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Before You AddMore

The first sale changes the problem. Before it, you are trying to learn
whether an exchange should exist. After it, somebody is waiting for you
to make the exchange work.

That responsibility is easy to underestimate. A founder can still oper-
ate through memory, late-night effort, and personal goodwill when there
are 3 customers. The same habits become fragile at 8. Work is accepted
without checking capacity. A proposal contains a promise the delivery
process cannot support. An invoice is sent late. A customer asks for an
update, and the foundermust reconstruct the status frommessages, notes,
and anxiety.

This book builds the smallest complete operating systemaround one ob-
ject: the customer promise. The promise moves from attention to qualifi-
cation, agreement, payment, delivery, proof, and either a repeat purchase,
a referral, or an honest end. Every chapter helps you see or strengthen one
part of that path.

You will meet 3 transparent composite businesses. Maya runs accessi-
bility audits for small software companies. Leon sells a cohort-based train-
ing program for new team leads. Priya produces a limited line of desk or-
ganizers through a contract workshop. They are not hidden case studies.
Their numbers exist tomake the decisions concrete, and every assumption
is stated.

Use the book in order if your first demand signal is recent. If customers
are already waiting, begin with the promise path, work-in-progress limit,
and cash calendar. Return to the offer chapters once the immediate com-
mitments are visible.

The objective is not to make a tiny company behave like a large one.
It is to stop the founder from being the only place where the business is
legible.

Small is fine. Invisible is not.

xi
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Part I

Turn the Test Into an
Offer

1



CHAPTER 1

You Have a Signal, Not a
Machine

A paid pilot or a small run of orders changes the evidence. It does not turn
the business into an operating machine. Early success creates dangerous
permission: founders expand the offer, add channels, accept exceptions,
and buy tools while the cause of the signal is still unclear.

The first work after validation is preservation. Preserve what the cus-
tomer actually bought, what made the exchange possible, and what deliv-
ery taught you.

A demand signal earns a controlled repetition. It does not earn uncon-
trolled scale.

Record the Exchange as It Happened
Write the successful exchange as a complete event:

Two product managers at software companies with fewer
than 50 employees bought a fixed-scope accessibility audit for
$1,200 after a referral. Each supplied 5 screens, received a pri-
oritized report in 8 working days, and attended a 45-minute
review.

Every phrase constrains the evidence. The buyer was not every tech-
nology company. The route was a referral, not repeatable search demand.
The result was a bounded audit, not permanent accessibility. Remove
those conditions and the statement grows more impressive while becom-
ing less true.

2



SEPARATE REPEATABLEWORK FROMHEROICS 3

Maya, the composite audit founder, is tempted to advertise complete
digital accessibility. Her customers did not buy that. They bought a deci-
sion aid: which issues matter first, how they can be reproduced, and what
the product team should do next.

Build an exchange record with 7 fields:
1. buyer and buying role;
2. triggering situation;
3. result promised;
4. scope and exclusions;
5. price and payment timing;
6. route through which the buyer arrived;
7. actual effort, elapsed time, defects, and follow-up.
If one field is unknown, mark it unknown. Do not repair the record

with hindsight.

Separate RepeatableWork fromHeroics
The first delivery is often subsidized. You think about the problem dur-
ing dinner, answer messages immediately, and make unpriced revisions
because you want the customer to be delighted. The customer receives a
good result, but the method contains labor nobody measured.

List every intervention that would be difficult to repeat:
• work outside the stated delivery window;
• favors, personal access, or unusual trust;
• missing inputs repaired for the customer;
• decisions held only in memory;
• rework hidden by not recording time;
• free additions made to avoid a difficult conversation.
These are design signals. A heroic intervention reveals a weak bound-

ary, missing input, poor acceptance criterion, or price that cannot support
the work.

Leon runs live training for new team leads. His pilot succeeds because
he spends 30 minutes after every session answering private questions. At
12 people, it ismanageable. At 40, the same promise creates 20 extra hours.
Leon can cap enrollment, price the access, move it into office hours, or
remove it. Working harder is not another operating model.



4 CHAPTER 1. YOU HAVE A SIGNAL, NOT AMACHINE

Find the Dependency
An early sale can depend on the founder, offer, buyer, route, or moment.
Ask what would change if the exact exchange were repeated 5 times.

If every sale requires a warm introduction, distribution is not repeat-
able. If every delivery requires the founder’s judgment, delegation is not
ready. If customers buy only before an annual deadline, demand may be
seasonal.

Dependency Evidence now Next bounded test

Buyer 2 managers bought Approach 5 similar
managers

Route Both came by referral Request 3 specific in-
troductions

Delivery Founder did all work Time each stage and
standardize inputs

Payment Full price upfront Repeat the same terms
Quality Both accepted Define acceptance be-

fore the next audit

Do not test every dependency at once. If you change buyer, channel,
price, scope, and delivery together, the result cannot tell youwhich change
mattered.

Choose the Next Commitment
The next stage should be just large enough to reveal repetition. For many
small businesses, that means a batch of 3 to 10 exchanges.

Set the offer version, maximum active customers, available capacity,
evidence to record, and pause conditions before the batch begins. Priya
receives 18 preorders for a desk organizer. The workshop can make 25
units, but the finish has been tested on only 3. She limits the batch to 20,
reserves 2 units for inspection, and promises shipment in 21 days instead
of repeating the workshop’s optimistic 10-day estimate.



CHOOSE THE NEXT COMMITMENT 5

WATCHOUT

Donot use customermoney to finance an experiment whose delivery
risk you have concealed. If you use preorders, make the schedule,
cancellation route, and uncertainties visible.

Put It toWork

□ Write the strongest demand signal as a scoped event.
□ Mark every piece of hidden labor.
□ Name the dependency most likely to prevent repetition.
□ Define the next batch and its pause condition.
□ Refuse expansion that prevents you from reading the result.

The first sale is a door. The operating system decides whether it leads
anywhere.



CHAPTER 2

Make the Offer Operable

An attractive offer can still be impossible to operate. Helping teams move
faster may sound valuable, but it does not tell a customer what will hap-
pen, what must be supplied, when the work ends, or how either side will
recognize completion.

An operable offer is a promise with edges. Those edges are part of the
product. They let the customer judge the exchange and let the founder
price, schedule, deliver, and improve it.

The 8-Part Offer Specification
Write the offer on one page.

Buyer and trigger
Name the person able to enter the exchange and the event that makes
action timely. New managers leading their first 3 to 8 direct reports is
useful. Leaders is not. The trigger might be an upcoming performance
conversation, product release, recurring failure, or seasonal deadline.

Result and deliverables
State progress without claiming control over outcomes you do not control.
Maya can promise a tested, prioritized report with reproducible findings.
She cannot promise permanent legal compliance. Deliverables make the
result inspectable: report, review, files, units, sessions, or decisions.

6



TURN ADJECTIVES INTO CONDITIONS 7

Customer inputs
Specify what the customer supplies and by when: access, content, mea-
surements, approvals, attendance, or a decision-maker. A timeline that
ignores customer inputs is not a timeline.

Boundary
Name exclusions, revisions or units included, support window, and the
condition under which a change becomes new work. Boundaries should
clarify fit, not ambush the buyer.

Price and terms
Record amount, currency, taxes where applicable, deposit, milestones, re-
fund conditions, expiration, and late-payment treatment. Actual rules de-
pend on jurisdiction. The operating principle is universal: neither side
should have to infer the terms.

Completion
Define done. Completion may be signed acceptance, transfer of all listed
files, confirmed shipment, the final session, or expiry of a review window.
Work without a completion rule leaks support and attention indefinitely.
One-page offer test

A competent person should be able to answer 5 questions: Who is
it for? What changes? What is included? What must each side do?
How does it end?

Turn Adjectives Into Conditions
Offer language hides uncertainty inside adjectives: fast, premium, com-
plete, personalized, flexible, unlimited, expert, and guaranteed.

Fast becomes an initial report within 8 working days after all access is
received. Personalized becomes one 30-minute review using the partici-
pant’s submitted scenario. Unlimited support becomes email questions



8 CHAPTER 2. MAKE THE OFFER OPERABLE

about the delivered report for 14 calendar days. Premium materials be-
comes a named material, finish, or tolerance.

The dangerous adjective is custom. Some work must be custom, but
the offer should namewhich decision varies. Maya uses a standard intake,
test sequence, severity scale, and report. The affected screens and findings
vary. Leon uses a common curriculum while each participant supplies a
real conversation for practice. Standard structure creates room for useful
judgment.

Design the Change Rule
Scope changes are predictable. A customer supplies 14 screens instead
of 5. A participant asks for private coaching. A product buyer wants an
engraved unit after ordering the standard finish.

Use 4 steps:
1. identify the requested change;
2. show its effect on price, date, quality, or another commitment;
3. offer the available choices;
4. obtain agreement before altered work begins.
The rule prevents a founder from choosing between silent resentment

and abrupt refusal. It keeps the customer in control. Yes, with the conse-
quence shown, is often better than either anything you want or that is out
of scope.

Price theWhole Promise
A task price counts visible production. A promise price must also support
intake, sales, coordination, review, payment delay, reasonable correction,
records, and unused capacity needed to keep a deadline.

Maya estimates 10 hours for testing and writing and prices the work at
$800 using an $80 production rate. The project also requires qualification,
intake cleanup, review, presentation, billing, and expected correction. The
full promise consumes 15 hours. Her price produces about $53 per hour
before expenses, not $80.



CREATE A TRUTHFUL SALES SURFACE 9

For a physical product, include rejected units, packaging, payment fees,
support, returns, and replacement. For education, include preparation,
moderation, attendance variation, and feedback.

This arithmetic does not set the right price. It reveals the promise the
price must carry.

