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Let me set the stage and put things in context right from 
the beginning with an imaginary tale.

It’s 1988 and you are a 12 years old. It’s a sunny afternoon 
in early July, at a time when dial-up modems make the 
Internet sound like R2D2, soda pop comes in glass 
bottles and toys with tiny detachable parts don’t come 
with choking hazard signs. These are the good old days. 
The days when all you wanted to do was go out exploring, 
race through the neighborhood with your friends or  
build forts in the forest. 

Instead, your mom is forcing you to help out with the 
annual garage sale, so you are sitting outside your house, 
baking in the afternoon sun.

It’s not all bad though, you tell yourself. You might have 
been really sad last night at the thought of parting with 
some old toys you haven’t looked at for the last five years, 
but at least you might get some money from it. In fact, you 
have been daydreaming about it all morning: all that cash 
from instantly selling your stuff—filling your homemade 
peanut butter jar piggy bank. With it, you could buy that 
new BMX bike that looks like a gas-powered motocross 
motorcycle with real shocks, maybe add windows to 
your tree fort or treat yourself to larger weekly stashes 
of Hubba Bubba gum, Nerds candy and potato chips all 
summer. Oh! The endless possibilities. But there’s only 
one problem.

Nobody’s buying your stuff. Sure, your mom’s old blue 
glass plates and grandma’s spoon collection aren’t really 
flying off the shelf either, but your parents seem to be 
getting a heck of a lot more traffic than you. Dad is selling 
old tools. A wave of local students is rummaging through 
mom’s old kitchen equipment. Your toys, the ones you 
reluctantly deemed worthy of giving up, have barely 
warranted a glance.
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So, what’s the problem? Well, in hindsight, as with 
most things, it’s fairly easy to spot. You live in a college 
neighborhood with plenty of single adults and few 
children. It’s a hot summer day and the few children who 
live in the neighborhood are out playing (like you wanted 
to do), not prowling garage sales on the off-chance 
someone is selling a limited edition of a Archie comic 
or an oversized My Little Pony plush toy. Last problem: 
you are selling things that were not good enough for you 
to keep. If it was not good enough for you to keep, it is 
probably not good enough for others to buy. Plus, you 
naively thought, “I have set up my garage sale table, I have 
things to sell and, therefore, people will show up at my 
sale to buy them.” And, on top of that, you thought “Just 
to make sure, I will sell everything cheap; that way, price 
will not be a problem.”

The truth of the matter is, a lot of 
entrepreneurs spend just as little time 
today really thinking about their 
clients as we did as kids at garage 
sales. Business owners and operators 
all across the world aren’t connecting 
with their clients and, as a result, 
are throwing away the opportunity 
to unlock their potential. They do 
this because they fail to recognize 
one simple truth: businesses solve 
people’s problems.

The purpose of any enterprise is to 
provide value to the market—to fill a 
void, meet a market need, and make 
people’s lives better and easier.

You must recognize  
one simple truth: 
businesses solve 
people’s problems.
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We actually learn this from a very young age, which is 
why, when we saw thirsty strangers walking through 
our neighborhood on a hot summer’s day, the more 
industrious among us erected lemonade stands and 
charged 50 cents a glass for that cool, satisfying beverage. 
When our school stopped the sale of pop on its premises, 
we smuggled some in and made a small fortune profiting 
from our peers’ sugar cravings.

A business can survive only if it serves some purpose in 
the community. A man with no car will not buy tires. 
A woman who doesn’t own a mobile phone will not 
download a cool new app. A family without pets will not 
purchase dog food. You can create the finest products ever 
imagined, but if no one has the problem your products or 
services are trying to solve, they will not sell. A business 
without sales—without clients—cannot keep its doors 
open.

In a world increasingly driven by data points and  
complex algorithms, it can be difficult to see one’s client 
as an individual—even as a human being. For corporate 
giants with millions of customers, we might all look like 
nothing more than numbers but, not only is this the 
wrong attitude to take, the assumption is false.

