways of mitigating
each risk should it become a reality.

On Solid Ground
(continued from page3)

(continuedon page5)



sources.Next, analyzeyour revenuesources and group
theminto revenuestreams.

Now thatyou’ve identifiedyour revenuestreams,your
next stepis to identify who your current customersare.
First, definea customerbasefor each revenuestream.
Be specific. Next, considereachrevenuestreamindivid-
ually. Onceyou’ve analyzedhow you make moneyand
whomyou makeit from, it’s time to determinethebest
growth strategy to follow.

Horizontal andVertical Growth
Therearetwo possible growth strategies. Vertical

growth entails focusing on your currentcustomersand
getting themto buy newproducts or services.
Horizontal growth involvesfinding newcustomers to
buy existing products or services.

With a vertical growth strategy,you find newproducts
andservices thatappealto thecustomers you already
have.Thefollowing tacticswill help you identify new
offeringsfor your business:

• Sell moreof thesame products or services to your
existing customers.

• Extend your line to offer currentcustomersanew
product or service thateithercomplementsor upgradesa
product or serviceyou’vealreadybeenoffering.

• Develop entirely newproducts or servicesto appeal
to your existing customers’demographic and psycho-
graphic profiles.

TheGrowthMatrix
A growth matrix canassembleall your informationto

help you decideon thebestgrowth strategyfor your

business.This matrix organizes your information in
such a way that you wil l see white space in areasyou
are not serving with products, servicesor customers.
This white space representsopportunitiesfor growth.

Draw a matrix for each revenuestream. Eachmatrix
has a horizontal axis and a vertical axis.Acrossthetop
of thematrix for your fi rst revenuestream, list thetarget
customer groupsyou’ve identifiedfor that revenue
stream. Thesewil l represent opportunities for horizontal
growth. Down theleft side, list your products andser-
vices that make up this revenuestream. These wil l
reveal opportunities for vertical growth.

Operational Mandates
Many companieshavebeen able to grow by simply

expanding or addinga revenuestreamto includean
operational mandate. Thebeauty of this is that oftenit’s
easy to get customersto pre-buy this service or product
because theyare already usingit indirectly.

Customerswho are buyingAbel’s corrugatedboxes
receive themfrom Abel, sotheyareprobably already
usingAbel asa shipper, even thoughthecosts arebaked
into theprice. It’s not much of a leap to persuadea cus-
tomer to useAbel’s shippingservicesfor shipping
something else— becausethecustomer is alreadyhav-
ing a goodshipping experience with Abel.

If you look at your business, you’ll probably find
operational mandates that have thepotential to become
profitable revenuestreams.

Risk VersusReward
Now that you’ve openedup all that white spaceand

discovered a wealth of opportunities in your business,
it’s time to see which ones wil l give you your bestshot
at successful growth.You’ll see right away that some of
themare intrinsically riskier or lesspractical thanoth-
ers; you can put theseasideand concentrate on thefive
or sothatyou think have thegreatest promise.Rankthe
opportunities in terms of their probability of success.
Then you’ll know which ones to chaseand which to
erase. Evaluate each growth opportunity by comparing
its potential risk with its possible rewards.

For eachpotential growth option, consider theupside:
finances, reputation,organization, long-term impactand
any other positives you can think of. After considering
theupsideof each growth opportunity, realistically
examinethediffi culties andrisks. In most cases,if you
do an objective analysis and keep your businessand
personalobjectives in mind, you can avoid the fatal mis-
takesthatmany businesses make.
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Advantagesof Internall y and
Externally Dri ven Growth

The advantages of internally driven growth include:

• Growth based on company core expertise
• Easier to plan
• More passion about the idea
• Easier to pull the trigger, because it’s your idea.

The advantages of externally driven growth include:

• Success rate much higher than with internal
development

• Customer more likely to fund your growth
• High potential for new areas of growth and new

revenue streams across many industries and
markets.