Create a Truthful Sales Surface
Keep 6 customer-facing elements close together:
• who the offer fits;
• the concrete result;
• what happens and when;
• what is included and excluded;
• price or a truthful route to price;
• the next decision.
Proof should support a specific claim. A quotation about responsive

communication supports communication. It does not prove financial re-
turn. A sample report can show depth. It does not prove every customer
will receive the same findings.

Put It toWork

□ Complete the 8-part offer specification.
□ Replace every adjective with an observable condition.
□ Add a change rule and completion rule.
□ Recalculate effort across the whole promise.
□ Compare public copy with the internal specification.

An offer is ready to sell when saying yes creates less ambiguity than
saying no.



CHAPTER 3

Choose the First
Customer Deliberately

An early founder does not need every possible customer. The founder
needs customers whose problems, buying routes, and delivery conditions
make the business easier to understand.

Accepting everybody can produce the opposite. Every buyer needs a
differentmessage. Every project creates a newprocess. Testimonials point
in conflicting directions. The founder stays busy and cannot explain what
the business reliably does.

Selection is a learning design.

A Useful Early Customer
Evaluate 5 dimensions.
Fit. The situation matches the offer’s trigger, scope, and delivery method.
Urgency. A release, deadline, failure, new role, or recurring cost makes

action timely.
Access. The buyer can provide budget, authority, data, cooperation, and

acceptance.
Learning value. The exchange tests a central uncertainty.
Delivery cost. The customer does not introduce hidden risk, delay, or

support that consumes the apparent value.
Score these only to support judgment. A 17 and an 18 are not meaning-

fully different when the observations beneath them are weak.

10



WRITE THE FIT BOUNDARY 11

Write the Fit Boundary
Create 3 lists: best current fit, conditional fit, and not now.

Maya’s best current fit is a software company with a named product
owner, 3 to 7 priority screens, staging access, and an upcoming release.
Conditional fit includes a larger site if the buyer accepts paid scoping. Not
now includes certification, continuousmonitoring, and remediation of an
unknown codebase.

The last list protects both sides. It does not claim the work is bad. It
says the present system cannot promise it responsibly.

Fit remains revisable. If 4 strong customers share a condition you ex-
cluded, investigate it. Do not broaden after one persuasive request.

Qualify the Exchange, Not the Person
Replace judgment about whether a buyer is serious with mutual verifica-
tion:
• What event made this worth discussing now?
• What result must exist for the work to be useful?
• What has already been tried?
• Who supplies inputs, approves changes, and accepts the result?
• Which deadline is fixed, and what created it?
• What would make this engagement a poor choice?
Do not interrogate a buyer through a 30-field form before offering value.

Collect only what changes fit, routing, risk, or preparation.

The Cost of theWrong Yes
Leon receives an inquiry from a 300-person company. The contract would
be 6 times larger than his ordinary cohort. It requires procurement, cus-
tom reporting, internal branding, recorded sessions, attendance data, and
60-day payment.

The logo and revenue are attractive. The operating cost includes a long
sales cycle, privacy questions, reporting, delayed cash, and a program ver-
sion that may not help ordinary customers. This is a new business test,
not a large copy of the current offer.



12 CHAPTER 3. CHOOSE THE FIRST CUSTOMER DELIBERATELY

Assess:
1. delivery hours and direct cost;
2. new process and compliance work;
3. ordinary customers displaced;
4. payment delay and collection risk;
5. precedent created for future sales;
6. learning that transfers to the core offer.
A difficult project can be worthwhile when it develops a reusable ca-

pability. It is less worthwhile when every difficulty belongs only to that
buyer.
Revenue has a shadow

Beside every contract, write the capacity it consumes, cash date, ex-
ceptions it introduces, and ordinary work it delays. Revenue without
its shadow is not decision-ready.

Refuse with a Useful Boundary
State that the current offer does not fit, name themismatchwithout blame,
suggest a smaller fit or appropriate alternative, and close the decision.

Maya might say: the audit is designed for a defined release surface and
cannot be represented as certification of the full platform. She can scope
the 6 checkout screens and produce a prioritized engineering report. If
certification is required, the buyer needs a provider that offers it.

The message loses the sale and keeps the promise intact.

See Concentration Early
Record each active customer’s share of revenue, delivery capacity, out-
standing receivables, and specialized dependency. Do not force diversi-
fication before the offer works. One anchor customer can fund learning.
But if one cancellation removes half the cash expected next month, the
operating view should show it.

Put It toWork



SEE CONCENTRATION EARLY 13

□ Write best-fit, conditional-fit, and not-now boundaries.
□ Add mutual qualification questions.
□ Calculate the shadow of the next unusual contract.
□ Prepare a refusal that preserves an honest smaller option.
□ Record concentration in revenue, cash timing, and capacity.

The first customer you decline may teach the business what it is.



CHAPTER 4

Capacity Before Volume

Demand becomes harmful when the business accepts it faster than it can
keep the resulting promises. More work starts, progress becomes harder
to see, updates interrupt production, defects increase, and every customer
waits.

The cure is a capacity rule.

Capacity Is the Ability to Finish
If an audit takes 10 hours and a week contains 40 working hours, Maya
appears able to complete 4 audits. That arithmetic assumes no selling,
intake, communication, invoicing, review, correction, or variation.

Calculate usable capacity in 4 steps:
1. start with hours, units, seats, or machine time genuinely available;
2. reserve demand, sales, administration, and recovery time;
3. subtract committed work;
4. apply a variability allowance before promising the remainder.
Maya has 32 business hours. Sales and administration require 8. Sup-

port and review require 4. She protects 4 for variation. Usable new-
delivery capacity is 16 hours. At 15 hours across the whole promise, one
new audit per week is responsible.

The allowance is not waste. It is where ordinary variation can occur
without breaking every date.

Separate Effort from Elapsed Time
A taskmay require 2 hours of effort and 7 elapsed days because it waits for
approval, delivery, payment, or an external event. Customers experience

14



USE A START LIMIT 15

elapsed time.
Priya’s organizer needs 18 minutes of direct workshop labor, but the

production cycle is 9 days: preparation, cutting, curing, finishing, inspec-
tion, and pickup happen in batches. Her customer date must include the
cycle, queue, inspection, packaging, and transport.

Label eachwait as necessary process time, customer wait, supplier wait,
excess queue, or missing decision. Each type has a different remedy. A
reminder can reduce an approval delay. It cannot reduce curing time.

Use a Start Limit
Many businesses manage deadlines but not starts. They accept 8 projects
due across a month and begin all 8. Every project then competes for atten-
tion.

A start limit caps active units in a stage. Newworkmay be sold or sched-
uled, but it does not enter delivery until a slot opens.

Maya permits 2 active audits: one in testing and one in reporting or
review. Leon limits a cohort to 16 because feedback, not video capacity,
is the constraint. Priya limits finishing to 25 units because inspection be-
comes unreliable above that batch.

Set the limit from observed flow. Raise it only after a complete batch
retains its promised time and quality.

When work waits because every unit is active, the business has not in-
creased capacity. It has distributed delay.

Quote a Date from the Queue
Use this sequence:
1. confirm scope and input-ready date;
2. find the next available start slot;
3. add the observed delivery cycle;
4. add review or shipping time;
5. communicate the date and dependencies.
Do not promise the fastest possible date and treat ordinary delay as an

emergency. If a customer needs faster delivery, decide whether an expe-
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dited route exists and what it displaces. An urgent label does not create
capacity.

Name the Constraint
The visible bottleneck may be skill, a physical or financial resource, an
unresolved decision, or a policy that creates unnecessary waiting. The
remedy follows the type. Skill may require simplification or training. A
resource may require reservation. A decision needs authority and a dead-
line. A policy needs a changed rule.

Buying software before identifying the constraint makes the queue
more decorative.

When demand exceeds capacity, schedule later, reduce scope, raise the
price of scarce capacity honestly, refer, add proven capacity, or decline.
Adding capacity comes late because undefined work is hard to delegate.
A founder who cannot define input, method, boundary, and acceptance is
not ready to hire somebody to discover them under a deadline.

Overtime can protect a rare commitment. It is not recurring capacity.
WATCHOUT

Do not sell a queue you cannot see. Count paid, scheduled, active,
waiting, and correction work before accepting another promise.

Put It toWork

□ Recalculate capacity using the whole promise.
□ Measure effort and elapsed time separately.
□ Set a start limit for each stage.
□ Quote the next date from the queue.
□ Name the constraint before buying, hiring, or automating.

Volume is safe only when each new yes still has a believable path to
done.



Part II

Build a Demand and
Sales Rhythm
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CHAPTER 5

One Primary Route to
Attention

A young business can appear active in 6 channels and remain unknown in
all of them. The founder publishes, sends occasional outreach, asks for re-
ferrals, lists on a marketplace, attends an event, and tests paid promotion.
Every channel produces too little evidence to improve, so the conclusion
is that marketing takes time.

It does take time. It also takes concentration.
Choose one primary route for a defined operating period. Keep existing

relationships and inbound opportunities, but give one route enough con-
sistent work to reveal whether it can bring the right buyer into a useful
conversation.

Match the Route to the Buying Situation
Channels fit different patterns of awareness, urgency, trust, price, and
search behavior.
Search. Useful when buyers name the problem and seek a solution.
Targeted outreach. Useful when a narrow buyer and trigger can be

identified.
Referral. Useful when trust matters and the referrer recognizes the fit.
Content. Useful when the buyer must understand a problem before act-

ing.
Marketplace. Useful when buyers compare inside a transaction environ-

ment.
Partnership. Useful when another organization reaches the same buyer.
Local presence. Useful when geography or community trust changes

18
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the exchange.
Choose from buyer behavior, not founder comfort. Leon likes writing,

but his first cohorts are purchased by people leaders who trust 3 specialist
advisers. A focused partner route may outperformmonths of general con-
tent. Maya can identify products approaching a public launch and contact
a relevant owner with one precise observation.