A casual observer might see us as people with no great 
difference from one to the next, yet that doesn’t explain 
why one person walks into a Starbucks for their morning 
coffee and another chooses to visit the drive-through 
window at Tim Hortons. Our individuality guides our 
behavior. But we are often clueless about where this comes 
from and how it affects us. We might live in a region with 
four distinct seasons but when the winter skies dump 
piles of snow, some families buy a seasonal ski pass while 
others are already planning their trip to the Caribbean.
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Knowing one’s client is about so 
much more than doing market 
research in one’s pajamas with a 
computer, gathering up whatever 
facts Google spits out and creating 
rudimentary reports that we can 
finish up by lunch. It requires 
connecting with people on a deeper 
level and doing the required mental 
gymnastics to get there. Some 
entrepreneurs might consider 
themselves to be remarkably good 
at gathering basic information about 
their individual clients—their age, 
salary, and schedule; the areas where 
they live; and other useful data. 
Yet, ask the business owner a more 
thought-provoking question like, “Why did this client 
decide to look for your store in the first place?” or “What 
are this client’s core motivations? What do they want, 
need, and desire?” and, suddenly, more than 70 percenti  

of these owners will go blank. They then revert back to 
their mounds of statistics and easily quantifiable data.

Knowing one’s client (or potential client if you are just 
starting) cannot end at simply determining whether an 
individual has the capacity to buy from you because they 
have enough cash in their account or enough room on 
their credit card. You need to know and understand where 
the buying decision originated. You need to determine 
their motivations and, more importantly, the specific 
problem you can solve for them. You also need to know 
who is most likely to want this solution. And then you 
must ask: What is the best message I can communicate to 
let this client know that I understand their needs and how 
to help them?

You need to know  
and understand  
where the buying 
decision originated.
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As much as we may not like it, the world is changing. 
There is now an enormous expansion of markets due to 
globalization and improved accessibility of information. 
Local, independent entrepreneurs have never had so 
much competition.

Your clients are the foundation of your business. 
Without them, your business could not exist. Yet many 
entrepreneurs seem to know almost nothing about them. 
Instead, many entrepreneurs often adopt Kevin Costner’s 
Field of Dreams attitude of, “If you build it, they will 
come.” They think that their product has automatic value, 
that their business deserves customers just by existing.

Some also think, “I will sell it cheaper than the others, 
so I will get more business with more sales.” But this is 
true only if you see yourself as selling a commodity, and 
commodities only sell if they are as good as the others 
available and as long as you have the cheapest price. Often, 
it is just a matter of time before the arrival of a cheaper, 
comparable product. Once that happens—poof! Your 
clients disappear. Do you want to build a commodity-
based business? Some might, but most don’t.

It is possible to be successful solely by studying the 
observable, measurable, quantifiable external drivers of 
your client’s behavior, much like you don’t always need 
to attend class to pass the final exam. If it is a multiple-
choice test, you can guess at the answers and hope you get 
lucky. If you’re smart, you can deduce and guess your way 
through it and use a little common sense. Either way, you 
will probably not be awarded honors and, perhaps most 
importantly, you will not be rewarded with peace of mind. 
The student who studied for 36 hours straight before the 
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exam might end up getting the same mark as you, but at 
least she knew going in that she had done everything she 
could to get the best grade possible and, in the end, that is 
all life can really ask of us.

This book is not a recipe for guaranteed success, but if 
you work at understanding your client, it will make 
success much more likely. Taking the time to learn how 
to acquire, analyze, and use emotional information in 
combination with objective data will not only provide a 
more stable, long-term strategy for your business, it is 
also your best weapon against the tightening squeeze of 
your competitors.

No matter how much data is collected and organized by 
entrepreneurs, 70 percent of the buying decisionii is based 
on the less tangible information that is found in an area 
where numbers will not offer much insight: the emotional 
side of the brain.

When you understand your clients, you can build better 
teams by hiring people who respond to your specific 
clientele. You can make the connection between how 
your services address your client’s motivations and solve 
their problems. You can spend less money on ineffectual 
advertising by targeting potential clients who are actually 
interested in your services—not simply those who happen 
to fall into your market segment. And, you can close sales 
faster because you are able to connect with your client 
on a deeper level. Ultimately, the better you understand 
your clients, the better you can respond to their needs, 
reduce their frustrations and pain points, and develop 
superior products, services and business practices that 
will generate more revenue and bring greater success.
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Yet, in my consultations with entrepreneurs when I 
brought up topics directly related to their clients, I heard 
the same thing over and over again. “How did I not think 
of this?” “Why did I just assume that?” “Boy, that’s a lot 
of things to think about!” All good insights, no doubt, but 
if you do not reflect on these factors until after you have 
lost tens of thousands of dollars on the wrong product or 
service, it is either too late or a very expensive waste of 
money. Success comes from knowing your client before 
you begin your business venture rather than hoping to 
stumble upon this knowledge afterward.

