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Introduction

Conventional Wisdom Is Just Plain Wrong




The numbers are staggering.

Over half (56%) of all Americans dream of starting their own business. The United States is the land of opportunity, but so few of us ever make the leap to this fundamental aspiration. Work is a central part of our lives. Each week for 35 years or moreover 70,000 hours and often half of the time we are awakemost of us work (and travel to and from work). Yet, only a very few of us ever feel that we set our own course, work at what we do best, and are doing what we most love doing. Indeed, in late 2003, the Conference Board reported that U.S. job satisfaction hit a record low: Over half of all Americans are unhappy with their jobs. The Gallup Organization asked 1.7 million employees in 101 companies from 63 countries, At work, do you have the opportunity to do what you do best every day? Only 20% of the responding employees working at large firms answered yes. Finally, a 2004 Gallup poll found that over 70% of U.S. workers are disengaged from their jobs, meaning that almost three of every four workers have mentally checked out and lost any real commitment to their work or their company.

People are unhappy at work, cant use their unique skills, and want greater control of their destiny. Even more important, they feel theyre wasting an important part of their lives. As Bob Fuhrer, a successful entrepreneur and the president of Nextoy, LLC, said, When I was a kid working as a gofer, it was the older guys in the office whom you would always hear saying, I wish that at some point I had tried to make it on my own. I was determined that when I was their age, I would not have this same regret.

When asked, Well, why dont you start your own business? people most often give reasons related to money. People stay at their jobs because theyre worried about not being able to meet existing financial commitments. They believe that they dont have the financial resources required to successfully start their own businesses. These are certainly important and valid issues, but they no longer have to be the driving force in business life.

Today, the conventional wisdom about how to start a substantial business is just plain wrong. Now, you dont need to raise a lot of money first, you dont need a team of employees, and you dont need limitless financial resources. This book details how in todays business environment it is easier, and more possible, than ever to build a significant business on your own with no employees.

An important related issue is the perception of extraordinary high risk generally associated with starting your own venture. In all likelihood, almost all of the 56% of Americans (you or the person sitting next to you) who would like to be their own boss are aware of the high failure rate often cited for start-ups. The generally accepted rule of thumb is that 40% of new businesses die within the first year, and that over 80% of start-ups fail within the first five years. With widely reported odds like that, its no wonder that people with ongoing financial responsibilities stay put.

This book, however, is also about how to dramatically limit the risk of failure associated with any new venture. You can substantially limit that risk. You can both avoid the mistakes that frequently lead to rapid business destruction and learn the steps that successful entrepreneurs take to avoid failures.

You can never completely eliminate risk. Indeed, life is filled with different kinds of risks. The first time we cross the street alone as youngsters, were taught to limit the risk of being hit by a car by looking both ways before we start out. Starting a business is no different: By taking specific steps before you launch a business, you can increase your chances of success dramatically. It is now far easier to ensure that when you go it alone, you successfully cross the street the first time on your own.

Similarly, you can take specific steps to ensure that in this extraordinarily difficult, competitive climate, your business survives and thrives. This book details and demonstrates these ideas and strategies.

Starting your own business still requires hard work, dedication, and perseverance. In todays hypercompetitive environment it is impossible to suggest otherwise. The approach detailed here requires energy, determination, and discipline. But youll hear from successful entrepreneurs here who consistently say that the freedom of working on your own makes it all worthwhile. They also find that this freedom brings them higher energy and greater focus: When youre on your own, you know that youre capturing the full value of your work. If you work hard, youre the one who reaps the rewards. When you accomplish something, you get the financial rewards and you have the satisfaction of knowing that youre the one benefiting from your efforts.

Finally, an important message of this book is that over the past few years, changes in the way businesses work and in supporting technology mean that there has never been a better time to start your own business. This book details how to conceptualize your business and how to focus your energy and efforts so that you can successfully go it alone.

The Power of Individuals

In part, this book is about the tremendous power of each individual. Americans rarely believe that people can accomplish great things in business on their own. As corporations grow ever larger, the conventional wisdom holds that the potential influence of solo entrepreneurs similarly diminishes. But in fact, the opposite can also be true. Individuals are now more powerful than ever.