Define the Channel Unit
A channel becomes manageable when it has a unit, cadence, cost, and re-
sponse. Outreach uses a researched contact with a relevant trigger, not
an email address. Referral uses a specific request to a person who under-
stands fit. Search uses a page serving one decision, not an arbitraryweekly
post.

Record inputs, people reached, meaningful responses, qualified conver-
sations, offers, sales, collected cash, founder time, direct spend, and dis-
qualifying patterns.

Small samples do not support grand conversion claims. They can still
reveal a broken message, wrong list, absent trigger, or offer that attracts
the wrong problem.

Write a Minimum Viable Channel Plan
The plan needs a named buyer, observable trigger, useful message or asset,
next step, weekly capacity, review date, and stop condition.

Maya targets product owners at small software firms preparing signif-
icant releases. Her message names one reproducible accessibility issue
on a public flow, explains its consequence briefly, and offers a 20-minute
fit call for a 5-screen audit. She can research and contact 12 firms each
week without damaging delivery. After 6 weeks, she reviews responses,
qualified calls, proposals, sales, and objections.

The plan is deliberately boring. Repetition creates evidence.
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Do Not Confuse Reach with Progress
Views, impressions, followers, and opens can diagnose attention. They
are not customers. If nobody relevant sees the message, investigate reach.
If buyers see but do not respond, investigate trigger and proposition. If
they respond but do not qualify, investigate targeting. If qualified buyers
do not buy, investigate trust, terms, result, or urgency. If sales arrive but
delivery loses money, marketing is not the central problem.

This reading stops the founder from responding to every weak result
with more top-of-funnel activity.

Build Referral Specificity
Do not ask contacts to send anybody who might need your work. Give
them a recognition rule. For Maya: a product owner at a small software
company, within 6 weeks of a release, worried that accessibility defects
are appearing late. For Leon: a people leader with 5 or more first-time
managers who need a practice system, not a motivational keynote.

Give the referrer a short description that can be forwarded without
rewriting it. Make the introduction easy and the refusal safe. If com-
pensation or regulated referral rules apply, disclose and handle them
appropriately.

Put It toWork

□ Select one primary channel for a defined period.
□ Define its unit, cadence, cost, and next step.
□ Cap channel work so delivery remains protected.
□ Diagnose the exact stage where progress stops.
□ Give referrers a fit rule they can recognize.

The best early channel is not the one with the largest audience. It is the
one the business can learn to operate.



CHAPTER 6

Turn Attention Into a
Conversation

Attention is permission to make one useful next step available. It is not
permission to force every person through a sales script.

A good early sales conversation answers 3 questions: is the situation
real, does the offer fit, and can both sidesmake the next commitmentwith-
out inventing certainty?

Give Each Step One Job
Separate the route into attention, response, qualification, offer, and deci-
sion. Do not ask a short article to close a complex audit. Do not turn a fit
call into free consulting that removes the need to buy. Do not send a long
proposal to someone who has not agreed that the problem is timely.

The next step should be proportional to the uncertainty.

Prepare Before Discovery
Record what you know, what you infer, and what you need to learn. Keep
those categories separate. Useful preparation might include the product,
public release information, buyer role, current workflow, and reason the
trigger may matter. Research should make the conversation relevant, not
make the buyer feel watched.

Open with a short contract for the conversation: its purpose, length,
what you will ask, and what possible next steps exist. This reduces the
buyer’s need to defend against a surprise pitch.
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Recover Events Before Opinions
Ask about the last occurrence:
• What happened and who noticed first?
• What did the team do next?
• What did the workaround consume?
• Who owns the result?
• What happens if nothing changes?
Then ask about desired state, constraints, and decision. Past events re-

veal the mechanism. Future preferences alone often produce polite gen-
eralities.

A buyer may call a problem a priority while having no deadline, owner,
or attempt to solve it. That can mean the issue is real but inactive. The
right next step may be no proposal.

Show Proof at the Point of Doubt
If the buyer doubts whether Maya’s report will be usable, show an
anonymized finding with reproduction, consequence, and priority. If
the buyer doubts the process, show the promise path. If the buyer doubts
fit, state a situation you decline. If the buyer doubts timing, show the
queue and available start.

A large pile of testimonials often hides the absence of one relevant proof
object. Transparent examples can demonstratemethod, but theymust not
masquerade as client evidence.

End with an Explicit State
Every conversation should end in one state:
1. not a fit;
2. fit but not now, with a dated condition;
3. information needed, with an owner and date;
4. proposal or checkout invited;
5. accepted, with payment and intake next;
6. declined.
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An empty request to stay in touch is not a state. Send a short recap
after a consequential call: current situation, desired result, relevant con-
straints, proposed next step, andwho owns it. Ask the buyer to correctmis-
understandings. This is a service and a control against selling the wrong
promise.

Use aMap, Not a Script
A repeatable structure is useful. Memorized persuasion lines are not. Use
a conversation map: context and trigger, present behavior, consequence,
desired result, constraints and authority, relevant offer, and decision.

The sequence is stable; the language remains human.

Put It toWork

□ Assign one job to each sales stage.
□ Separate known facts, inferences, and questions.
□ Ask for events before forecasts.
□ Match proof to the buyer’s present doubt.
□ End with an explicit state, owner, and date.

A useful sales conversation does not make the buyer feel handled. It
makes the decision easier to see.



CHAPTER 7

Sell Without Inventing
Certainty

Sales asks another person to commit under incomplete information. Eth-
ical sales does not remove uncertainty through confidence. It makes the
known result, evidence, conditions, and remaining risk clear enough for
a decision.

Make the Proposal a Decision Document
Include the situation and desired result, proposed scope and method, de-
liverables and acceptance, customer inputs, timeline and dependencies,
price and payment, exclusions, change rule, and available next step.

Ifmultiple options exist, make their tradeoff explicit. Do not create tiers
by withholding a necessary part from the lowest one. Options should rep-
resent real differences in scope, speed, access, depth, or risk allocation.

Use a Confidence Ledger
Classify important claims:
Known. Directly observed or contractually controlled.
Supported. Backed by relevant evidence, with conditions.
Expected. A forecast based on named assumptions.
Unknown. Not currently answerable.

Maya knows she will test the agreed screens with the stated method.
Samples support the claim that her report prioritizes reproducible find-
ings. She expects acting on the report to reduce late rework, but she does
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not control implementation. She does not know whether a regulator
would consider the work sufficient.

The ledger prevents an expected outcome from becoming a guarantee
during a difficult call.

PriceWithout Theater
Price structure should follow value unit, delivery cost, variability, and the
buyer’s ability to understand the commitment.

Do not call a price an investment to make it sound beyond comparison.
Do not use a false discount or deadline. Do not vary an identical offer
froma buyer’s visible budgetwhile hiding the reason. Price differences are
legitimate when scope, risk, support, terms, licensing, volume, or value
changes. Explain the mechanism.

When effort remains uncertain, a fixed pilot can be safer than an open-
ended commitment. It must still be a complete exchange, not a cheap
doorway into work the buyer cannot use.

Design Risk Reversal Carefully
A deposit, milestone, review period, correction promise, sample, trial, or
refund rule can reduce uncertainty. Each also moves risk.

Askwhich uncertainty is reduced, who controls the outcome, whatmis-
understanding can occur, what cash and capacity the promise reserves,
and whether the rule is clear before purchase. Consumer law and plat-
form rules may constrain cancellation, renewal, warranty, and refunds.
Verify the applicable rule rather than copying another business.

Follow Up on the Decision
Useful follow-up answers an unresolved question, supplies requested
proof, reminds the buyer of an agreed trigger, or closes an opportunity
after its decision date. Repeatedly asking for thoughts adds no clarity.

A close message can state that the proposal is being marked closed be-
cause the agreed date passed, and that the buyer can return when the trig-
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ger is active and capacity can be rechecked. This protects the pipeline from
emotional inventory.

KnowWhen toWithdraw
Withdraw when the buyer requests deception, unsafe work, false docu-
mentation, a result outside competence, terms the business cannot carry,
or a timeline that requires concealed shortcuts. Withdraw when new in-
formation makes the original promise untrue.

Revenue does not repair a promise that should not be made.

Put It toWork

□ Reduce the proposal to what the decision needs.
□ Classify claims as known, supported, expected, or unknown.
□ Explain the mechanism behind price differences.
□ Tie risk reversal to a specific uncertainty.
□ Close stale proposals and withdraw impossible ones.

Strong sales does not sound certain. It sounds exact.



CHAPTER 8

Keep a Pipeline You Can
Read

Apipeline is not a list of hopeful names. It is a viewof buyer decisionsmov-
ing through defined states. When it becomes storage for every contact, old
opportunities inflate the future and missing next actions turn uncertainty
into background stress.

Define Stages by Buyer Evidence

Stage Entry evidence Exit evidence

Identified Buyer and trigger fit Relevant contact be-
gins

Engaged Buyer responds Fit conversation
scheduled

Qualified Need, authority, inputs,
timing fit

Offer invited

Offered Defined terms delivered Decision made
Committed Buyer accepts Payment or formal

start
Won Initial payment received Promise path begins
Lost Buyer declines or fit fails Reason recorded
Later Real future trigger exists Trigger date reached

Do not advance an opportunity because the founder feels optimistic.
The definition of won should match the actual commitment. A verbal yes
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may not reserve capacity.

Every Open ItemNeeds a Next Action
The minimum record contains buyer and role, offer, stage, amount, trig-
ger, next action with owner and date, last meaningful event, and missing
information. If no next action exists, choose lost, later, or waiting on a
named event.

Keep notes concise and factual. A customer relationship system is not
permission to collect irrelevant personal details.

Probability Is Not a Feeling
Attaching 20, 50, or 80 percent to stages can create a forecast that looks
mathematical and is based on nothing. Use 3 views:
Committed. Cash or an enforceable commitment exists.
Possible. An active, qualified decision has a next action and date.
Uncommitted. Everything else, excluded from operating cash decisions.