It might seem very basic and straightforward, if not 
obvious but, unfortunately, it happens all the time. This 
book is not going to be like many of the other business 
books you might have seen out there. If you truly want 
to start connecting with your client, there is no step-by-
step guide that will tell you exactly how to do that, and 
there are no one-stop shops that will give you all the 
information you will need.

What this book will do is show you how to change your 
mindset, to alter your thinking and help solve client 
problems yourself. Don’t think of this as a recipe book, 
but as a cooking class. It will change how you think and 
develop your skill set.

This book will give you tools you can use for any business 
venture over and over again. But you will need to do  
some work to be successful. You will have to do things 
that may seem strange at first, but that will become 
familiar over time.

The goal is to make you a better entrepreneur, to allow you 
to tackle every part of your business with purpose, and to 
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connect with as many clients as possible and truly solve 
their problems. In addition, this book can also support 
you in your journey to becoming a better problem solver, 
a better communicator and, potentially, a better person.

It will help you build a solid foundation with a defined 
clientele and a winning strategy to both reach and serve 
them. If you are already experiencing success and are 
looking to expand, this book will help you grow your client 
base in the best possible way and expand your business in 
a manner that makes sense for your customers. Finally, if 
your business is not providing you the kinds of rewards 
you want, this book will help you focus your operations 
on the right clients to build long-term, stable success.

Every business is different, but this 
mindset can be used no matter what 
you sell or what stage your business 
is in (idea, start-up, stabilization, 
growth, maturity, etc.). The way you 
apply this mindset is up to you. Not 
only do you need to understand 
your clients so you build something 
for them, you should take it a step 
further. You must—as a business 
owner, as an entrepreneur or as 
someone involved in a business—
become the expert on your client. 
Aim to know your clients as well 
as they know themselves. Through 
this book, my objective is to help 
entrepreneurs fundamentally change 
how they approach their business.

It is time to create 
a new culture, 
a new movement 
that focuses 
entrepreneurs, 
leaders and  
companies  
on becoming experts 
on their clients.
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It is time to create a new culture, a new movement 
that focuses entrepreneurs, leaders and companies on 
becoming experts on their clients. My goal is that you  
will join me in this effort. By the end of the book, my  
hope is that you will see what I see and believe what 
I believe: that entrepreneurs need to have intimate 
knowledge and understanding of their clients—how they 
think, act, and react. 

Now, it is time to show you why you should join this 
movement.

This book will explain the development of this approach, 
share some entrepreneurial stories, and illustrate how 
hundreds of people have been helped successfully. You 
will discover the difference between the internal factors 
that bring us to the decision to buy and the external 
factors that determine whether we can buy. You will learn 
how to collect, test, and analyze both internal and external 
information to better understand your clients.

Lastly, you will learn how to put 
these pieces of information together 
and apply them to build a better 
business. You will see how to use 
the information to establish your 
primary clientele and to grow 
secondary client segments or, once 
you have established and stabilized 
your company, explore tertiary target 
groups. You will understand how 
to apply this information to your 
business and how to use internal  

Internal Factors 
bring us to  
the decision  
to buy and  

External Factors  
determine whether  

we can buy.
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and external knowledge to create ideal marketing 
campaigns, effective messaging, better employee 
recruitment strategies, more refined products or services, 
and much more.

This book was written because as a business coach, 
surprisingly, one of the hardest questions for the 
entrepreneurs I coach to answer is this:

“Who are your clients?”





THE ORIGIN  
OF THE 
BOOK



As businesspeople, our job is not simply to analyze and 
reflect on the challenges of the day like journalists, but 
to actually fix them. After all, as entrepreneurs, our 
livelihood depends on it.