This new power may not be entirely good: In ancient times, how much damage could any single person inflict on a group of people? With a stone, a stick, or a sword, one person couldnt harm too many others. With the invention of the machine gun and bombs, this power expanded. Today, we are all painfully aware that an individual terrorist could potentially use miniature nuclear weapons or biotechnology to harm large numbers of people. As our society has evolved, technology has empowered the individual.

This same empowerment in business today can have far-reaching effects. It is now possible for individuals, in a positive sense, to be dangerous in business. Oscar Wilde said that an idea that is not dangerous is unworthy of being called an idea at all. This book is filled with ideas about how you can become positively dangerous in the business world when you go it alone.

Who Should Read This Book

This book is for anyone who has ever dreamed of owning his or her own business. Whether you consider that idea a vague yearning, a dream you hope to realize, or a necessity, this books message is for you.

As a society, we have been led astrayto believe that to start a successful business you need to raise a great deal of money, take enormous risks, and recognize that the odds are you will fail anyway. That is just plain wrong, and this book explains why.

This book is for the one of every two Americans who dream of going out on their own, including:


	Current and former corporate executives and employees who are seeking both greater financial rewards and greater control over their lives

	Anyone who has recently lost his or her job as a result of layoffs and is deciding what it makes sense to do next

	Entrepreneurs who will benefit from the innovative approaches suggested here

	Small-business employees who dream of starting their own enterprises but lack the capital

	Stay-at-home parents who want to reenter the workforce on their terms

	Seniors who want to create their own home business with control over their hours, one that takes advantage of their available time, not their capital



The Story Behind This Book

Its useful to understand how this book came about. In many ways, it represents the culmination of a multiyear odyssey that began at the Yale School of Management. Several years ago, I was coteaching a marketing course that involved the use of new Internet technologies. As I thought more and more about the implications of our subjectand interacted with colleagues and studentsI became increasingly convinced that I was developing a new body of ideas related to starting a solo business. I found these ideas so compellingand so counter to conventional wisdomthat I ultimately decided that there was only one thing to do: test my growing convictions by launching businesses of my own.

On the one hand, I conceived of these businesses as a living laboratory: They were to be a battle test of my seemingly heretical notions. On the other hand, I was also excited by the idea of starting substantial businesses that would let me be captain of my own fate and generate a valuable income for my family.

To date, I have started several businesses based on these ideas. One of these, Speed Anywhere, Inc. (www.SpeedAnywhere.com), is discussed at length in this book. The principal result of these efforts is my absolute conclusion that in appropriate circumstances, the ideas in this book have substantial merit. At the height of the telecommunications collapse, I launched what quickly became one of the nations largest business-to-business broadband marketing firms. While the telecommunications industry lost 500,000 jobs and announced spectacular bankruptcies, I launched the business with almost no start-up capital, achieved profitability quickly, and served over 15,000 customers. For most of its life, Speed Anywhere has relied entirely on one part-time employee: me.

The results of my next business, Health Plans Today (www.HealthPlansToday.com), further added to my confidence in the ideas contained here. Within a month of its launch, I was one of the leading marketers of health insurance services on the Web. Today, over 2,500 different individuals and companies, both large and small, market health insurance services on the Web. My business quickly reached the top ranks of this overcrowded, extremely competitive market.

As the idea for this book took hold, I added a third leg to the support that then consisted of my ideas and my real-life experiences: I located and interviewed a large number of entrepreneurs who had similarly built substantial businesses with few or no employees and limited start-up capital. This research both expanded and confirmed my evolving ideas: These entrepreneurs expressed ideas that paralleled my own. In diverse industries, they employed similar operating principles and had surprisingly similar experiences. In this book, youll meet many of these people. Youll see that they have all developed their different businesses according to some remarkably uniform ideas and approaches.

With this wealth of data and experience, its time to debunk myths and demonstrate that a new age of entrepreneurship has begun.









    

1

Overview: The New Go-It-Alone Business




The Emergence of the Go-It-Alone Entrepreneur

A fundamentally new class of entrepreneur is emerging: the go-it-alone entrepreneur. Businesses run by these entrepreneurs are characterized by three defining criteria:


	The business is started with a minimal investment, and the founder or founders retain full ownership and control of the enterprise.

	The business is run entirely by a small number of people, generally from one to six.

