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Welcome! 
 

As we stated before, ideas are like streetcars, another one is going to come 
along soon.  It is what you do with the idea that is important and it begins with 
having a clear understanding of your concept.   

What is a concept?  Good question.  I answer it this way:  What you are trying 
to do and how you are trying to do it. 
 
People start with a good idea and sometimes begin the process of opening a 
business without properly developing the idea to the point where it makes 
sense to start.  Is the idea a valid one?  
 
Taking an idea and developing it into a business is a very important step in the 
business of opening a business. 
 

In the next 29 minutes, I will give you what I think are the most important 
factors that will ensure that your business concept is ready to be developed 
into a real business.   
 
Let’s get going.  As always, I will present this Handbook in steps and ask that 
you finish one before moving to the next.  I will not use a specific business type 
as our example; rather will deal with business in general. 
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Step #1. Product or Service 
 

The first thing you have to do is decide whether you are offering a product or 
service.  You may be offering both.  A plumber sometimes fixes sinks and also 
sells hot water systems.   
 

Once you have identified what it is you are planning on doing, the next step is 
to write it out on a piece of paper or on your computer.  Be as detailed as you 
can be.  Get right down to the minutest of details.  It is the details that you 
miss that will cost you dearly down the road.  And it is these little $10,000 
mistakes you have to avoid going forward.  If you make too many of those, 
OUCH! 

What is included in your concept document?  Important elements such as:  

 Your business name    
 The store size and set-uo  
 Your ideal customer  
 The products or services you are selling 

and 

 Your staff uniforms  
 The music playing in your store 
 Your prices 

and 

 The advertising on your vehicle  
 Your Website 
 Your Social Media Platforms 
 Your promotional materials 
 

Everything you do in your business revolves around your concept. Before you 
do anything in your business you have to have a clear picture of what your 
business is.  If you can’t describe what is going on in your business a year from 
now; then you don’t have a grasp on your concept.  I am not kidding.  It is 
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work.  Think about it.  You should know everything about your business ahead 
of time. 
 

Step #2. Uniqueness 
 

At this time, you also have to identify what makes your business concept 
unique.  Remember you only have to be 10% different from someone else to 
make a million dollars.  (see McDonalds versus Burger King)  Uniqueness is a 
key to success.   
Why are people going to buy from you - because you are a good person?  
Nope.  Do you solve a problem for them?  It is and always will be about them – 
the customer - and what they want, and need; and not you.   
 
If your concept does not address solving a problem for your customers, then 
you are barking up the wrong tree.  You have to be a true help.  Is someone 
buying a drill because they want a drill?  No.  They buy a drill because they 
need to make a hole. So, you have to have concept that helps someone make a 
hole and to do that they need to buy a drill.  Get it?  
 
You have to not only think about your customer and but also like a customer.  
A customer wants something.  Deliver it and in a unique way so you – your 
business - stands out from your competition.  
 

Step #3. Identify your Ideal Customer 
 

 
This is so often missed.  Your store is not for you.  It is for the people who you 
want to attract.  I see the mistake made over and over where the owner builds 
a business that he or she likes.  Yikes.  You sometimes go into a business and 
the ‘wrong’ music is playing.  Who made that decision?  Is the music ‘right’ for 
the ideal customer?  It should be. 
 
What you have to do is build a business aimed at who you have identified as 
your perfect customer.  Then, you have to learn everything about that person. 
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 Where they live 
 Where they work 
 How much they earn 
 What products they buy 
 How much they usually spend 
 When they like to buy 
 What music they like (remember) 

 
Once you have identified who he or she is, you then must build your business 
to satisfy their needs.  Sounds simple, right?  And don’t worry that you are 
missing a whole lot of people.  You would rather have a small number of the 
RIGHT customers liking you and buying your goods and services rather than a 
whole lot of the WRONG customers buying nothing. 
 
So now that you have identified who they are, you have to market to these 
people.  In what manner do they like to communicate with you?  Do they like 
snail mail or E-mail. Do they use Social Media?  Once you know, you have to 
communicate with them consistently.  If they feel comfortable with you, they 
will see you as an ‘insider’.  Once you are an ‘insider’, stay in touch with them.  
Promote to them.  All the time! 
 
That’s how and why you must identify your ideal customer.  He or she is the 
one who is going to make or break your business.  The more ideal customers 
you can attract, the better chances you have for success.  Think of your 
customers as bricks.  The greater number of bricks the bigger the house; and 
you want a big house, right? 
 

Step #4. Train, train, train  
 

It is imperative that you inform your employees what your concept is.  
 
Let them know the facts about your business: 

 Your history 
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 Your name and its special meaning 
 Your goals 
 Your mission statement 
 Your products and services and the details about each 
 Your delivery or procedures 

 
Your employees are an essential part of your concept. They reflect the concept 
and deliver the experience for the customer. Before anyone works a shift for 
you, put them through a thorough orientation and training program.  It has to 
be clear to them what you are trying to do and how you are trying to do it and 
how THEY fit in. 
  
