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Dedication
We dedicate this book to all of the formal and informalmentors and coaches who helped us along our path tolearn how to lead and build successful mid-marketcompanies.
These mentors/coaches include our parents, bosses,colleagues, subordinates, suppliers, and bankers.
Almost everyone has something to teach you if you adopt aValue Creation Mindset, take the time to listen with all yoursenses, and think about what they communicate in wordsand actions.
Without our mentors/coaches we would never haveachieved success or been able to write this book.
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Section 1
Introduction andMaster

Concepts
In this section, we’ll introduce ourselves and the businesssystem that we have used successfully for over 40 years tobuild Value Creation Companies that produced perpetuallysuccessful.

Chapter 1: Unlocking ValueChapter 2: The SuccessParadox
Chapter 3: The Value Creation Company

Throughout this book, we will use the title CEO verybroadly. It is our shorthand for whatever title you, as thetop leader in your organization, call yourself. This caninclude owner, president, entrepreneur, COO, divisionpresident, general manager, etc. We use CEO because itis quick and easy to read.
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Chapter 1
Unlocking Value

“If you don’t know where you’regoing, get on any bus and it willtake you there.”
~ Lewis Carrol

The stark reality of executive leadership reveals a troublingparadox. Between 50% and 70% of executives fail withintheir first 18 months (Abdou, 2020). Let that sink in for amoment. In an era where business education is a $200billion industry, where leadership books flood the market,and where executive coaching has become ubiquitous,more than half of our top business leaders stumble beforethey've had a chance to find their footing.
Even more startling? When we narrow our focus to CEOs -those select few who reach the pinnacle of corporateleadership - the numbers barely improve. Between 33%and 50% of new CEOs fail within their first 18 months(Collins, 2023). These aren't just statistics; they're careerobituaries, representing thousands of derailed dreams,disrupted organizations, and disappointed stakeholders.
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Who This Book Is ForIn 2012, Kara Goldin sat in her San Francisco office staringat a report that showed Hint Inc.'s growth had flatlined at$12 million in revenue. Major retailers were dropping herproduct, distribution costs were eating margins alive, andbeverage industry giants were squeezing her company outof valuable shelf space. What separated that moment ofcrisis from the company's remarkable transformation fouryears later – when revenues had soared to $50 million withindustry-leading margins and a revolutionary direct-to-consumer model – wasn't just persistence or luck. It washer willingness to embrace a complete transformation inhow she thought about leadership, strategy, and success(Goldin, 2020).
This book, like Kara Goldin's story, isn't for everyone. Thedifference between those who merely read business booksand those who transform companies and industries oftencomes down to a simple but profound choice: thecommitment to embrace change at a systemic level. We'vediscovered, through years of working with leaders acrossindustries, that success becomes predictably elusive whensomeone tries to cherry-pick parts of a holistic system.
This book is also not for large inflexible companies that areslow to change, to respond to new market conditions, and toadopt new ideas and practices.
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Think of it like learning to play jazz. You can't just masterthe scales while ignoring rhythm, or perfect your timingwhile neglecting improvisation. The magic happens whenall the elements work in concert. The same holds true fortransformational leadership. And while in the middle of apiece, one player introduces a new theme. The other jazzmusicians effortlessly adjust and even build on the newtheme without having to stop and think about it. The sameholds true for transformational leaders who use oursystem.
This book speaks directly to the restless innovators: thecurrent and aspiring entrepreneurs, the C-suite executives,the presidents and CEOs, and the leadership teams whosense they're capable of more. It's for the leaders whorecognize that true success isn't just about quarterlyresults. It’s about creating value for every stakeholder intheir ecosystem. Most importantly, it's for those who feelstuck in the gap between their vision and their reality whoare ready to discover the fastest path to extraordinaryresults. Often it requires slowing down to speed up.
What You'll LearnThis might sound crazy: you’ll learn a simple, practical,common-sense system. It's easy to understand, learn, andimplement. No wild, complicated theories.
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But like the discovery of penicillin or the invention of thePost-it note, sometimes the most profound breakthroughsemerge from simplicity itself. What separates theextraordinary from the ordinary often isn't complexity – it'sthe courage to embrace fundamental truths and thediscipline to execute them consistently.