When enough comparable history exists, calculate observedmovement
and time. Until then, use ranges and scenarios. Do not spend weighted
hope.

Set a Stale Rule
An opportunity is stale when the expected decision cycle passes without
a meaningful event. For Maya, 14 days after a missed decision may be
stale. For Leon’s annual corporate program, a budget decision could wait
2 months when a named date exists.

Send the appropriate close message, move the item out of the active
view, record the reason, and release capacity that was not paid or contrac-
tually reserved.
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ReadMovement and Connect the System
Review how many suitable buyers entered, where movement stopped,
time in each stage, repeating objections, route quality, and whether sold
work produced a healthy promise.

Five open proposals canmean strong demand or a broken decision pro-
cess. Movement and conditions tell the difference. A tighter qualification
rule may reduce proposal volume and increase the share of work that de-
livers cleanly.

Every likely start consumes capacity, and every payment term changes
cash. Show proposed start, deposit, payment date, and capacity hold. Do
not reserve scarce time indefinitely for an unsigned proposal.
One source of truth

Any tool can work if it preserves stage definitions, next actions, dates,
and history. A complicated system with inconsistent entries cannot.

Put It toWork

□ Rewrite stages as observable buyer events.
□ Add a next action, owner, and date to every active item.
□ Separate committed, possible, and uncommitted revenue.
□ Apply a stale rule and release unsupported holds.
□ Review pipeline movement with delivery and cash beside it.

A readable pipeline does not promise the future. It prevents the founder
from confusing the future with a wish.



Part III

DeliverWhatWas Sold
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CHAPTER 9

Map the Promise Path

The sale is not a handoff from marketing to operations. It is the first half
of one path. A promise begins when the customer interprets the offer
and ends only when the agreed result has been delivered, accepted, and
learned from.

Map the path as attention, qualification, agreement, payment, intake,
production, review, delivery, acceptance, proof, and repeat or referral.
Add or remove stages to match the offer. The discipline is to show the
whole exchange.

Give Every Stage an Entry and Exit
A stage needs an entry event, the work performed, an owner, an expected
time, an exit event, and an exception route.

Maya’s intake begins when the deposit is received and the customer
receives a secure access request. It exits when the named screens, staging
access, supported environments, and decision owner are confirmed. The
audit does not begin with partial inputs merely because the calendar says
Monday.

Leon opens enrollment when payment and terms are accepted. On-
boarding exits when each participant has access, schedule, preparation in-
structions, and a route for accommodations or support. Priya’s production
stage begins only when the batch specification and materials are verified.

Entry and exit rules prevent work from arriving as fog.
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Find the Handoffs
A handoff occurs whenever responsibility, information, money, or an ob-
ject changes state. Even a solo founder has handoffs: sales notes become
delivery inputs; a payment changes a capacity reservation; a draft becomes
a customer review; a support issue becomes corrective work.

For each handoff, ask:
• What must be true before the transfer?
• What information travels with it?
• Who confirms receipt?
• What happens when information is missing?
• Which clock starts now?
Most service delays blamed on customers begin with a handoff that

never specified the required input or its consequence.

Put CustomerWork on theMap
The customer participates in delivery. They may provide access, attend,
choose, approve, use, maintain, or verify. Make those actions visible be-
fore purchase.

Do not use customer responsibility to escape the founder’s own duty. If
input is difficult to provide, redesign intake. If approval repeatedly stalls,
define one decision owner and a review window. If customers cannot use
the deliverable, the result may require a better transfer or a different offer.

Leon learns that participantsmiss preparation because his 9-page guide
arrives 3 weeks before the cohort. He replaces it with a 10-minute action
sent 3 days before each session. Completion improveswithout adding con-
tent. The promise path, not motivation, revealed the problem.

Measure the Path
Record a small set of facts at each stage:
• arrival date;
• exit date;
• direct effort;
• waiting reason;
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• defect or exception;
• next owner.
Elapsed time is often more valuable than precise time tracking. If re-

ports spend 6 days waiting for founder review and 1 day being written,
faster writing cannot repair the delivery date.

Mark the constraint on the map. The constraint is the point currently
limiting the rate or reliability of completed promises. It may move. Im-
provement should follow the current constraint rather than the loudest
complaint.

Create One Customer Status
Customers should not need to chase the founder to know what is happen-
ing. Define a small set of truthful statuses: waiting for input, scheduled,
in production, in review, delivered, correction, or complete.

Each status should answer what has happened, what happens next,
who owns the next action, and when an update will occur. Automated
messages are useful only if the underlying state is true.

Silence is especially damaging during legitimate waits. A short update
can preserve trust without pretending progress.

Close the Loop
Acceptance is not the end of learning. Recordwhether the customer could
use the result, what questions repeated, what changed from scope, what
was corrected, whether payment was complete, and whether a repeat or
referral is appropriate.

Do not ask for a testimonial before checking whether the promise was
kept. Proof collected too early pressures the customer and contaminates
the evidence.

Put It toWork

□ Draw the path from first attention to completed learning.
□ Give every stage an entry, exit, owner, clock, and exception.
□ Put customer actions and waits on the same map.
□ Mark the current constraint.
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□ Define customer-facing statuses and a completion review.

The promise path is the business seen from the work’s point of view.



CHAPTER 10

Write theMinimum
Viable Process

Process should appear where memory, variation, or handoff begins to
threaten the promise. Too little leaves quality inside the founder’s head.
Too much turns a young business into a museum of procedures nobody
uses.

The minimum viable process contains 5 things: trigger, owner, steps or
decision rule, definition of done, and exception route.

Document the Repeated Failure First
Do not begin by documenting everything. Start where one of these occurs:
• a defect repeats;
• an input is repeatedly missing;
• work waits for the same decision;
• a handoff requires explanation each time;
• a customer receives inconsistent information;
• money or data could be mishandled;
• the founder is the only person who knows the next step.
Maya’s reports repeatedly contain inconsistent severity language. She

does not need an operations manual. She needs a finding template, sever-
ity decision rule, example set, and final review checklist.

Priya’s packaging sometimes omits care instructions. A packing check-
list attached to the physical station is better than a policy stored in a folder.
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Choose the Right Process Object
Different uncertainty needs different support.
Checklist. Protects a known sequence from omission.
Template. Creates a repeatable starting structure.
Decision rule. Handles branching conditions.
Example. Shows the expected standard.
Form. Collects required inputs in a consistent shape.
Automation. Performs a stable rule or transfer.
Runbook. Coordinates a consequential or uncommon event.

Do not use a checklist when judgment is the difficulty. Do not auto-
mate a decision whose conditions remain unstable. Do not write a long
procedure when one good example makes the standard visible.

Make the Definition of Done Verifiable
Done should describe an observable state, not effort.

Weak: review the report carefully. Stronger: every finding includes lo-
cation, reproduction, observed behavior, expected behavior, consequence,
severity rationale, and recommended next action; all links open; customer
identifiers match the engagement.

Weak: prepare the cohort. Stronger: participant list reconcileswith pay-
ment records, access is confirmed, accommodation requests are routed,
session materials open, and the facilitator has the submitted scenarios.

The definition protects the customer and shortens future review be-
cause the person doing the work knows what will be checked.

Design the Exception Route
Processes fail when reality falls outside the ordinary path. A process with-
out an exception route invites silent improvisation.

State:
1. which condition is outside the ordinary rule;
2. who can decide;
3. what must be paused;
4. what record is created;
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5. how the customer is informed;
6. whether the process should change afterward.
For example, Maya discovers that a testing account exposes live per-

sonal data. Testing stops. She does not copy the data into her report. She
notifies the named contact through the agreed route and waits for a safe
environment. The exception is operational and ethical.

Automate After the Rule Stabilizes
Automation can reduce copying, delay, and omission. It can also repro-
duce a weak rule at machine speed.

Before automating, confirm the trigger is reliable, input format is con-
trolled, outcome is observable, exceptions are known, and a person can
recover from failure. Keep an audit trail for consequential transfers.

An automatic onboarding message after confirmed payment is reason-
able. Automatically starting delivery from a vague verbal status is not.
Sending a reminder before a customer deadline may help. Sending in-
creasingly urgent messages after an incorrect status damages trust faster.

Maintain by Use
Put the process where work happens. Assign an owner. Include the last
meaningful revision date. During review, ask whether the process pre-
vented the failure, created unnecessary work, or concealed a new excep-
tion.

Delete processes that no longer protect a result. Documentation has
carrying cost.
The one-page process

Trigger. Owner. Required inputs. Steps or rule. Definition of done.
Exception. Evidence created. If a routine process needs more, earn
the extra page through actual use.

Put It toWork

□ Document one repeated failure or risky handoff.
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□ Choose the smallest useful process object.
□ Rewrite done as a verifiable state.
□ Add an exception route and decision owner.
□ Automate only after the ordinary path is stable.

Good process does not remove judgment. It places judgment where it
matters.



CHAPTER 11

Control Work in Progress

Starting feels productive because it changes the status of work immedi-
ately. Finishing creates value, releases cash, earns proof, and opens capac-
ity. A business that starts faster than it finishes becomes full of half-kept
promises.

Work in progress includes everything that has begun and has not
reached its definition of done. Count customer work, corrections, in-
ternal improvements, sales proposals that reserve capacity, and founder
decisions that block other tasks.

Make All ActiveWork Visible
Use one board or list with 5 columns:
1. ready;
2. active;
3. waiting;
4. review or correction;
5. complete.
Each card needs the promise, owner, due or review date, present stage,

next action, and blocker. Do not break a 2-hour job into 17 ceremonial
cards. The unit should be large enough to represent meaningful flow and
small enough to show a stalled promise.