	The founder does not set out to create a small business. He or she is working from the premise that the business has unlimited revenue potential.



To the founder or founders, a go-it-alone enterprise is small only in the numbers of workers it employs. Its designed to generate substantial financial returns and to play a sizable role in the business world.

The implications of these defining criteria are significant. When a business starts with a minimal investment, the enterprise must focus on generating cash from the outset. This, in turn, suggests that the business is able to swiftly develop a paying customer base. Unlike many start-ups, go-it-alone businesses dont have a gestation period where dedicated, full-time employees spend months developing plans and products.

Additionally, go-it-alone business is not simply a fancy term for a free agent or a freelancer. These businesses provide their founders with far more stability than freelance work and more personal rewards than franchising. These entrepreneurs are building a substantial asset. They have control of their own destiny. In difficult economic times, free agents and freelancers are typically in the extraordinarily frustrating position of waiting for the phone to ring. In contrast, go-it-alone entrepreneurs always a have focus for their energies and an asset that will provide them with an income stream.

Moreover, freelancers, free agents, and many small-business owners typically work on an hourly or daily rate, or they charge by the job. In all of these cases, they depend entirely on what they can produce as individuals, and their earnings are tied to the clock. They have not established a business system that allows them to magnify or leverage their skills. As a consequence, their earnings are inherently limited. Go-it-alone businesses dont suffer from this income constraint.

Its equally important to recognize that go-it-alone businesses can be started by almost anyone working in almost any sector of the economy:


	Go-it-alone businesses are created by all types of people. They are not limited to young people with nothing to lose, masters of the Internet, or sophisticated former corporate executives. They include women, former corporate employees of all kinds, seniors starting newly independent careers, people of all nationalities, stay-at-home parents who are rejoining the workforce, and individuals of all types and all ages who are pursuing their passion, realizing greater financial rewards, and achieving far greater control of their lives.

	Go-it-alone enterprises create a wide range of products and services for businesses and consumers, as demonstrated by the examples and case studies in this book.



Successful go-it-alone businesses are not haphazard undertakings. If a go-it-alone business were a house, we would say that it was built on a well-constructed foundation, using a blueprint that involves several core engineering ideas. The ideas that form this foundation are discussed next.

The Idea of Personal Leverage


Give me a lever and a place to stand and I will move the world.

Archimedes



Achieving leverage and the amplification of your skills is the keystone to becoming a successful go-it-alone entrepreneur. A Roman arch cannot exist without its keystone. Similarly, an entrepreneur can turn his or her unique skills into a keystone that holds together a variety of outsourced services. Thus, a substantial go-it-alone business depends on the effective application of leverage and extreme outsourcing. The impact of one or a few peoples talents can now be magnified through the combination of these two factors to an extent that was inconceivable even a few short years ago.

One simple example of the kind of leverage that exists today is generally evident in any Internet-based retailing effort:


	In the past, some of the functions required of any potential store proprietor included renting physical space, designing and furnishing the store, staffing the store during all hours of operations, and attracting walk-in traffic to the store through local advertising and other means. All of these activities took time, a substantial upfront cash investment, and multiple employeesleading to a substantial start-up cost and substantial operating expenses.

	In contrast, powerful, easy-to-use tools now make it possible for anyone with an idea for a store in the online world to get up and going at almost no costin a matter of hours. The Yahoo! Store, for example, typically charges under $100 per month and provides a full e-commerce suite. In the virtual world, unlike the physical world, stores are generally leased on a month-to-month basis: No large financial commitment to a multiyear lease is required.



That is not to suggest that Internet retailing is always a good business or even that it is an easy business. In fact, it can be an intensely competitive and often difficult business. The point is that in the past, it was not possible for a single person without access to capital to even consider participating in the business arena. Until recently, you either had to risk a great deal of money and timeif you could afford bothto start your own retail business or had to remain an employee somewhere. Today, the cost and time involved in becoming your own boss has decreased dramatically.

The risk of striking out on your own today can also be significantly decreased. Now, a person with a skill, a strong service idea, or an innovative product idea can achieve leverage through a wide range of inexpensive, easy-to-use services. The costs and time involved in getting a new business off the ground are substantially lower, which in turn makes such an effort a far less risky undertaking.