(continuedon page6)
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Start It andChart It
Now it is time to implementyour initiative.Here are

theeightessentialpartsof a successful action plan,in
chronologicalpriority:

1. The team.Whendeveloping your actionplan,
includeall therelevantdepartmentsandpeople
within your business, regardlessof its size.

2. Leadership. Who wil l lead this neweffort?
3. Organization. Mapoutadetailed operational

processthatwill enableyou to deliver on thenew
business.

4. Curr ent business.Whatdo you needto do to keep
current customers happyandfeeling caredfor?

5. Task timeline. Draw up a timeline of key action
stepsandcritical dates.

6. Accountabili ty. Assigneverytask that needsto be
accomplishedto specific people.Get thenames
andtaskson paper.

7. Communication. Keepall employeesinformed
about what’s going on with thenewbusinesseffort.

8. Measurin g success.Any growth planneedsto be
gaugedcontinually for its effectiveness. ■

Creating Value
Value is anintangible quality that a prospective cus-

tomerassigns,oftenunconsciously, to something heor
sheis thinking of buying. If theproductor service you
areoffering appearsto havethe“right” value, then you
have a sale.

By identifying therealreasonsyour customers buy
whatthey buy, you’ll beable to tailor your selling propo-
sition (the “why” they shouldbuy) to each customer base.

Customer Categories
First, youneedto knowwhichcategoryyourcustomers

fit in. Customerneedscanbedivided into four categories.
Rememberthatno category is inherently superiorandthat
customerscanshif t from onecategory to another:A quali-
ty seekeratMacy’s mightbeapriceseekerat Blockbuster
and asatisfaction seekeratJoe’sPizzaParlor.

Quality seekersbuy only when theyfind what they
consider thebestproductout there. Price is secondary.

Servi ceseekers needto feel you careaboutthem,
will do thingsfor themandwon’t forget aboutthem
after they buy.They want to know thatanyproblems
will beaddressedright away.

Pr iceseekers want to get thelowest price, even
thoughtheymay beable to afford better quality and
higherprices. Thedeal is whatexcites them.

Satisfaction seekers are motivated by status,security
and theapproval of others.Thesatisfaction seekerwants
to feel safeandenjoy a senseof belonging.

Once you understand how your customers perceive
value,you’ve laid the foundation for thenexttwo steps in
becoming an elephant: developing theperfect unique sell-
ing proposition and communicating it to theworld.

What MakesYou So Special?
Your task now is to help your customerscometo your

valueconclusion by creating oneor moreuniqueselling
propositions(USPs). Then, throughbranding, you can
communicate thevalue to your customers in orderto
enticethem to buy your product. USPsandbranding
give your sales forceways to objectify and quantify
value.There are no better sales tools available.

TheUSPis thequali ty that makes your productor
serviceriseabove therest. It can besomething tangible
— higher-quali ty ingredients, lower pricing,overnight
delivery — or an abstraction, like a promiseto make
your life morefulfil ling or your face younger-looking.
What matters is that your USPmotivatescustomersto
put their handsin their wallets by appealing deeply,
even unconsciously, to oneor moreof their needs.

Creating thePerfect USP
Here is a simple but effective series of steps to draw

up a USPcreation chart that helpsorganize your efforts:
Step1: Li st your rationale for creating a USP. For

example, if you own a marketing company, and a poten-
tial customer asks whether its promotional materials,
productsamples and offerswould actually reachthe
handsof its intended consumers, you might focuson a
USPfor delivery.

Step2: Determine the customer category you’re
tryi ng to satisfy. Next to each rationale, indicate the
relevantcustomer needs.

Step3: Develop potential USPs.For each rationale,
ask yourself which of your company’s elements or oper-
ationsmight solve theproblem. Thencombthrough
each oneof thesefeatures.Beforeyou know it, you’ll
havea list of potential USPs.