Separate waiting from active. Work waiting for customer access should
not occupy the same attention as work the founder can advance, but it still
consumes schedule and requires an update rule.
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Set LimitsWhere the Queue Forms
A global limit can be too crude. Set a limit at the stage where context,
review, equipment, or judgment becomes scarce.

Maya permits one audit in testing and one in writing or review. A third
paid audit may be scheduled but cannot start. Leon permits 5 participant
submissions awaiting detailed feedback. Priya’s workshop caps finishing
batches because defects rise when surfaces are crowded.

When the limit is full, finish, unblock, or deliberately replace work. Do
not squeeze in a small task because it appears harmless. Small interrup-
tions are how limits become fiction.

Use a Priority Rule Before the Conflict
Urgency labels are contagious. Define priority in advance:
1. safety, legal, privacy, or irreversible customer harm;
2. broken current promise or blocked completion;
3. time-bound customer commitment;
4. work that releases the constraint;
5. ordinary scheduled work;
6. internal improvement and optional ideas.
The order can change by business, but the principle holds: priority is

a tradeoff rule. Every insertion displaces something. Name what moves
and communicate the consequence.

Do not let the largest customer silently rewrite priority every week. If
the contract requires a service level, capacity for it belongs in the offer and
schedule.

Shorten Feedback Loops
Large batches delay discovery. Maya can test all screens and write the
entire report before review, or she can calibrate 2 findings early. Leon
can wait until the final assignment to discover that participants misunder-
stood the method, or inspect the first practice.

Use an early sample where rework would be expensive. The sample
is not an invitation for unbounded revision. It verifies direction against
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defined acceptance.
Physical-product batches also benefit. Priya inspects the first finished

unit before the remaining 19 receive the same finish. The pause costs min-
utes and can prevent a batch of defects.

Treat Rework as NewWork
When a defect returns to the system, place it visibly in the correction stage.
Record its cause and capacity. Hidden reworkmakes throughput andmar-
gin look better than they are.

Classify:
Defect. The result fails the agreed criterion.
Clarification. The result is correct but difficult to understand or use.
Change. The customer requests a different result.
Learning. The original criterion proved inadequate and the offer must

change.
The response and commercial treatment may differ. Do not charge for

correcting a genuine defect. Do not call every new request a defect to avoid
a scope conversation.

Finish theWeek
Before ending the week, identify every active promise without a next ac-
tion, every wait without a date, and every correction not represented in
capacity. Reduce the number of starts planned for next week until the
present queue can move.

A low work-in-progress limit feels slow at the start and becomes fast at
the finish.

Put It toWork

□ Put all active customer and correction work in one view.
□ Separate active, waiting, and review states.
□ Set a limit at the constrained stage.
□ Publish the priority rule before the next conflict.
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□ Count rework as capacity and learning evidence.

The business becomesmore dependablewhen starting is a decision, not
a reflex.



CHAPTER 12

Quality Is a Defined
Result

Quality is not how much the founder cares. It is the degree to which the
delivered result meets relevant requirements and remains useful in the
customer’s situation.

The language is plain, but the implication is demanding: if the business
cannot state the requirement, it cannot reliably review the result.

Translate Expectations Into Criteria
Start with 4 layers.
Functional. Does the thing perform the promised job?
Accuracy. Are statements, calculations, measurements, and identifiers

correct?
Usability. Can the customer understand and apply the result?
Conformance. Does it meet the agreed scope, format, timing, and rele-

vant rule?
Maya’s report must identify reproducible issues accurately, prioritize

them through a stated scale, and give the product team enough informa-
tion to act. A visually polished report with vague reproduction is low qual-
ity. A technically accurate report that the team cannot interpret also fails
the promise.

Priya’s organizer must fit the stated dimensions and material, sit stable,
contain no dangerous edge, carry the correct finish, and arrive protected.
Beauty cannot rescue a wobble.
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Set Acceptance Before Production
Acceptance criteria should exist before work begins. Otherwise the
founder reviews through mood and the customer discovers the standard
only after delivery.

Use samples, tolerances, named checks, or a demonstration. For
judgment-heavy work, show what good reasoning contains rather than
pretending judgment can be fully mechanical.

Leon evaluates a practice plan on 4 criteria: the conversation has a spe-
cific outcome, the opening makes the purpose clear, questions recover ob-
servable behavior, and the close creates an owned next action. Different
language can pass. The structure is what matters.

Put Review at the Right Point
Review after every tiny action wastes time. Review only at the end allows
defects to multiply. Place checks where an error becomes expensive or
irreversible:
• after intake, before production;
• after the first representative unit;
• before a consequential transfer;
• before final delivery;
• after a change to method, supplier, or template.
The person doing the work can perform a self-check, but high-risk out-

puts may need an independent review. The required level depends on
consequence. A spelling error and an unsafe instruction do not belong to
the same control.

Classify and Learn from Defects
Record the defect, where it was created, where it was detected, effect on
the customer, correction, and change intended to prevent repetition.

Avoid blame as the first explanation. The person nearest the error often
reveals the system that made it likely: unclear input, conflicting template,
overloaded queue, missing review, unsafe shortcut, or a standard that no-
body could see.
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This does not eliminate accountability. It makes accountability useful.
Deliberate misrepresentation and repeated disregard require direct action.
Ordinary variation requires system learning.

Use the Customer's Verification
Tell the customer how to inspect the result. Maya includes reproduction
steps and a severity rationale. Priya includes dimensions and care instruc-
tions. Leon gives a rubric a participant can use on the next conversation.

Verification reduces ambiguity and transfers useful capability. It also
exposes weak claims. If the business cannot explain how the customer
recognizes the result, the promise may be decorative.

Quality and Speed Are Not Opposites
Unclear requirements, excess work in progress, late correction, and in-
consistent inputs damage both speed and quality. A stable process can
improve both. The tradeoff appears when the founder compresses a neces-
sary step, adds a nonessential refinement, or chooses a level of assurance.

Name that tradeoff. A fast preliminary review can be useful if labeled
preliminary and scoped. It is harmful when sold as a complete audit.

ISO’s quality-management principles emphasize customer focus, pro-
cess approach, evidence-based decisions, and improvement. An early
business does not need certification to use those ideas. It needs a result
the customer can recognize and a process capable of learning when it
misses.

Put It toWork

□ Define functional, accuracy, usability, and conformance criteria.
□ Set acceptance before production.
□ Place review before errors become expensive.
□ Record defects as system evidence.
□ Give the customer a way to verify the result.

Care is an intention. Quality is care made inspectable.
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Support and Service
Recovery

Support is part of the promise, not the roomwhere inconvenient questions
are sent after delivery. A customer’s difficultymay reveal an unclear result,
a defect, a changed need, or a use the offer never promised.

The business needs a fast way to distinguish them and a humane way
to respond.

Publish the Support Boundary
State the channel, hours or response window, supported questions, cus-
tomer information needed, and when support ends. Avoid promising in-
stant response unless capacity exists to provide it.

Maya supports questions about the delivered findings for 14 days
through one shared email thread. New screens and implementation
review are new scope. Leon provides a scheduled office hour and a pri-
vate route for sensitive participation issues. Priya provides care, damage,
and return instructions with the shipment.

A boundary does not make support cold. It makes access dependable.

Triage by Consequence
Use 4 levels:
Critical. Safety, privacy, legal exposure, major outage, or irreversible

harm.
Promise blocked. Customer cannot use or receive the central result.
Degraded. Result is usable with a defect, delay, or workaround.
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Question or change. Clarification, enhancement, or new request.
Define response and escalation for each. Response time is the time to

acknowledge and begin the correct route, not necessarily the time to re-
solve.

Do notmake customers prove anger before the business takes a blocked
promise seriously.

Use the Recovery Sequence
When the business breaks the promise:
1. acknowledge the specific failure;
2. protect the customer from further harm;
3. state what is known and unknown;
4. offer the available correction, replacement, refund, or exit;
5. provide the next update time;
6. complete the chosen remedy;
7. record and review the cause.
An apology without an owned next action creates more work for the

customer. A detailed explanation before protection can sound like defense.
Fix the immediate consequence first.

Priya discovers that 4 organizers in a batch have an unstable base.
She pauses shipment of the remaining units, contacts the affected buy-
ers, offers replacement or refund, gives an exact inspection schedule,
and records the batch. She does not wait to discover whether customers
complain.

Choose a Remedy That Fits the Failure
Correction fits a fixable defect. Replacement fits a defective unit or unus-
able deliverable. Refund fits a promise that cannot be completed or whose
value has been substantially lost. Credit may fit a limited delay only when
the customer would genuinely benefit from another purchase. Do not use
credit to trap someone in a failed relationship.

The commercial and legal remedy can vary. Consumer rights, war-
ranties, professional duties, and payment-platform terms may prescribe
a minimum. Verify them for the business and jurisdiction.
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The founder should set decision authority before the incident. If every
modest refund requires an hour of emotional deliberation, recovery will
be inconsistent.

Separate Recovery from Learning
Do not interrogate a frustrated customer while the failure remains open.
Collect only what is needed to protect and remedy. Perform the process
review afterward.

Ask:
• Where was the failure created?
• Where could it have been detected earlier?
• Which condition made it more likely?
• Did the boundary or status create false expectations?
• What process, capacity, supplier, or offer change follows?
• How will the change be verified?
Avoid promising the failure can never happen again unless the mecha-

nism supports that claim. State the control being added and its boundary.

KnowWhen to End the Relationship
The business may end service when the work is unsafe, abusive behav-
ior continues after a clear boundary, payment obligations remain unmet,
required cooperation is withheld, or the customer asks for deception. Fol-
low contractual and legal duties. Protect data, records, access, and any
transition the agreement requires.

Ending should be factual, not retaliatory. State the boundary, effective
date, remaining obligations, access or handoff, and money treatment.
Recovery record

Customer effect. Immediate protection. Remedy chosen. Owner.
Next update. Completion date. Root condition. Preventive change.
Verification date.