In this new working environment, the individual stands at the center of a carefully constructed business system. In Archimedes world, physical power was amplified by combining a lever with a fulcrum. In todays world, business strength is achieved when you become the fulcrum, and the business system that you establish is the lever. It is now possible to amplify your own power by creating an effective business system.

For example, my company, Speed Anywhere, operates a fully automated system for channeling potential prospects for broadband to large telecommunications companies that will follow up with dedicated sales efforts. As a consequence, the vast majority of my time and energy concentrates on my marketing activities. And the total business system leverages these activities. If I implement an idea that cost-effectively doubles the number of prospects generated, everything else simply flows through the automated system with minimal increases in cost and no delays in time or efficiency.

Do What You Do BestLet Others Do the Rest

The idea of the virtual corporation is a myth. The idea of the extraordinarily focused business is the important reality.

Every successful go-it-alone entrepreneur has a very real skill that can range from an expertise in Internet marketing, to a graphic-arts capability, to a gift as a high-energy entertainer, to an expertise in using specific software, to a mechanical orientation, to a talent for routinizing complex activities. What distinguishes all of these businesses is that the founders have figured out a way to focus their efforts almost entirely around their individual skillsaround what they do best. These owners have outsourced all other business functions to people who can provide them better or more cost effectively.

In The 80/20 Principle: The Secret to Success by Achieving More with Less, Richard Koch persuasively argues that most of us only make good use of 20 percent of our time. The remaining 80% is typically spent on activities that make little difference to our overall success. Similarly, in Now, Discover Your Strengths, Marcus Buckingham and Donald Clifton studied the results of over one million Gallup poll interviews related to job activities and found that the real tragedy in life is not that each of us doesnt have enough strengths, its that we fail to use the ones we have. In contrast, successful go-it-alone entrepreneurs have figured out how to structure their businesses as systems that allow them to spend far more of their time on the meaningful, productive activities that take advantage of their greatest strengths. In Kochs terminology, they are able to significantly move the time spent on high-value activities up from 20 percent.

The best way to describe this systematic approach is extreme outsourcing. Here, outsourcing does not mean sending jobs or functions out of the country (the practice of offshoring). It simply means that a specific function is handled not by the entrepreneurs business but a separate business. Extreme outsourcing is farming out absolutely everything except the core functions, which are designed to capitalize on your greatest strengths. Today, this type of outsourcing is easier than ever because of the Internets communications capabilities, creating the instant exchange of information between separate companies that can be physically located thousands of miles apart.

Quite simply, innovative go-it-alone entrepreneurs employ extreme outsourcing because they recognize that their most valuable asset is their time, which allows them to achieve an unprecedented degree of focus. They know that they may be capable of doing many things, but they are constantly setting priorities that will best build their businesses. Go-it-alone entrepreneurs may be superb computer programmers, salespeople, or graphic artists, but they wont hesitate to outsource these functions if another entity can perform them well and cost-effectively. As much as possible, these entrepreneurs spend their time using the unique skills that make their businesses valuable.

A typical classic entrepreneur might say, Yes, I can grow my business on my ownif I can only find 300 hours in each week. By outsourcing all the noncore functions of the business, the go-it-alone entrepreneur effectively creates those 300 hours a week!

John Maxwell, a leading authority on leadership, addresses the value of focus from a different perspective. In Thinking for a Change: 11 Ways Highly Successful People Approach Life and Work, he discusses research that has demonstrated that simply having too many tasks, even if you have the time to do them all, is a distraction that can radically decrease your effectiveness. Switching from task to task can cost up to 40 percent efficiency, he notes. To create a working system that allows you to focus, you must create free time by limiting the sheer volume of different things to be done. Go-it-alone entrepreneurs do this through extreme outsourcing. In contrast, the vast majority of traditional solo entrepreneurs will tell you that they administer everything. They are the chief cook and bottle washer, as well as the CEO. The importance of this distinction cannot be underestimated.

Extreme outsourcing is, of course, closely related to personal leverage, discussed earlier. Indeed, they are the flip sides of the same coin. Go-it-alone entrepreneurs stand at the center of a highly focused business system, and their activities can be leveraged to provide extraordinary returns.