Step4: Select the best USP. Runeach of thepoten-
tial USPsthroughthefollowing six tests andrule out
thosethatdon’t pass: responseto rationale, responseto
customer needs, easeof implementation, timeframe,
cost and risks.
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TheNameGame
Naming thevalue developedby theUSP allows you

to communicatethatvalueto your customer.Your
objective is to createa namefor your distinctive prod-
uct, service,attributeor process — along with anaura
of quality, valueor status— andmakeyour target cus-
tomerfamiliar with it.

This brandname communicatestheidentity andper-
sonality of your USP. If you succeed,your brand name
or logo will instill anexpectation,a feeling of desire,a
perception of value,in anyprospect who seesit.

Here is a processfor do-it-yourself branding:
1. List USPdetails. Jotdown as many details as you

canaboutyour USP — what it does,how it
works, what it standsfor.

2. Convert details to pops. Popsarepunchy, reduc-
tive descriptionsof thedetails.

3. Review customer needs.List thecustomer needs
relevant to theUSP.

4. Compile a worki ng list. For each USP,shoot for
at least 20 nameson your working list.

5. Test names.Poll customersandprospects.
6. Select a name.Reviewthecriteria soyou’re com-

fortablewith your decision.
7. Promote the name.Market andadvertise the

brand to your customers.

TheStrategic AlliancePuzzle
Strategicalliancesgive your businesstheopportunity

to grow by providing moreproductsandservicesto

more customers thanyou canoffer on your own. You get
these capabil itiesby aligning with another company.A
strategic alliance is an agreement with one or more other
entities to conduct certain kindsof businesstogetherfor
mutual benefit, underspecific terms. Virtually any busi-
ness of any size canform a successful alliance.

Strategicalliances take many forms.Often theyare
simple,noncontractual agreementsbetween businesses
to work towarda common goal or to addressmarket
demand in themost effective way possible. Oneform
this agreement cantake is between coequalpartners,
with thebusinessescontributing similar amounts of
resources, dividing theauthority andresponsibility,
sharing theexpensesand splitting theprofits.

Another typeof strategicalliance is theconsortium, in
which two or morebusinesses cooperate but onebusi-
ness takes thelead. ■

Killer Mistakes
Entrepreneurs,almostby defini tion,are driven,but

thetruly successful are those who motivate and inspire
othersto pushbeyondtheir limits. Herearethekeysto
effective leadershipduringtimes of company growth:

1. Lead by example. Your employees wil l taketheir
cues from what you do,not what you say.

2. Be consistent. Your employees need to know what
to expectfrom you. If you’re rational onedayand
volatile thenext, or if you changetherulesof thegame

Summary: BE THE ELEPHANT
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Strategic Al liances Chart
The following chart illustrates how several companies have enhanced their offerings by forming strategic alliances

with other companies. In each of these cases, the alliance provided mutual benefit to each business.

Company Partner Current Capability Enhanced by Alliance

Bill’s Pizza Star Power Pizza in & delivery One source –– deliver
pizza and a movie

Aunt Jamie’s Cookies Yan’s Gifts & Cakes Homemade baked One source –– cards,
goods and a card cookies, & cakes for all

occasions

Barnes & Noble Starbucks Book sales Increased traffic –– buy a
book, have coffee

ADT Engineering ABCO Design Building highways Added capability to pursue
government contracts

For information on five reasons to create a USP,
go to: http://my.summary.com



without warning or apparentreason, thoseyou’re trying
to leadmaybecomeconfusedandineffective.

3. Be approachable. It’s a hugemistaketo isolate
yourself.

4. Maintain the homefront. Nurtureandsupport
employees’personallives.

5. Excel durin g adversity. Whenhandledproperly,
adversity canbring your teamtogether in waysthat
winning nevercould.Herearesevenstepsto handling a
problem: remaincalm,stall, dig, analyze, plan,execute
andcommunicateyour decision.