There is a misconception that businesses should think 
of their customers as data points in their sales funnel 
instead of people; as a result, entrepreneurs often have no 
real picture of the client they wish to serve. The business 
culture of today reinforces a mindset that, in many ways, 
both creates and continues to foster this problem.

“Know your client” is the type of vague edict you might 
read in a typical self-help book or hear in a generic 
marketing seminar. But let’s explore it a little more.

For one, it does not mean simply knowing statistical data 
about your clients. That information is useful, but it is far 

PROPOSING  
A RETURN  
TO BASICS

01

I find that the harder I work, the  
more luck I seem to have.

– Thomas Jefferson
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from the whole story. Income and demographics (age, 
gender, ethnicity, etc.) can tell us a lot about a person, but 
they fail to explain motivations, purpose, or desires; they 
do not help us understand who that person truly is.

Knowing one’s client is about more than obtaining 
measurable or quantifiable information. We need to go 
beyond numbers and data. We need to start to find out 
why our clients are looking for a solution, discover what 
motivates them, and uncover what their needs are. It is 
only at that point that we can really understand what it 
means to “know” our client.

Knowing your client means more than getting answers 
to simple multiple-choice questions generated by a 
computer. It means starting to understand the unseen 
side of people—their psyche. It doesn’t mean you have to 
become the next Sigmund Freud, Carl Jung, Carl Rogers, 
or other great minds of the psychology world. Rather, it 
means taking a step back and remembering that each and 
every one of your clients, although they can be grouped 
and categorized rationally are, in fact, emotional, feeling 
beings—not just a simple data set.

As entrepreneurs, we must be willing to change our 
perception of our clients—not just to succeed, but build 
a better, more stable, more sustainable company that will 
weather the inevitable ups and downs. We need to be 
experts on our clients, both on the emotional and rational 
factors that influence them.

This book will teach you how to do these things on your own 
so that you can repeat this process many times and truly 
understand why you are doing it. It will show you the path, 
but you will have to work in order to successfully tread it.

This is not a one-size-fits-all solution. Just like every 
business is unique, with its own realities and challenges—
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and every entrepreneur even more so—every client is 
also quite unique, although we can see patterns and 
similarities between them.

It is important to pause to explain two premises in this 
book. The first is that, ultimately, what entrepreneurs do is 
solve problems. A problem is simply something that needs 
to be resolved; it does not have to be negative. Solutions 
can be efficiencies, time savings, ease of use as well as 
eliminating or preventing something negative. Solving 
a problem is to go from one point to another, from one 
state to another, from here to there, no matter how big or 
small, how important, how mundane, or how impactful 
the problem. A problem presents an opportunity and 
providing the solution gives the business a purpose.

The second premise is that you need to focus on the 
individual, not on the target market or market segment. 
Many of you may have encountered the concept of target 
market. There are plenty of books, templates, and videos 
out there on this subject matter, and it is important. 
But target markets or market segments are groupings of 
individuals with similar characteristics and, sometimes, 
similar personalities. I want you to look at each person 
and focus on developing an understanding of the ideal 
individual who will be willing to buy your product 
without compromise, someone who will become the 
champion of your brand. You need to make sure you have 
identified the right client and that you understand them, 
their motivations, and their desires.

You first need to pinpoint the individual and then identify 
the group they are part of. Too many entrepreneurs start 
and stop at “grouping” their clients, so they never truly 
understand each person. This is the challenge addressed 
in this book; this is how you are going to connect with 
your client and build a successful business.
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It is not the first time someone tells you that each of your 
clients is unique, nor the first reminder that your clients 
are all individual human beings with their own personal 
story, experiences, and perceptions. But many of the key 
questions are rarely asked by small businesses today.

According to the US Small Business & Entrepreneurship 
Council, a small business is 20 employees or less and 
accounts for 89.4% of companies operating in the United 
States. But as the Canadian description adds a further 
level of definition, I used the Canadian data to illustrate 
the importance of small business in the North American 
economy. Statistics Canada data have included another 
category described as micro-enterprises (one to four 
employees) that represented 54.1 percent of employers in 
2016, and small businessesiii made up 43.8 percent, with 
large businesses representing only 2.1 percent of  
employers, as illustrated in the diagram The impact  
of small business.iv With that in mind, I feel the need to 
remind owners of micro-enterprises and small business 
owners to stop and get to know their clients.