Relentless Repeatability: The Key to Leveraging Your Business

To succeed, your business must do something that is repeatable. In Beyond the Core: Expand Your Market Without Abandoning Your Roots, Chris Zook borrows a well-known phrase from golf legend Ben Hogan, relentless repeatability. Hogan described this ability as the secret to his extraordinary success. As Zook notes, it is an apt term for one of the most critical elements in the growth of companies, the discovery of a repeatable formula to drive profitable growth.

Similarly, there is a well-known adage that is often repeated to people who are launching business consulting ventures: Until you have generated at least one client that you did not know before you started consulting, you have not succeeded. The point here is that it is easiest to build on pre-existing relationships and sell services to people you already know. But ultimately, you will exhaust this pool. To thrive, you need a mechanism for repeatedly selling your services to a broader pool of clients.

The essence of a repeatable business is the ability to create processes and systems that determine exactly how the business will work. Heres a useful test: Is it possible to write in a notebook all of the information on how your prospective business will work? If so, then you have created a repeatable system. I am not suggesting that you undertake such a time-consuming exercise. I am, however, saying that you only have a repeatable formula when you have simplified and routinized your activities to the point that such a manual could be created.

To apply the concepts of leverage and extreme outsourcing discussed earlier, you need a repeatable formula. Its the formula that determines which ingredients of your business should be outsourced and leveraged. A case study at the beginning of Chapter 5, pages 106108, shows how these concepts can be applied to create a winning business and demonstrates that you can create a repeatable formula for almost any kind of activity.

Good Ideas are Everywhere

Sometimes people assume that the key to entrepreneurial success is finding that one incredibly good idea. This suggests that there is a shortage of good business ideas. But in fact, one of the central findings of my ongoing research is that there is an abundance of good ideas. As detailed in Chapter 3, The Great Shift in Whats Possible, the rapid changes occurring in the way business works are daily creating more and more opportunities for go-it-alone entrepreneurs.

Where do good business ideas originate?

The answer turns out to be far simpler than most people imagine. Over and over again, successful go-it-alone entrepreneurs find their inspiration in solutions they developed for their own real-life problems. They typically encounter a problem, solve it for themselves, and then conclude that if I needed this, other people probably do as well.

Mr. Trademark (www.MrTrademark.com), which provides online trademark searches and related services, is one example that illustrates this point. Joe Strahl, the founder of this business, was formerly the owner of Prison Life magazine. When copyright issues related to the magazine arose, Strahl found that rather than pay a lawyer, he could research existing trademarks for free through a database that was available at the New York Public Library. After completing this work, Strahl realized that the basic research to determine the existence of any trademark conflicts does not require a lawyer. He concluded that he could build a profitable business around this research service. The benefits Mr. Trademark offers include far lower costs than those of lawyer-guided trademark investigation services and guaranteed 24-hour turnaround.

Mr. Trademarks beginning is far more the norm than the exception. In fact, the majority of the go-it-alone businesses described here started the same way: The founder solved a problem in his or her own life.

I often find myself in situations where people are discussing good ideas for start-up businesses. These days, I participate by asking one simple question with two missing words: In the past few weeks, when have you said to yourself, I wish that there was a _______ so that I would not have to _____, and how did you solve this problem? The answer is often the basis for a strong go-it-alone business idea.
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Principles for Success




Go-it-alone entrepreneurs have carefully thought through the dynamics of their business system and eliminated the potential bottlenecks to growth. With few exceptions, these businesses share several core operating principles: These stand at the heart of every successful go-it-alone business. Weve already discussed three of these: personal leverage, extreme outsourcing, and relentless repeatability, that enable founders to focus on what they do best. The remaining 10 principles, listed below, are discussed at length in this chapter:


	Focus on reducing the risks associated with a potential failure.

	Never get too far ahead of your customers.

	Make a rigorous commitment to flexibility and ongoing innovation.

	Create the ability to scale.

	Maintain an experimental attitude.

	Take yourself off the clock.

	Master the potential of new technologies.

	Develop a bias toward action, starting with small steps.

	Affirm your determinationmake a commitment to find a way.

	Only use off-the-shelf products and services.