No oneis perfect,but always trying to bea better
leader is a necessarysteptowarddeveloping an effective
andharmoniousorganizationwhere all employeesstay
focused anddeliver on thesamegoal: growth.

NeglectingYour Processes
Just askeeping your body’sprocessesworking prop-

erly is thekey to maintainingyour physical andmental
health,designingandmaintaining goodbusiness
processes bringsmultiple benefi ts for thehealth of your
company. Well thoughtout processesenable you to
managegrowth andbuild theorganization.Theyhelp
you develop goodemployees,maintain productand ser-
vicequality and get thebestprice for your company
shouldyou decideto sell it.

This pathof self-destruction can beavoidedif you
takethetime up front to put in place theprocessesneed-
edto handlethegrowth.Processesarethefoundation of
your business;you can’t expect theprocesses of a
smaller businessto supportthe larger structureyour
businessis becoming.

ProcessBuilding
Here is a five-stepprogramfor successful process

building:
Step 1: Createanoverview mapof a central or key

process of your company,outlining in generalwhat the
companymustdo from thebeginning throughtheend
of theprocess.

Step 2: Go through eachstepon theprocessmapand
chartout theactions requiredto complete thatstep.

Step 3: Look for waysto combinetasks for higher
efficiency.

Step 4: Re-examineyour processesin light of your
growth expectations— andmultiply throughput(such
asordersand sales)by three,just to besafe.

Step 5: Createyour “new” processmap.Incorporate

theinformation from thefirst
four stepsto design your new
work flow.

Corrupting theCulture
It’s almost inevitable thatthe

culture will change when the
company grows.Adding employ-
eesor processes to your current
businesschanges the way things
are done. The more newemploy-
ees,new personalities andnew
processes, the bigger thepoten-
tial for a shift in culture. If it’s
managedproperly, growth can
improvethe environment; if not,
it can corrupt the culture.

How do you keep growth
from corruptingtheculture?
First, by being awareof thedan-
ger. Thekey is to acknowledge
thatyour culturewill change. You’ll need to getout in
front of it and lead theorganization througha smooth
transition. Don’t get blindsided, or elseyou’ll endup
conducting damagecontrol — a very precariousposi-
tion to bein.

Smoothing Out theBumps
Here arethemeasuresto taketo ensurethat a compa-

ny’s culturewill evolve smoothly and make a successful
transition to greater growth:

1. Respect the microscope. Your every move wil l be
analyzed,andthemoresuccessyour company achieves,
themoreintensethescrutiny.

2. Share the spotlight. Never forget that no matter
how goodyou are, you cannotdo it by yourself.

3. Involve others in shaping the business.As you
planfor expansion, includeyour best, mostproductive,
mostdedicated people in your discussions.

4. Promotefrom within. It sendsa better message.
5. Communicateeffectively. Communicate success

with thewholeteam — newcustomers, sales records,
industry reviews.

Implementing growth reaches its critical stagewhen
your plans go into thehandsof your employees.This is
a delicate and vulnerable timefor bothyour company
and theindividuals who make it work. Take careto have
all thebasescovered, andas many lieutenantsaspossi-
ble on board for theeffort, before you enter this phase.
If you do,you’ll haveyour best shotat making your
chosengrowth strategya roaring success. ■
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RECOMMENDED
READING LIST

If you liked Be the
Elephant, you’ll also like:
1. Bag the Elephant by Steve

Kaplan. Kaplan shows
owners of small and
medium-sized businesses
how to land the huge
account — the elephant.

2. Small Giants by Bo
Burlingham. Inc. maga-
zine editor Bo Burlingham
shows how unconvention-
al people run purpose-
driven companies.

3. Never Bet the Farm by
Anthony L. Iaquinto and
Stephen Spinelli Jr. The
authors celebrate entre-
preneurship in its entirety,
presenting a framework
that can help entrepre-
neurs reduce risks and
simplify decision making.
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