In the following chapters, you'll discover and learn:
· A proven system for building a company that willproduce extraordinary results capable of scaling to anysize you want
· How to avoid the common pitfalls that derail mostexecutives and clear away the noise so you can stayfocused on what’s really important
· Methods for transitioning from single-function expertiseto multi-dimensional leadership
· Practical strategies, principles, and disciplines that havebeen battle-tested in real-world situations
· How to create and implement a mindset and culturethat excites and engages all your stakeholders –employees, customers, suppliers, and bankers
· The exact methodology behind numerous successfulbusiness transformations that make the complicatedsimple
Maybe most importantly, this book is not a repetition of oldtheories, catchy slogans, and suggestions that you mustfigure out
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how to adapt and apply to your business. It's a straight-forward presentation of practical, time-tested concepts,practices, disciplines, and activities that deliver exponentialresults. It's based on learning what works and what doesn'twork for small to mid-sized companies.
The Promise of TransformationImagine walking into your office two years from now. Theatmosphere is different – calmer, more purposeful. Yourfinancial statements show profitability has increased by afull 10% of your revenue. For a $10 million company, that'san additional $1 million flowing to the bottom line. But thenumbers tell only part of the story.
Your employees, once stressed and overworked, nowmove with confidence and purpose. Turnover has becomea distant memory. In fact, top talent in your industryregularly reaches out, hoping to join your team. Yourcustomers don't just stay; they advocate for you, willinglypaying premium prices for the exceptional value you deliver.Even your bankers and suppliers have changed theirapproach, offering preferential terms and specialaccommodations.
This isn't a fantasy. It's the documented reality forcompanies that have fully embraced and implemented thesystem we'll discuss in this book. The key word here is"fully." Like a precision timepiece,
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this system works because all its components worktogether. Remove one gear, one spring, and the entiremechanism fails to keep accurate time.
Here's the caveat: this transformation requirescommitment. If you're looking for quick fixes or planning tocherry-pick elements that seem convenient, you might aswell stop reading now. This system demands completeengagement, but it rewards that commitment withextraordinary results.
A Tale of Two PathsMeet Mike Berns and Howard Hauser. Both grew up inentrepreneurial households, watching their fathers runsmall businesses. Both graduated college with ambitionand drive. Both achieved success – but the paths they tookwere dramatically different.
Mike's journey began with what appeared to be simple luck– landing a position with a visionary seasoned businessowner when Mike was fresh out of college. This owner hada conceptual plan: build a company that would satisfy theunfulfilled needs of stakeholders within their marketplace,using a unique business system he had contrived. Hisstrategy included hiring young people with no businessexperience but with the right mindset to be his team.
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Over eleven years, Mike didn't just observe - he wassystematically trained in a business approach that wouldlater enable him to lead a struggling $350 millionenterprise. "I had no bad habits to unlearn," Mike wouldlater reflect. "What I had was a key position in learning howto transform an $8 million company into a $116 millionmarket leader."
Because of his early start and subsequent positions, Mikedeveloped strengths in strategic thinking, planning, andexecution, customer engagement, sales, performanceanalytics and much more.
Howard's path tells a different story. Equally intelligent andequally driven, after college, he started in fast-trackpositions with major corporations. His managers wereproducts of traditional, big-company business thinking –command, control, execute. They were very light on thecoaching and mentoring. So, Howard learned through whatwe might call the "corporate osmosis" method: observingmore senior leaders, reading business books, and learningthrough trial and error.
In his first position, fate put him in a position to fix a brokenbilling department. This set the course of his career. In hisfirst 8 years, he worked in 7 different positions with 3different companies in 3 different industries – each fixingsuccessively larger more complex broken functional areas.
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Tired of the politics of large corporations, Howard jumpedto full P&L responsibility with a small company and neverlooked back. Each new position was larger and morechallenging. But when he and Mike met in 2002, thecontrast in their trajectories was stark. The rate ofacceleration in their careers was blatantly different.