Focus on Reducing the Risks Associated

with a Potential Failure

There tends to be a general belief that entrepreneurs are somewhat like Don Quixote: They fearlessly go forward, at tremendous peril to themselves and in the face of overwhelming odds. In fact, the idea of the entrepreneur as a bold, swashbuckling risk-taker is a modern myth. Yes, there are flamboyant entrepreneurs who may repeatedly risk everything, but they are the exceptions, not the rule. In general, todays successful entrepreneurs are a surprising mix of prudence and courage: They arent afraid to try new things, but they first do everything they can to reduce all costs and risks.

Go-it-alone entrepreneurs are optimistic but realistic. Though they recognize that risk is an essential part of business, they are constantly asking themselves, Now how can I limit the damage if this does not work? By limiting their risk, they work to ensure they will still be in business even if a particular initiative doesnt work.

In March 2001, eMachines (www.eMachines.com) was in dire straits, and Wayne Inouye was hired as the new CEO. Most analysts assumed that Inouye would head straight for bankruptcy court. Instead, Inouye engineered one of the most stunning turnarounds in recent memory. After eMachines overtook Gateway (www.Gateway.com) to become the nations third largest desktop PC company, the two companies chose to merge, with Inouye becoming CEO of the combined company.

Inouye echoes this generally unrecognized aspect of successful entrepreneurs: We are used to thinking of entrepreneurs as people who embrace tremendous risk. In my experience, successful entrepreneurs do everything they can to limit risk. They may take a risk on a new business model or a concept that has not been tried beforeand they are not afraid of risk, but within that framework, they do everything they can to limit the costs of failure.

Go-it-alone entrepreneurs actively manage risk. Indeed, its common for them to find a way to test the validity of their business idea before making it a full-time effort. As we will see, a surprising number of successful go-it-alone entrepreneurs start businesses in their spare time before they quit their day jobs.

For example, Niveus Media (www.NiveusMedia.com) produces an all-in-one low-priced entertainment PC that combines the power of a computer with the functionality of a digital video recorder (DVR), a DVD player, and an MP3 jukebox that has received rave reviews. The companys innovative business model was lauded in Business 2.0 magazine. Nonetheless, Tim Cutting, Niveus Medias CEO, is happy to point out to that he and his two partners built their entire business at night and on weekends while maintaining their existing jobs. At the time the Business 2.0 article was published, Cutting was an employee at Sun Microsystems.

Whats particularly relevant here is that by maintaining their day jobs, Tim Cutting and his partners dramatically reduced the risk associated with starting their own firm. With a new baby in the house, he wanted to pursue his dream of starting a new business but did not want to put financial pressure on the business to yield instant profits. And, as he said, What if despite all of the best-laid plans, we discovered a flaw in the business? By starting it in their spare time, Cutting and his partners got the business off the ground with minimal personal risks.

The story of Tim Cutting and his partners illustrates two important tactics of go-it-alone entrepreneurs: While they are still refining their business concept (1) they reduce risk by gaining as much experience as possible with paying customers, and (2) they avoid putting pressure on the business for fast financial success by keeping their day jobs.


The high value of working with actual customersas opposed to relying on market researchis particularly noteworthy in light of with a well-publicized business failure that occurred last winter. MedImmune, a Maryland-based biotechnology company, developed FluMist, a flu vaccine that is administered as a nasal spray rather than a potentially painful shot. The company and Wythe, the comarketer of the nasal spray, forecast sales of four million to six million doses in the first year. This






Never Get too Far Ahead of your Customers













Make a Rigorous Commitment to

Flexibility and Ongoing Innovation



Flexibility in Action






	Gourmet Gatherings (http://GourmetGatherings.com), a highly successful San Franciscobased culinary entertainment company that now specializes in corporate team-building events, private cooking parties, and social events. The company was launched with the belief that we would primarily be creating parties for individuals, says Shannan Bishop, one of the two founding partners. In fact, over 60% of the firms business now comes from the corporate market, which has very different needs and requirements.

	Emoonlighter.com, now Guru.com (www.Guru.com), was launched as a marketplace for individuals with full-time jobs seeking part-time evening and weekend work. However, it succeeded as a marketplace for contract workers pursuing full-time projects.

	Speed Anywhere was launched as a consumer-oriented broadband marketer. Yet, the business succeeded only after it became a business-to-business marketer.