THE IMPORTANCE OF SMALL BUSINESS  
IN THE ECONOMY
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To help illustrate the approach, let’s frame the information 
within a metaphor: imagine we are building a house.

Like entrepreneurs focusing on numbers and statistics—
the things that they can see—people asked to think about 
a house will most often visualize four walls and a roof. 
Even as kids, this is what we draw. Yet, a mindset like 
this can cause us to miss the big picture. Yes, a house is 
technically four walls and a roof, but it also requires a 
foundation; it needs something to hold up the walls and 
roof. And there are many internal components we do not 
see that make up the basic structure of the house.

Tossing building materials together won’t make a house, 
but good planning and proper construction techniques 
will. You can’t decide you want windows and then leave 
no wall space to insert them. You can’t install a chandelier 
if your ceiling is too weak to support it.

Unfortunately, this type of thinking is all too common in 
the world of small business. Many businesses have great 
ideas for products or services, but they do not know who 
might want to buy them. This is a scary thought, as the 
livelihoods and well-being of many entrepreneurs depend 
on their business. Yet, a business is often just “thrown 
together”; their owners assume they will be successful, 
but do not make the plans necessary to make that happen.

When building a house, or a business, you need  
to understand who is around to help, what is possible, 
who is going to purchase it (or purchase from you), what 
is possible now, what needs to be done for tomorrow,  
and so on. 
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A business, no matter what it does 
or where it is in the world, is not a 
business if it does not have clients. 
This is a simple and straightforward 
concept. And yet, time and time 
again, clients are an afterthought. 
This has to change if we want more 
businesses to succeed and grow. We 
need to put the client first in our 
business.

When constructing a house, we start 
by identifying the type of foundation 
we need, then plan and lay it. The 
foundation of a business is its clients. It is what your entire 
business is built on and ensures success at all other levels. 

The first floor—the main floor—allows us to focus on 
what is important. This is where we find two key concepts 
that are at the foundation of this book. Let’s go inside and 
explore what I call internal factors and external factors. 
These are terms I will use throughout. 

MAIN FLOORmain floor

internal
factors

application
methodexternal

factors

A business,  
no matter what  
it does or where it  
is in the world,  
is not a business  
if it does not  
have clients.
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The largest area of our first floor is taken up by the internal 
factors room. It is the main room of the house and takes 
up half of the space. This is your clients’ emotional, 
qualitative information. In subsequent chapters, we’ll 
discuss the impact of these factors, strategies on how to 
collect and use this information, and approaches to test 
its usefulness. Finally, we’ll explore how far you should go 
in collecting this information, and how much you should 
rely on it.

At the bottom left of the image is something that is probably 
more familiar to you, the external factors room. This 
smaller room houses the rational, quantifiable data: the 
external information that can be measured and studied. 
It is the easiest information to find and the most readily 
at our disposal. Here we will look at what information 
allows your client to follow through with their decision 
to buy. We will identify how to find the right information 
to support your business, how to analyze it correctly, and 
how to use it to complement the internal information you 
gather.

Next to the internal factors room is the method room 
where you will explore how to build a business and which 
approach is right for your client and also right for you.

At the end of this hallway to the right is the application 
room where we will put these pieces of information 
together to form a workable plan. We will identify what 
kind of patterns are appearing. We will determine what 
kinds of clients you want to work with and if they are 
the clients who are most willing to pay for and use the 
solutions you have developed. We will also explore how 
to build the right business to deliver all of this.

So, that is the framework and the approach. Let’s begin 
the journey toward getting to know your clients better.



In all of our lives there are always a few moments that, 
for whatever reason, we will remember forever. Every 
image, every word, and every detail will be burned into 
our memories, and we will never forget them. I have had 
a couple of moments like that too, and these led me to the 
knowledge I am sharing with you today.

During the start-up phase of my official business-coaching 
firm and while I was providing services to the clients of 
Invest Ottawa, a small business and entrepreneurship 
center, I was meeting all sorts of entrepreneurs in many 
industries with varied offerings ranging from product 
sales to service delivery. These entrepreneurs were at 
various stages in their businesses, from the idea phase to 
preparing for retirement, and they had different financial 
challenges, from the “no money start-up” to the “I poured 
my life savings and retirement money into my business.”