People like to think that they are part of something so make them part of your 
business.  Always remind them how important you think they are – and MEAN 
it! 
  
Training is not a one-shot deal.  It should be ongoing.  Grow your people and 
your business will grow.  Trust me.  Your concept is built on the backs of your 
employees, and their ability and willingness to deliver it day in and day out, 
and one customer after another. 
 

Step #5. Stay the course 
 

 
Stay true to your concept when you are open and operating.  It may take a 
while for the customers you want to find you; however, if you remain 
consistent and true to your vision, you will eventually attract the people you 
are looking for and in the numbers,  you want and need. 
 
I have seen too many entrepreneurs do their homework and before they’ve 
given their concept a chance, they abandon their original plan and start 
jumping around seeking instant gratification – any sales.  It is those businesses 
that have been well thought out and presented consistently day or over day 
that ultimately succeed. 
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You are going to complete a business plan and part of that exercise includes 
completing a competitive analysis and financial forecast.  You know what is 
going to happen; so let it happen. 
 
If it is in your plan that you want to add 20 customers a month, then put a 
marketing strategy in place to get those 20 people.  Sales are and always have 
been a function of marketing.  Nothing is more important than marketing. 
 

Step #6. Listen and Learn 
 

It is important to listen to what your customers are saying and react to what 
they want.  Remember though, they have to be the RIGHT customers.  Don’t 
listen to those people outside your target market.  You can treat their 
comments with respect; but since they are not your ideal customers don’t 
react to what they have to say. 
 
When you have what looks to be an ‘ideal’ customer don’t hesitate to let them 
know that you respect their opinion and would like to take a moment of their 
time.  If they agree, then be ready to listen and then learn.  If they comment 
about the music level in the store, then act to change it.  By not responding to 
suggestions you are doing more damage than by not asking their opinion in 
the first place.   
 
Having a ‘focus’ group or an advisory board is the best way to achieve your 
goal of constantly improving your concept and the resultant guest experience.  
If you have one or the other, convene the group quarterly to discuss where 
you have been and where you are going.  They will become great customers 
and ambassadors as they will see themselves as important and their opinions 
mattering. 
 
Involve your employees in this process.  A lot of times people will tell staff 
what they would never think of telling you.  Encourage employees to be 
listening and then pass on what they hear.  If they are hesitant give them the 
opportunity to communicate confidentially. 
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Comment cards are a waste of time. If you have a strong management 
presence in your business, you’ll have plenty of opportunity to hear about 
what you are doing properly and doing wrongly.  It is amazing what you learn 
when you talk to your customers. 
 

Step # 7.  Evolve 
 

Don’t trench.  Always keep an eye on how you can improve your concept. 

 There are new ways to do old things 

 Change is important if well thought out 

 Step outside your business and look at it from a customer’s perspective 

Business improvement can be incremental – almost imperceptible to 
customers and employees alike; but it is necessary to stay current and 
relevant.  Hire a business consultant/coach/advisor to analyze your business.  
An objective set of eyes will see things that you won’t. 

An experienced mentor has made a lot of the mistakes you’ll make if you don’t 
listen to them. 

 

Step #8. Referrals 
 

 
If you want to spread the word about your concept, then do not hesitate to 
ask customers for referrals.  This referral thing can be a real issue with 
entrepreneurs.  Some feel that it is ‘below’ them or they don’t want to ‘bother’ 
a good customer.  Forget it.  Be bold.  Be proud.  
 
A referral is like a ‘hot’ lead.  A good ‘hot’ lead should be treated with kid 
gloves.  Maybe you can ask for an email address or phone number.  Whatever, 
tread lightly.  When first contacting them, drop their referee’s name and ask 
for permission to tell them about your business.  Asking is important.  If they 
agree, invite them down to your store or ask to come and see them. 
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Do not overstep your boundaries.  Don’t refer to the referee as anything but a 
good customer.  Do not try and to pretend to be a close friend.  Be honest!  
But spread the word about what you do and how you do it. 
 
If the new person becomes a customer don’t forget to thank the referee and 
make it a big deal.  A new customer is potentially worth a lot of money to you 
over the years so never forget where you got the business from.  
 

Step #9. Competition 
 

 
As you establish yourself in your marketplace you will become the hunted.  
Competitors will be watching your every move and studying your concept.   
 
They’ll be looking at things like:   
 

 What are you doing that they are not?   

 How are you merchandising?   

 How much are you paying your employees? 

 Where and how are you marketing?   
 
Everything.  And they’ll never stop as long as you are in business.   
 
You have to do the same to them.  It is a game but a very important one.  
Gaining and maintaining an advantage is very important in business.  
Complacency can be a killer. Your concept has to be a live thing.  
 
Think about it.  If you go into this battle unprepared or not committed to your 
business concept, the competition will recognize it in a hurry and quickly 
expose your weakness.  Yup, it is like war.  Welcome to entrepreneurship. 
 
You have a concept.  You have thought it through.  You know how to 
implement it going forward.  Congratulations.  You are miles ahead of the 
competition courtesy of having read the:  
 
.
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