The Hidden PatternWhen Mike and Howard compared their career paths, theyuncovered something profound. Despite similarbackgrounds – both from entrepreneurial homes, bothsharing similar outlooks on life, people, responsibility, andintegrity – their professional trajectories had divergedsignificantly. The difference wasn't in their capabilities ordedication. It lay in something more subtle yet powerful:systematic mentorship and coaching versus the self-directed school of hard knocks.
The key takeaway? Having a mentor/coach and a provensystem is a huge factor in the speed with which success isachieved.
The Leadership Learning TrapHere's where we encounter a fundamental flaw inexecutive development. Despite thousands of businessbooks and magazines published each year and despitecountless seminars and training programs, top executivesand businesses continue to fail at an alarming rate. Why?
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The answer lies in how executives typically learn their craft.Most learn on the job, like Howard did, by observing theirsuperiors – a method that sounds logical but contains afatal flaw. If leadership ability follows a normal distribution(and all evidence suggests it does), then at least half ofthese role models are, by definition, average or belowaverage. Only about 10% are truly exceptional.
This creates a troubling cycle: executives are moving fromsingle-function positions (sales/marketing, finance,operations, etc.) into multi-dimensional top leadership roleswithout adequate preparation. They struggle with greaterdimensionality and strategic challenges, often learningthrough the same trial-and-error methods that haveperpetuated mediocrity for generations.
And it goes beyond leadership. Don't get us wrong,leadership skills are critical. However, there are other skillsthat, as a group, we believe rival leadership in importance.If an executive with great leadership skills doesn't knowhow to determine the destination, he or she just becomesthe head lemming leading their team over a cliff.
Breaking the CycleThe business books and magazines that you haveprobably read are largely written by people withbackgrounds in large academic or consulting organizationswho have studied or consulted with large corporations.Yet, leaders of small companies try to
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somehow apply these messages to their small-to-mid-sized company. It rarely works.
To make it worse, most consultants and academicsactually make business seem complicated – perhapsbecause it reinforces their role as interpreters of business"mysteries." Or maybe it's because very few have actuallyrun a company, let alone a highly successful one.Regardless of the reason, the gap between theory andpractice remains wide, and the cost of this gap ismeasured in failed executives and struggling companies.
The purpose of this book is to close that gap.
Why We're QualifiedForty years ago, Mike was an instrumental part of a teamthat developed a system that produced extraordinarygrowth – from $8 million to $116 million in just elevenyears, becoming the market leader in their segment.
While Mike and Howard had divergent experiences, theyeach acquired unique perspectives on the inner workingsof how a company operates. They each understand andcan relate to the personal struggle presidents and CEOsexperience.
Together, Mike and Howard offer a multifaceted view ofbuilding great companies. Yes, they're human. Ofcourse they made
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mistakes. Especially, in the early going. But they learnedfrom their mistakes. And they always pressed on to perfectthe system.
Theirs wasn't a one-time success. Their system has beenimplemented in numerous companies, consistentlyproducing exceptional results.
This experience includes:
· Turning around and growing dozens of companies,ranging in size from a few million to $350 million inrevenue
· Working with, leading, and managing every aspect ofB2B companies
· Learning what works, what doesn't, and why
· Understanding what top executives need to know aboutevery aspect of their small to mid-sized company
Your Next StepsExceptional business success isn’t about genius or luck.It’s about having the right system and the commitment toimplement it fully. It doesn't have to be a mystery or takedecades.
This book provides a roadmap, not just theory. It’s aproven system that has consistently producedextraordinary results. As you read on, you'll learn exactlyhow to implement these principles in your organization.



13

The journey to exceptional business success starts with asingle decision: will you continue learning through trial anderror, or are you ready to adopt a systematic approach thathas been proven to work? The choice – and theopportunity – is yours.
References:Abdou, S. (2020, March 13). Why Most Executives Fail—And Four Things Companies Can Do About It. Forbes.Retrieved from Forbes.com.
Collins, M. M. (2023, July 12). For CEOs, A High FailureRate. Professional perspective from the former presidentand CEO of the Media Financial Management Association.
Goldin, K. (2020). Undaunted: Overcoming Doubts andDoubters. HarperCollins Leadership.