TWO 
REAL-LIFE 
EXAMPLES

02

All progress takes place outside  
the comfort zone.

– Michael John Bobak
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I was taking a very traditional hands-on approach, giving 
specific step-by-step advice to my clients. Although my 
experiences with each individual helped me learn and 
grow, two people from that time stick out in my mind, 
because they really helped shape the approach and the 
concepts shared in this book: a personal trainer and an 
educator offering an after-school program.

EXAMPLE: THE PERSONAL TRAINER
The personal trainer, let’s call him Omar, had been in the 
industry for over 15 years and had built a good base of 
recurring clients, some of whom had been with him for 
many years, as well as a good list of occasional clients. He 
had many types of certifications. All in all, he appeared to 
be someone who should be doing well and be comfortable 
in his business, especially with the shift in society toward 
healthy living and fitness.

Yet, Omar was having a harder and harder time filling 
his schedule. After trying different types of promotions, 
ads, and other marketing approaches, he decided to get 
an outside point of view and booked an appointment at 
Invest Ottawa. He showed up ready to share, ready to 
listen, and eager to learn. But what struck me the most 
during our consultation is that Omar talked about his 
business with a focus on him, on how he likes his services.

Omar was sharing his years of experience and what he had 
discovered about his business—the skills and expertise 
he had, the costs, the market, and how his services had 
developed over time. But during this conversation, he 
rarely talked about his clients except to confirm that he 
noted information on them, data like where they worked, 
what they wore, how they traveled and to where, what 
type of car they drove, and more. But when I asked Omar 
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about what had made them decide to come to see him, to 
explore physical fitness, to consider a personal trainer, to 
book his services, he went right back to the statistics and 
the trends he had noticed.

Although he knew a lot about his clients, Omar really did 
not know his clients. I asked him what had motivated his 
clients to come see him. I asked him what drove his clients 
to seek his services. I asked him what were his clients’ true 
desires. To be active? Sure, a healthy body, OK, but what 
was that goal truly motivated by? Omar could not answer. 
He was speechless.

We spent the rest of the session working together, 
exploring his clients’ potential motivations, what had first 
driven them to seek his services, what were the reasons 
they might be coming back to see him. We both saw that 
he needed to understand more about why his clients 
sought his services.

Omar already knew most of the information he needed, 
as his work allowed him to work intimately with each 
client. Here were his first insights: most of his clients 
wanted to change their lifestyle, had tried many of the 
common methods, but had not been successful. Omar’s 
clients were looking for someone who was willing to 
work with them over time, understand their situation and 
their needs and be able to develop and adjust a plan that 
worked with their current realities. They were looking for 
someone who would address their physical needs but also 
conform to their time and commitment requirements, 
someone who had the skill set, knowledge and ability to 
change and adapt as their situations changed.

He quickly saw and understood this new perspective 
and now had a plan to further explore and validate 
these findings. A few weeks later, Omar sent me an 
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email indicating that he had continued working since 
our meeting and had become better and better at 
understanding his client, at defining his client, and was 
already seeing the changes in his business. He had learned 
that it was not his certificates and credentials that were 
the most important factors in his success, but rather his 
ability to help by understanding and connecting with 
his client’s motivations and adapting his services to their 
realities.

EXAMPLE: THE AFTER-SCHOOL PROGRAM PROVIDER
Maria’s story is similar to Omar’s, yet, different. Maria, 
who’s name was also changed for this book, is also an 
expert in her field with a long list of credentials: she has a 
bachelor’s degree in science, a teaching degree, a master’s 
in social work, and a PhD in education.

Maria did her thesis on learning habits and techniques 
and is an expert in her field. Her doctoral dissertation 
was published and she was invited to speak on its subject 
matter at various conferences.

Her continued research and drive stemmed from the fact 
that her own children have slight learning disabilities and 
she saw how hard it was to help her own kids—even with 
her expertise. She wanted to help other parents in similar 
situations.