Put It toWork

□ Publish one dependable support route and response boundary.
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□ Create consequence-based triage levels.
□ Prepare recovery choices and decision authority.
□ Review causes after the customer is protected.
□ Define conditions for a respectful end.

Service recovery is where a business proves whether its promise re-
mains real after reality interferes.



Part IV

Keep the Business
Financially Legible
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CHAPTER 14

KnowWhich Number You
Are Looking At

A founder can have sales and no cash, cash and no profit, profit and no
ability to pay next week’s commitments, or a large pipeline and none of
the 3.

Financial legibility begins by refusing to let different numbers borrow
each other’s names.

Six Numbers, Six Questions
Bookings. What value of orders or contracts was accepted under the de-

fined rule?
Revenue. What amount has been earned or recognized under the busi-

ness’s accounting method?
Collections. What customer money actually arrived?
Profit. What remains after the relevant revenue and expenses are ac-

counted for?
Cash. What spendable money is available now, after respecting restric-

tions and reserves?
Runway. How long can the business meet expected net cash outflow un-

der stated assumptions?
Accounting treatment depends on entity, jurisdiction, contract, inven-

tory, and chosen or required method. Use a qualified accountant. The
operating need is to label each view correctly and avoid making a cash
decision from a sales number.

51



52 CHAPTER 14. KNOWWHICH NUMBER YOU ARE LOOKING AT

Follow One Exchange
Leon sells a $12,000 company cohort in August. The contract is signed
then, 50 percent is due at signing, the remainder after the final November
session. The company pays the first invoice in September and the second
in December.

Depending on the accounting method and applicable rules, revenue
may be recognized at different times. The operating facts remain:
• August: a $12,000 booking exists;
• September: $6,000 is collected;
• delivery consumes capacity from preparation through November;
• December: the remaining $6,000 arrives if payment occurs as agreed.
Leon cannot use the full booking to pay September bills. He also should

not treat the first collection as entirely free cash because part supports
future delivery, taxes, refunds, and committed expenses.

Build the Cash Position
At least weekly, record:
1. cleared bank and payment-processor balances;
2. customer money received but not yet available;
3. committed payments by date;
4. payroll or contractor obligations;
5. tax and refund reserves;
6. restricted or customer-held amounts;
7. realistic collections by date.
The cash position is not one account balance. It is a view of what the

money is already expected to do.
Do not mix personal and business transactions casually. Appropriate

separation and recordkeeping depend on the legal and tax structure, but
the practical principle is strong: clean records let the founder, accountant,
lender, and regulator understand what happened.

The IRS, for example, emphasizes records that identify income sources,
track expenses, support tax filings, and prepare financial statements. That
official guidance applies within its jurisdiction, but the operating value of
contemporaneous records travels well.
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Calculate Runway as a Scenario
A simple runway estimate is available cash divided by expected monthly
net cash outflow. If cash is $24,000 and expected net outflow is $6,000, the
arithmetic says 4 months. The estimate is only as good as its assumptions.

Build 3 scenarios:
Base. Current likely collections and planned commitments.
Downside. Slower collections, weaker sales, a refund, or higher direct

cost.
Immediate stress. No new sales for a defined period and one named

failure.
Show the date at which a decision must occur, not only the date cash

reaches zero. If a founder needs 6 weeks to reduce commitments, waiting
until the last 2 weeks removes the choice.

For a seasonal or project business, monthly averages can hide a gap.
Use a weekly cash calendar during tight periods.

Keep Tax and Accounting Boundaries
Honest
This book does not prescribe an accounting method, deductible expense,
tax percentage, or entity. Those choices depend on facts and law. Build
the operating view in a way that can reconcile with the books rather than
inventing a parallel truth.

Ask a qualified professional:
• which method and reporting rules apply;
• when revenue, expenses, tax, and liabilities are recognized;
• which records and retention periods are required;
• how customer deposits, sales taxes, payroll, inventory, and cross-
border activity are treated;

• what reserves and filing dates should appear on the cash calendar.
An early dashboard does not replace compliant books.



54 CHAPTER 14. KNOWWHICH NUMBER YOU ARE LOOKING AT

Use the Right Number for the Decision
Use bookings to inspect sales commitments. Use collections and cash
dates to plan payments. Use revenue and expenses to understand eco-
nomic performance with the correct accounting support. Use contribu-
tion by offer to compare incremental economics. Use runway scenarios to
decide when to reduce commitments or secure financing.

Do not announce a profitable month from the bank balance. Do not ap-
prove hiring from unsigned pipeline. Do not reject a healthy offer because
a customer paid an annual amount in one month and distorted a simple
monthly comparison.

Put It toWork

□ Label bookings, revenue, collections, profit, cash, and runway sepa-
rately.

□ Trace one real exchange across contract, delivery, invoice, and collec-
tion.

□ Build a weekly cash position with commitments and reserves.
□ Model base, downside, and immediate-stress runway.
□ Reconcile the operating view with professional accounting advice.

The number becomes useful when it answers the question it was built
to answer.



CHAPTER 15

The Cash Calendar

Profit is an economic result. Cash is also a sequence. A business can be
viable across a quarter and unable to make a payment on Tuesday.

The cash calendar places expected money in and money out on dates.
It does not forecast perfectly. It exposes timing early enough to act.

Build 13Weeks
For a small operating business, a rolling 13-week view is long enough to
reveal a quarter’s commitments and short enough to update from actual
events.

Create weekly columns and these rows:
• opening available cash;
• named customer collections;
• other verified inflows;
• direct delivery payments;
• payroll and contractors;
• rent, software, debt, and recurring commitments;
• taxes and statutory payments;
• refunds and contingencies;
• owner pay or draw, treated consistently;
• closing available cash.
Separate committed, likely, and speculative inflows. The closing bal-

ance used for decisions should not depend on a speculative sale.
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Connect the Calendar to Invoices
Every expected collection needs customer, invoice or milestone, amount,
issue date, due date, current state, and next collection action.

Do not count the due date as the certain cash date. Use observed cus-
tomer behavior and the current status. A reliable customer who pays 10
days after a 30-day term belongs in the forecast around day 40 unless a
change is known.

Send accurate invoices promptly. Confirm the buyer’s required infor-
mation before the invoice. Amissing purchase order, tax field, legal name,
or delivery evidence can delay cash for reasons unrelated to the quality of
the work.

Collection is part of the promise path.

Use Deposits andMilestones for a
Reason
A deposit can reserve capacity, fund committed materials, reduce cancel-
lation risk, or align payment with work. A milestone can divide a long
engagement into accepted units. Neither should be an arbitrary habit.

State what the payment confirms, which capacity it reserves, refund
or cancellation treatment, and what happens if customer input is late. If
customer money funds future delivery, protect enough cash to perform
that delivery.

Priya collects full payment for a limited batch. The money is not imme-
diately profit. It must support materials, workshop payment, packaging,
replacement risk, taxes where applicable, and shipping. The calendar al-
locates those outflows before optional spending.

Place Taxes and Refunds on Dates
A vague annual tax reserve is easy to spend. Record estimated payment
dates, filing dates, sales or consumption tax remittance, payroll obliga-
tions, and professional fees based on qualified advice.

Maintain a refund reserve appropriate to the offer’s actual policy and
history. The correct amount is not universal. The point is that a promise
to refund is a cash commitment.
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Where customer funds, client money, grants, or restricted amounts re-
quire separate treatment, follow the relevant rule. Do not let an operating
spreadsheet override a legal duty.

Use Triggers, Not Panic
Define cash actions before the balance becomes frightening.

For example:
• if downside cash falls below 10 weeks, freeze optional recurring com-
mitments;

• below 8 weeks, accelerate collections and review owner pay and capac-
ity;

• below 6 weeks, activate a defined reduction or financing decision;
• if a named large collection is 7 days late, shift it out of committed in-
flows and contact the buyer through the agreed route.
These are illustrations, not universal thresholds. Set them from the

business’s ability to change costs, collect cash, and protect delivery.
Do not delay paying people or suppliers through silence. If a cash prob-

lem threatens an obligation, seek professional advice and communicate
appropriately before the deadline.

Run the CalendarWeekly
Replace forecast with actual, move the horizon 1 week forward, update
collection states, add new commitments, and record variance. Ask why
the variance occurred. A repeated payment delay may require terms or
qualification changes. A repeated cost overrun may require a new price,
supplier, or process.
Cash calendar rule

Every inflow needs a source and confidence. Every outflow needs an
owner and date. Every shortfall needs a decision trigger.

Put It toWork

□ Build a rolling 13-week cash calendar.
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□ Link every collection to an invoice, state, and next action.
□ State what each deposit or milestone reserves.
□ Put tax, refund, and restricted-money duties on dates.
□ Define action triggers while choices remain.

Cash surprises shrink when dates stop hiding inside totals.



CHAPTER 16

Price, Margin, and
Delivery Load

A popular offer can be the wrong offer. It can fill the calendar, produce at-
tractive sales, and leave too little cash or capacity to maintain the promise.

The unit of analysis is not the price. It is the economics and delivery
load of one completed exchange.

Build a Unit View
For each offer, record:
1. selling price;
2. payment and platform fees;
3. materials, shipping, and other direct cash costs;
4. direct contractor or labor cost;
5. founder delivery time;
6. expected support, correction, refund, or replacement allowance;
7. acquisition cost where it can be reasonably attributed;
8. contribution before shared overhead;
9. elapsed time and constrained capacity consumed.
Accounting definitions and labor treatment require professional sup-

port. The operating view should state its assumptions and avoid present-
ing founder time as free.
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Calculate ContributionWithout Hiding
Work
Suppose Maya’s audit sells for $1,200. Payment fees are $36. A specialist
reviewer costs $120. Expected correction allowance is $60. Direct cash
contribution before shared overhead is $984.