Innovation in Action





	Lars Hundley, the founder of CleanAirGardening.coman online environmentally friendly gardening storeoperates a go-it-alone business through extreme outsourcing: He is the only employee. He finds that no matter how good I think a product looks, I never know if it will actually sell on the Web. It may be that for some reason I dont realize buyers want to see and touch it. Or I may not realize that a version of the product is already available in every corner store. Hundley uses a dual testing technique. First, he tests sales of the products on eBay. If the product does not even fetch his wholesale cost, he knows he has a loser. On the other hand, products may sell on eBay for more than his anticipated retail price, which is the first encouraging news. Once a product survives the eBay test, he will buy a few items from the wholesaler and test sales on his Web site. If they perform according to his predetermined metrics, he will make a larger commitment to the product. If not, he is likely to drop it.

	At Speed Anywhere, I quickly realized that a key to marketing was product segmentation: I wanted buyers to recognize that a specific site could absolutely meet their needs. So I went from general broadband business lines, such as T1 Anywhere (www.T1Anywhere.com) (a T1 is a basic business broadband connection) to more specialized offerings such as private lines, offered through Private Line Anywhere (www.PrivateLineAnywhere.com). From the beginning, I consciously designed my business systems with enormous flexibility. Because of that, and with experience, I could launch a new service at almost no cost in under 4 hours. I also developed some proprietary targeted advertising techniques, using search engines, that allowed me to see how prospects responded to the siteand estimate its overall potentialfor less than $50. In essence, I created a mechanism to continuously expand my product line with a minimal dollar investment and a relatively small investment of my time.

	Joe Strahl, the founder of Mr. Trademark, found himself in the fortunate but not uncommon position of working with customers who told him how he should expand his services. Strahl said: We would finish a trademark search and then a customer would ask us if we offered other services such as trademark filing or preparing patent applications. I started to call this the do you do this phenomenon. I always said sure. Then we would meet that commitment and in the process decide if this was a service we wanted to offer on a regular basis. Strahls metrics required that any service offered on a regular basis by Mr. Trademark be largely automated and generate, on average, a specific profit number for every 15-minute period allocated to serving a client.

  Mr. Trademarks approach is noteworthy for two reasons: Its one clear demonstration of how successful go-it-alone entrepreneurs also turn down paying business. By establishing clear profit objectives, Strahl could quickly assess whether specific activities were worthwhile. Unfortunately, many start-up businesses are seduced by the lure of revenues without clearly assessing the profitability associated with these revenues. It also demonstrates how customers are often the best source of new product ideas. Unsolicited customer requests for related new services are a recurring theme for go-it-alone entrepreneurs. This is one of the many reasons the most successful solo entrepreneurs work extra hard to stay in close touch with their customers.





Create the Ability to Scale



Maintain an Experimental Attitude






	Just as you want to design your business with the flexibility to shift your product mix, you also want to be constantly operating live tests of potential improvements in your core business. For me, this means that at any one moment I am conducting somewhere between 5 and 10 different tests of how services are marketed on the Web.

	You can, in part, measure whether you are living up to this goal by the time you devote to the process. My rule of thumb is that at least 1 hour a day should be devoted to creating and administering tests of new business initiatives.






Take Yourself Off the Clock








	JangoMail (www.JangoMail.com) is a sophisticated e-mail management service provider for over 300 clients in 2004, including Nokia, Epson, Reuters, Wells Fargo, and General Motors. The company is profitable and has two full-time employees. Ajay Goel, the companys CEO, started the company specifically because he wanted to create a business that had a recurring revenue stream and did not require constant selling to prospects and previous customers. He wanted a business that would leverage his time and talents.

  Its noteworthy that the development of JangoMail reflects an evolution: In 1998, Goel started a successful Web development company that was quickly profitable. Over time, he saw that to grow in revenues and profitability, he needed to develop a different type of business: one that provided real value by continuously leveraging assets, not by charging for development or time. Goels first attempt involved Internet content and was unsuccessful, but he was still determined to make the jump. The origin of JangoMail is one of many examples of the notion advanced earlier: that actual experiences with real problems are the best sources of new business ideas. During the course of a Web development project, Goel realized that there was a need for an e-mail management service that could easily tie into existing corporate e-mail databasesand that no such service existed. JangoMail was created to meet this need.