Maria knew that parents of children with learning 
disabilities, whether the problem is slight or severe, have 
additional challenges; therefore, she started an early 
childhood program to help children develop good habits 
and proper learning techniques. To reach the parents, she 
was promoting her services to parent-teacher groups to 
persuade them to set up a program at their schools.
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Maria thought her program would be a sure thing 
because it would help children at all levels—even those 
who did not have problems. But her program was not 
being received as she thought it would be. Most parent 
groups did not want to spend their limited budget on her 
program, nor were they interested in pitching it to their 
schools. What more could a school or parent want from a 
program for their children, she thought? 

After a year of developing and promoting her program 
without much success, Maria booked a consultation and 
we had the opportunity to meet for an hour to discuss 
her business and its challenges. She was determined to 
make her business work. She wanted to understand why 
things were not going according to her plan. Why were 
her clients not responding to her business as anticipated?

Maria quickly shared her background, provided a short 
explanation of her business and quickly got to her  
main challenge: the majority of parents who were paying 
for her program were the ones who wanted their kids 
to close the gap to a perfect score, the ones who wanted  
their kids to gain those elusive missing points. She was 
dealing with parents who had already decided that their 
kids, at the age of six, were going to become doctors, 
lawyers, and engineers. 

She was happy these clients were paying for her program, 
but she was still discouraged. Although she could help 
these children improve their habits, they were already 
driven and, for the most part, already had great study 
habits. 

When I asked who her target client was, she told me 
school children. When I asked her to be more specific, 
she said school children in the Ottawa area from educated 
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families, whose parents both had degrees and whose 
salaries ranged from adequate to affluent. This allowed 
me to understand what her clients needed to possess so 
they could purchase from her, but not why her existing 
clients had decided to seek out help in the first place.

When I asked Maria to tell me more about these clients, 
much like Omar, she was unable to give me more 
information other than that her clients were driven and 
very persistent. When I asked her to talk a little more 
about their behaviors and desires, she said they would 
generally book packages of 10 sessions.

After a few more questions, it was clear that although she 
was an expert in her field of work, she really could only 
provide statistics about the clients who were coming to use 
her services. When I asked about what motivated them to 
come see her in the first place, she became uncomfortable 
because she could not answer.

When I asked Maria what problem she was solving, what 
was the need that she was addressing, she confidently 
described her services and the expected results.

Once again, it was apparent that although Maria was an 
expert in her field, she was struggling because she was not 
an expert on her client. It was clear to me that I was onto 
something.



I tell Omar’s and Maria’s stories for reasons other than to 
motivate you to think about your client before you open 
or expand your business. I share these stories to show you 
the difference between understanding and defining one’s 
market (which these entrepreneurs did well) and defining 
one’s client (which they could not do).

Simply put, the market is a group of individuals who all 
buy products similar to yours or who have the problem 
you are solving. It is a very generic collection of people 
whose similarities bring them together, but this type of 
market data cannot explain what specific experience each 
individual is looking for. It won’t help you understand 
the internal factors that drive why someone would want 

THE 
UNCONSCIOUS 
VERSUS THE 
TANGIBLE
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Before anything else, preparation  
is the key to success.
– Alexander Graham Bell
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to purchase your product, why they would prefer one  
of your products over another, or why they went looking 
for your solution in the first place. Statistical market 
research is certainly useful, but it can take your business 
only so far.

BUYING DECISIONbuying decision

70%

30%

internal

external

(emotional)

(rational)
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Internal factors are the feelings, 
desires, and motivations that 
cannot be expressed as actual data; 
they cannot be seen, measured, 
or quantified, they can only be 
found by discovering them through 
interaction with the human being. 
No client can be defined effectively 
without examining these internal 
factors, and that is why pure market 
research focused only on external 
factors such as habits, salaries, 
preferred brands, region, and the like 
will never be strong enough alone.

Every human is a member of the water-using market. 
We all need water to survive. That doesn’t automatically 
mean everyone will buy water from a plastic 500 mL 
bottle—even if it sold at a good price. Some don’t want 
to contribute more garbage to landfills, as there may not 
be recycling in their area. Some might worry about the 
pollution of our oceans, climate change, or other factors. 
If those feelings and worries—those things that cannot be 
seen or measured—are top of mind, it will not matter if 
they are thirsty and the bottled water is cheap. They will 
prefer to take a chance and hope to find a water fountain 
over the next hill so they do not contribute to the problem. 
This is the impact of an internal versus an external factor. 
This is the difference between why someone will consider 
something versus whether they have what is needed to 
make the purchase.