The offer also consumes 15 founder hours. The operating contribution
per founder hour is about $65.60 before shared overhead, taxes, acquisi-
tion, and owner compensation treatment. This is not an accounting profit
figure. It is a comparison that helps Maya decide whether the offer can
support its load.

If a $1,600 variant adds 10 screens and 12 founder hours, the higher
price can produce a worse operating result. Revenue rose. Capacity eco-
nomics fell.

Price Variation
Average cost hides variation. Record ranges and the conditions that create
them.

Maya’s effort rises when access is incomplete, the number of distinct in-
terface patterns is high, or the review involves multiple decision-makers.
Priya’s rejection rate rises with one finish and at one workshop humidity
range. Leon’s feedback load rises when participants submit long, unstruc-
tured scenarios.

You can respond by changing intake, scope, batch, supplier, price, or fit.
Do not treat variation as random if the condition is visible before sale.

Inspect the Offer Portfolio
Place offers on 2 axes: healthy contribution and constrained capacity con-
sumed.
• Healthy contribution, low load. Protect and understand demand.
• Healthy contribution, high load. Schedule, standardize, price
scarcity, or add proven capacity.

• Weak contribution, low load. Keep only for named strategic access
or proof.
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• Weak contribution, high load. Redesign, reprice, or stop.
Strategic value must be named. An introductory diagnostic may lead to

a healthy engagement, but only if observed movement supports that path.
A low-priced offer that supposedly builds trust and rarely leads anywhere
is a habit, not a strategy.

Raise Price or Change the Promise
A price increase can correct inflation, scarce capacity, increased value, im-
proved proof, or previously omitted cost. It cannot repair an undefined
offer.

Before changing price, decide:
• which customers and dates are affected;
• whether scope or terms also change;
• how existing commitments are honored;
• what evidence will show the effect;
• which lower-scope alternative remains, if any.
Sometimes the best move is not higher price but a smaller promise.

Maya can offer a fixed-screen audit rather than an ambiguous product au-
dit. Leon can separate the cohort from private coaching. Priya can reduce
finish variants.

Do Not SpendMargin Twice
Contribution must cover shared costs, owner compensation, taxes, invest-
ment, failure, and profit according to the business’s model. A dashboard
that labels all contribution as profit encourages commitments the money
cannot support.

Reconcile the operating view with the books. If the views disagree, in-
vestigate timing, classification, inventory, labor, refunds, and missing ex-
penses.

Put It toWork

□ Build a complete unit view for every active offer.
□ Put founder time and constrained capacity beside cash cost.
□ Record the conditions that cause variation.



62 CHAPTER 16. PRICE, MARGIN, AND DELIVERY LOAD

□ Place the offer in the contribution-load matrix.
□ Redesign or stop weak, high-load work.

The right offer earns enough and leaves enough capacity to keep being
the right offer.



CHAPTER 17

A Small Dashboard That
Changes Decisions

A dashboard is useful when a number crosses a boundary and causes an
action. Without that connection, it is wall decoration made from arith-
metic.

The early operating dashboard should fit on one page and answer 5
questions: is suitable demand entering, are buyers deciding, are promises
completing, is cash safe enough, and what constraint deserves attention?

Choose OneMeasure per Decision
A practical starting set:

Area Measure Decision supported

Demand Qualified entries by
route

Continue or change the pri-
mary route

Sales Stage movement
and decision time

Fix qualification, proof, of-
fer, or follow-up

Delivery Completed
promises, cycle,
active work

Adjust start limit or con-
straint

Quality Defects, corrections,
acceptance

Change criteria, review, or
process

Cash 13-week downside
balance

Collect, reduce, reserve, or
finance
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Customer Repeat, referral, can-
cellation, support
pattern

Improve result or fit

Add the single current constraint in words. Numbers can show the
queue; a sentence should state the operating interpretation.

Show Counts Before Rates
In a small sample, 1 event can swing a percentage dramatically. Report 2
sales from 5 qualified conversations before announcing 40 percent conver-
sion. Show the period and cohort. Do not combine different offers, prices,
routes, or buyer types unless the comparison remains meaningful.

Rates become more informative with repeated, comparable observa-
tions. They never become independent of context.

Use rangeswhere directmeasurement is weak. If founder delivery time
varies from 11 to 18 hours, displaying an exact average of 13.7 may create
false confidence. Show the range and the condition behind it.

Define the Trigger
Eachmeasure needs a target or boundary, review frequency, and response.

For example:
• if active audits exceed 2, no new audit starts;
• if first review finds more than 2 severity inconsistencies, pause final-
ization and recalibrate the rubric;

• if downside cash crosses the chosen floor, freeze optional commit-
ments;

• if 3 qualified buyers repeat the same exclusion request, investigate a
separate offer rather than modifying every project;

• if customer-input wait exceeds 5 working days, send the defined status
and reschedule the start.
The thresholds are examples. Set them from the promise and risk.
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Use Leading and Lagging Evidence
Lagging evidence records results: collected cash, completed work, defect,
cancellation. Leading evidence shows a condition that may shape the re-
sult: qualified conversations, confirmed inputs, queue size, overdue in-
voices, or first-unit inspection.

Leadingmeasures are not prophecies. They give the business an earlier
place to act.

A pipeline total without stage movement is weak leading evidence. A
booked project without confirmed input is weak capacity evidence. Use
the most proximate observable condition.

Assign Data Ownership
Every measure needs a source, definition, update owner, and timestamp.
In a solo business, the founder may own all 4, but the rules still matter.

Definitions prevent drift. Does completed mean delivered or accepted?
Does collected cashmean processor payment or cleared bank funds? Does
a qualified conversation require authority and timing, or only interest?

If data cannot be collected consistently, simplify the measure. A clean
manual count beats an automated figure nobody can explain.

Read the Dashboard as a System
Do not optimize a row alone. More qualified demand can overload deliv-
ery. Faster cycle can increase defects if a necessary review was removed.
Higher deposits can improve cash and increase refund exposure. A stricter
fit rule can lower inquiry volume and improve margin, completion, and
referrals.

Ask how the movement travels across the promise path.
Dashboard discipline

Measure. Definition. Source. Period. Count and rate. Boundary.
Owner. Action. If one of these is missing, the figure may not be
decision-ready.

Put It toWork
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□ Limit the dashboard to measures with decisions.
□ Show counts, period, cohort, and relevant ranges.
□ Give every measure a boundary and response.
□ Combine leading conditions with completed results.
□ Read changes across sales, delivery, quality, and cash.

The dashboard is not a report on the business. It is the instrument panel
for the next decision.



Part V

Run theWeek and
Learn
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TheWeekly Founder
Review

Without a review, the founder runs the week from the newest message.
The loudest event becomes strategy, and important conditions remain in-
visible until urgent.

Theweekly founder review is a 60-minutemeetingwith the evidence. It
converts changes into decisions and decisions into owned commitments.

Prepare the Operating View
Before the review, update pipeline states and next actions; active, waiting,
correction, and scheduled work; completed promises and quality events;
cash calendar and collections; customer learning; the current constraint;
and decisions carried from last week.

Do not spend the meeting reconstructing the system from memory.
Preparation should take minutes because the records are maintained
during work.

Begin with Exposed Promises
Review in this order:
1. safety, legal, privacy, or irreversible risk;
2. broken customer promises and recovery;
3. cash obligations and collection risk;
4. blocked or aging active work;
5. buyer decisions and future capacity;
6. customer learning;
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7. improvement and growth.
This order prevents exciting new work from hiding damage in current

work.
For every issue, distinguish observation, interpretation, decision, and

action. Two reports were late is an observation. Writing is too slow is an
interpretation. The records may show that both reports waited for review.
The decision should follow the mechanism, not the first story.

Ask 7 Questions
1. Which promise is at risk?
2. What changed from the expected path?
3. What is the present constraint?
4. Which cash date or obligation needs action?
5. What did a buyer or customer teach us?
6. What decision can remove work rather than add it?
7. What will be true by the next review?
The sixth matters. Founders respond to pressure by adding tasks, tools,

and offers. The best decision may be to close a stale proposal, reduce a
batch, remove an option, cancel an unused commitment, or stop an im-
provement unrelated to the constraint.

Create a Decision Record
Write the date and decision, evidence considered, alternatives rejected, un-
certainty, owner and immediate action, and review trigger.

The record stops the business from reopening every hard choice when
mood changes. It alsomakes learning possible. A reasonable decision can
produce a poor result. Judge the process using what was knowable at the
time.

Commit Less Than Capacity
End with a small set of commitments. Each needs an owner, date, and
evidence of done. Check that scheduled work fits capacity after existing
promises.
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Keep a stop list: work removed, starts delayed, opportunities closed,
meetings or reports no longer needed, and experiments ending at their
stop condition. The stop list is capacity returned to the promise.

If the review repeatedly takes 3 hours, the view is too fragmented or the
meeting is being used to perform work. It should decide and route, not
write proposals or solve every defect.

The weekly review succeeds when Monday begins with fewer hidden de-
cisions.

Put It toWork

□ Schedule one protected weekly review.
□ Prepare the one-page view first.
□ Review risk and current promises before growth.
□ Separate observation from interpretation.
□ End with decisions, commitments, and a stop list.

The founder’s job is not to remember everything. It is to keep the busi-
ness able to decide.
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Customer Learning After
the Sale

Before purchase, a buyer describes expectations. After purchase, behav-
ior reveals where the promise helped, confused, disappointed, or created
another need.

Post-sale learning can connect experience to the exact stage, condition,
and result.

Observe Onboarding Friction
Record where customers pause, ask, abandon, or submit the wrong input.
Do not assume the customer failed to read. The system may have asked
too much, used internal language, hidden a dependency, or delivered the
instruction at the wrong time.

Maya sees that customers delay staging access because the request does
not explain which permissions are needed. She replaces a vague sentence
with a short permission matrix and a safe test. Intake wait falls.