	Sherman Eisners A&E Home Security Company (www.AESecurity.com) is a Web-based retailer of do-it-yourself home security systems. Eisner, who notes that he has always been mechanically inclined, believes that his unique strength is the ability to envision a customers problems and walk them, over the phone, through solutions. Eisner has tied this skill to a retail business and has built a strong, nationwide presence. A central part of Eisners success is that he can provide essential sales support and customer service over the phone without leaving the office, meaning that his time is highly leveraged. Moreover, his customers benefit from a pricing model that reflects self-installation, yet they can access his expertise in choosing and installing systems.

	Deborah Fischman owns Food and Balance (www.FoodandBalance.com), located in South Salem, New York. Fischman, who is also a full-time mother, was looking for a business endeavor she could operate from home that meshed with her family responsibilities, her passions, and her skills. She studied at the Institute for Integrative Nutrition in New York City and now provides counseling to people who know they could feel and be healthier if they adopted different food and lifestyle choices. She started her business by providing clients with a 6-month program that included two individual sessions each month and one group cooking class.

  As she has been building her business, Fischman has started to focus on two factors: (1) Does she have something of continuing value that she can offer clients who have finished her 6-month program? (2) Can she leverage whats unique about her services in order to get more out of her time? Fischmans solution is worthy of note. She has found that her cooking classes serve multiple functions for clients: reinforce the goals developed in one-on-one sessions; provide attendees, who share common goals and interests, a support network; and provide a fun, social occasion.

  To leverage her time and create an ongoing income stream, Fischman is planning to offer clients who have finished her 6-month program the opportunity to pay a modest monthly fee in order to continue attending her cooking classes and receive other benefits (such as an e-mail newsletter with appropriate recipes and nutrition tips.) In effect, Fischman is now creating a hybrid business model: Her base business is highly time-dependent, but she is adding services that offer high value to her customers, are far more leveraged (as measured by her revenues per hour of work), and provide a means for her to increase her income.





Master the Potential of New Technologies



	Companies that are not Internet businesses use Internet services to leverage their time: Gourmet Gatherings, the culinary entertainment company, uses inexpensive Internet-based services to coordinate assignments for its many events. Irwin Toy (www.IrwinToy.com) uses the Internet to work with designers across North America and make decisions about product modifications in real time. In the past, to work with off-site designers was either impossible or we would have had to send materials back and forth by courier in a lengthy decision-making process, notes principal George Irwin. Now, we are all simultaneously looking at the same images on the Web. We save enormous amounts of time and can make better decisions faster. (See Chapter 3, pages 7477, for a description of Irwins innovative go-it-alone toy business.)

	Retailers take advantage of the opportunities created by new Internet technology: In essence, the Internet allows entrepreneurs to aggregate the entire nation into a small community. During the 2003 Christmas shopping season, the New York Times reported that the number-one seller in Amazon.coms specialty meat department was, at one point, elevages magret duck breast from Fossil Farms. The duck topped offerings from such well-known brands as Omaha Steaks. While there may not be enough people in any one geographic community with an interest in a specialty item, the Internet turns the entire world into a single shopping neighborhood. Lance Applebaum, Fossils CEO, notes that the company is a small business, but Amazon (www.Amazon.com) lets us show off on a worldwide basis. Another example of Internet-based retailing, which simply was not possible a few years ago, is, of course, eBay (www.ebay.com). Over 400,000 people now report that eBay is their main source of income.

	Enterprises take advantage of the phenomenon of unbundling, an inherent result of the Internets growth: For example, local telecommunications agents used to find, sell, and install lines in a specific geographic area. Now, these three functions are exploding apart. Speed Anywhere starts this chain of events by finding the prospects. The Internet makes seamless handoffs possible, so that all of these functions no longer have to operate under one roof. Instead, specialized businesses can do what they do best, and then pass their work on to the next specialized participant in the chain. Indeed, the significance for go-it-alone entrepreneurs of the accelerating trend toward such unbundling is explored at length in Chapter 3, pages 7079.




Develop a Bias Toward Action, Starting with Small Steps



















Affirm your DeterminationMake a Commitment to Find a Way










Your Passion Is an Important Part of Determination





Only Use Off-the-Shelf Products and Services




Conclusion
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GO IT ALONE

DO WHAT YOU DO BEST
LET OTHERS DO THE REST

Bruce Judson

author of the bestselling NETMARKETING
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