Leon observes that participants who submit a real scenario before ses-
sion 1 engage more deeply. He does not declare causation from a small
group. He makes the scenario a bounded onboarding test in the next co-
hort.

Code Support byMeaning
Classify contacts as access, comprehension, defect, use, change, or risk.
Count patterns by offer and stage. Ten questions may be harmless if they
reflect useful application; 2 access failures can block the whole promise.
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Do not turn private customer communication into marketing material
without permission. Anonymize operational patterns where possible and
protect regulated data.

Ask for Outcome Evidence
Ask which part was used, what decision or behavior changed, what re-
mained difficult, what was expected but did not occur, and what alterna-
tive the customer would use now.

Do not force a positive framing. A customer who used only one deliv-
erable may reveal the real product. A customer who achieved the result
but found the process difficult may reveal a stronger delivery system. A
customer who achieved nothing may reveal poor fit, weak transfer, or an
overstated promise.

Read Repeat, Referral, and Cancellation
A repeat purchase shows that another exchange was chosen. A referral
shows willingness to attach reputation to the fit. A cancellation shows
that the next exchange was not chosen. None explains itself.

Ask about the condition. Repeat may follow a temporary deadline. A
referral may be to a different buyer. Cancellation may reflect a resolved
problem, budget change, poor result, wrong timing, or competition.

Request a testimonial after the customer has had time to use the result.
Let them approve attribution and claims. Keep the original record.

Turn Learning Into a Controlled Change
Route a change through evidence and frequency, affected buyer and stage,
promise or process change, cost and capacity effect, test period, and accep-
tance or stop condition.

Do not let one enthusiastic customer become an automatic roadmap.
The request may be valuable and belong in a different offer.

Bring post-sale learning into the offer, qualification, proof, process,
quality, price, and fit. If an insight changes nothing, it is a note, not
learning.
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Put It toWork

□ Record onboarding pauses and missing inputs.
□ Classify support by operational meaning.
□ Ask about use and change, not only satisfaction.
□ Investigate the condition behind repeat, referral, and cancellation.
□ Test changes through a bounded rule.

The customer continues to describe the product after the sale. The busi-
ness has to keep listening in a form it can use.



CHAPTER 20

The Next Operating
Stage

The system works when the founder can see the promise move, make an
honest date, distinguish cash from hope, learn from a defect, and decide
the week without reconstructing the business from memory.

That does not mean the business is ready for every next step.

Prove Stability Before Leverage
Look for a defined offer bought repeatedly by a recognizable customer;
a route producing suitable conversations; a visible promise path; quality
criteria and recovery; economics that include hidden load; cash records
and professional support; a weekly review; and exceptions recorded rather
than absorbed by the founder.

Stability does not require perfection. It requires the ordinary path and
important variation to be visible.

Automate a Stable Transfer
Automate when the trigger and rule repeat, delay or error matters, and
recovery is possible. Good candidates include confirmed-payment mes-
sages, structured intake transfers, reminders, true status updates, and
repetitive calculation with review.

Do not automate unclear sales judgment, unsafe data transfer, or a
process that changes every customer. Automation reduces the cost of a
known route. It does not create one.
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ProductizeWithout Removing Judgment
Productization narrows variability through a fixed result, input, method,
boundary, price, or schedule. It can make a service easier to buy and de-
liver. It can also remove the judgment that creates value.

Maya standardizes screen count, intake, severity system, report, and
review. Findings and priority still require expertise. Leon fixes cohort
schedule and practice cycle while feedback remains contextual.

If customers consistently require different outcomes, a fixed package
may create friction instead of leverage.

Hire into a Defined Constraint
Hiring fits when recurring work exceeds capacity, the role has a definable
result, the economics carry total employment cost, management capacity
exists, and legal duties can be met. Do not hire to make ambiguity disap-
pear. The employee will inherit it.

Name the constraint; define result, authority, interfaces, and review;
model downside cash; identify employment, payroll, insurance, and
safety obligations; decide how quality is verified; and use professional
advice. Worker classification is a legal question, not a label chosen for
convenience.

Raise Price, Narrow, Pause, or Stop
Raise price when promise, proof, capacity, and economics support it. Nar-
row when variation prevents quality. Pause when cash, health, safety,
supply, or quality removes the ability to keep the promise. Stop when
the exchange remains unhealthy after bounded redesign or conflicts with
durable constraints.

The operating system should make these decisions earlier, not prevent
them.

Look for Fragility
Askwhat happens if the largest customer leaves, the founder cannot work
for 2weeks, the primary routeweakens, a supplier fails, payment is 30 days
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late, a platform changes, demand doubles, or a defect affects a batch.
Do not eliminate every risk. Identify concentration, recovery time, re-

serves, alternatives, and the promise that must be protected first.
Those are durability questions. They belong to the next book.

Put It toWork

□ Verify the ordinary path before adding leverage.
□ Automate one stable, recoverable transfer.
□ Keep valuable judgment visible when productizing.
□ Hire only into a supported constraint.
□ Run a fragility review and reduce one exposure.

The working founder is not the person who does everything.
It is the person who makes the business’s work visible enough to im-

prove.



Part VI

TheWorking Founder
Operating Pack
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CHAPTER A

One-Page Operating
View

Complete this before the weekly review. Use facts current at the stated
date.

Promise
Primary offer

Best-fit customer
and trigger

Result and comple-
tion rule

Current constraint
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Operating Signals
Area Current Boundary Decision or ac-

tion
Suitable de-
mand

Buyer move-
ment

Active promises

Quality or
recovery

13-week down-
side cash

Customer learn-
ing

Decisions
Decision Owner Review date
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Work to Stop



CHAPTER B

Offer Specification

Buyer Who can enter and approve this exchange?

Trigger What makes the result timely?

Result What progress can the offer responsibly
promise?

Deliverables Which objects, units, sessions, access, or deci-
sions transfer?

Customer inputs What is required, from whom, and by when?

Boundary Exclusions, quantity, revisions, support, and
change rule.
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82 APPENDIX B. OFFER SPECIFICATION

Price and terms Amount, payment, expiry, cancellation, refund,
and applicable tax treatment.

Completion What observable event means done?

Proof Which evidence supports which claim?

Adjective Audit
List every claim such as fast, complete, custom, premium, or unlimited.
Replace it with an observable condition.



CHAPTER C

Pipeline Stage
Definitions

Stage Entry evidence Exit evidence Stale rule
Identified

Engaged

Qualified

Offered

Committed

Won

Lost
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Later

Active Opportunity Record
Buyer, role, offer

Trigger and stage
evidence

Amount and pay-
ment timing

Next action,
owner, date

Risk or missing in-
formation

Proposed start
and capacity hold



CHAPTER D

Promise Path and
Minimum Process

Promise Path

Stage Entry Work / owner /
time

Exit / exception

Attention

Fit check

Agreement

Payment

Intake

Production

Review
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Delivery

Acceptance

Learning

Minimum Viable Process
Trigger and owner

Required inputs

Steps or decision
rule

Definition of done

Exception and au-
thority

Evidence created



CHAPTER E

Cash Calendar and Small
Dashboard

The editable companion spreadsheet contains the full 13-week calendar.
Use this page to set the rules before entering numbers.
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Cash Boundaries
Available-cash defini-
tion

Tax and refund reserve
rule

Committed-inflow
rule

Downside assumption

Action floors and deci-
sions

Professional review
needed

Dashboard Definitions

Measure Definition and
source

Boundary Action

Demand
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Sales

Delivery

Quality

Cash

Customer



CHAPTER F

Weekly Founder Review

Review Information
Week ending: Prepared:

Risk and Current Promises
1. Safety, legal, privacy, or irreversible exposure:

2. Broken promise or open recovery:

3. Cash date or obligation requiring action:

4. Blocked or aging active work:

Evidence
Current constraint:

What changed from the expected path?
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What did a buyer or customer teach us?

Decision Record

Decision Evidence and
uncertainty

Owner Review

Stop List



CHAPTER G

Service Recovery Scripts
and Boundaries

Adapt these structures to the failure, contract, and applicable law. Do not
send a template that makes an untrue promise.

Acknowledgment
We did not deliver as agreed. The im-
mediate effect is . We have paused

to prevent further harm.

Known, Unknown, and Next Update
We currently know:

We are still verifying:

The next update will be sent by:

Available Remedy
The available choices are:
1. correction by ;
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2. replacement by ;
3. refund or exit under ;
4. another lawful, agreed remedy: .

Internal Recovery Record
Customer effect

Immediate protec-
tion

Remedy, owner,
completion

Failure created and
detected

Preventive change

Verification date
and evidence

Respectful End
State the boundary, effective date, remaining obligations, access or hand-
off, records and data treatment, and money treatment. Obtain profes-
sional advice when contract or law requires it.



Source Notes

This book is an original synthesis for early, founder-led businesses. Its
operating principles are informed by established work on process man-
agement, constrained flow, service quality, recordkeeping, customer de-
velopment, and small-business finance.

The source ledger supplied with the production package records the
boundaries of every external source used. Especially important are
the U.S. Internal Revenue Service recordkeeping guides, ISO’s quality-
management principles, and the official small-business guidance cited in
the ledger. Official material is used to identify questions and distinctions,
not to turn one jurisdiction’s rules into universal advice.
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About the Author

Gaurav Tiwari builds, teaches, publishes, and runs small digital busi-
nesses. His work spans education, software, content, and services. That
range is why this book treats sales, delivery, cash, and customer learning
as one connected system rather than separate departments.

He writes at gauravtiwari.org.
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Continue theWork

If the system in this book works only while demand is calm and the
founder is healthy, continue with Built for Bad Weeks. It deals with con-
centration, position, leverage, redundancy, reserves, and recovery.

Operations make the promise repeatable. Durability asks whether the
promise can survive pressure.
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