Conventional market wisdom would say that if the utility 
that a bottle of water offers is higher than its objective 
cost, the market will buy it. The market is thirsty and, 
therefore, the utility of the water will be relatively high. 

Internal factors 
are the feelings, 
desires, and 
motivations that 
cannot be expressed 
as actual data; 
they cannot be  
seen, measured,  
or quantified.



30 The Unconscious Versus The Tangible

The bottled water is also reasonably cheap, and the pain 
they would feel in spending money is much less than the 
pleasure they would gain in quenching their thirst. It’s all 
perfectly rational, yet they still won’t buy the darn bottle.

The reason that dehumanizing the client and assuming 
they all make decisions on a rational, localized level is an 
inherently unsustainable way of doing business because it 
can lead to huge investments and incredible speculation 
that are not supported by need or desire. The bottled water 
vendor might have read the weather report and realized it 
would be a hot day, so she poured her money into getting 
as much product as possible and trying to sell it quickly 
and in bulk. But the problem is, if she is trying to sell to 
individuals who do not believe in using unsustainable 
methods of water distribution, then she will be surprised 
by the results.

We probably have all heard of businesses that invested 
large sums of money on ads or high-end business 
improvements but were totally unsuccessful. We also hear 
stories of superior products losing out to something of 
lesser quality—there are many instances of this. A great 
example is when Sony’s Betamax was defeated by JVC’s 
VHS video format in the 1980s.

No matter the product or service, before a client can buy 
from you, they need to have done the following:

 _ identified they need to resolve something (motivation)

 _ established their reason to purchase (problem)

 _ decided they want to purchase it from you (connection); 
and

 _ confirmed they have the ability to buy it







DISCOVER 
YOUR 
CLIENT



Internal factors are the reasons why we purchase 
something—they are the driving force. They are a 
manifestation of a subconscious issue we are trying to 
resolve by seeking products and services. Internal factors 
are the unseen, emotional reasons why we choose to go out, 

choose one business over another. 
More importantly, these internal 
factors comprise the first step in—
and the largest part of—the process 
that determines whether or not a 
client will buy and, more importantly, 
buy from you. Over 70 percent of 
the buying decision is intangible and 
comes from the less logical part of 
our brain. If you do not identify your 
clients’ driving force, you are going to 
be missing key information, which 
will greatly impact your chance of 
attracting their business.

THE DRIVING 
FORCE04

I cannot give you the formula for success,  
but I can give you the formula for failure.  

It is: Try to please everybody.
– Herbert Bayard Swope

Over 70 percent  
of the buying 

decision is intangible 
and comes from  

the less logical 
part of our brain.
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DECISION-MAKING PROCESS

How do I know that clients think emotionally when 
looking for a service? Well first, I studied this when I was 
at university in two different disciplines, psychology and 
communications, and there is abundant research on the 
subject. There are so many different theories, so many 
different approaches, so many different perspectives 
that have molded the world we live in today. Theories by 
people who conduct research and try 
to explain things such as why do we 
feel happiness or sadness? Why do 
some people prefer yellow to orange? 

As humans, much of what we do 
and think is internal to ourselves, 
unseen by others, so we have to 
move past the statistics—the data—
to understand it.

I have spent much of my life trying to 
better understand myself and why I 
am who I am. I truly believe that the 
more we know about ourselves and 

decision making process

rational 
thought

instinct
emotions
reactions

decision

As humans,  
much of what we do  
and think is internal 
to ourselves, unseen 
by others, so we 
have to move past 
the statistics— 
the data— 
to understand it.
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who we are and why, the more we 
improve our chances of being happy, 
motivated, and successful. The better 
we understand ourselves, the better 
choices we will make from among 
the paths before us. It is clear to me 
that, sometimes, logic has nothing to 
do with a buying decision, although 
we often try to rationalize it.

Why do some people have a 
debilitating fear of heights—to the 

point that it can make them physically ill—something 
I am certain they did not rationally choose. Others can 
climb to the top of a 40-story crane day in and day out 
and be as comfortable at that height as they are on the 
ground. We just do these things, or avoid doing these 
things, often not because they make sense but because 
they feel right to us. 

Consider also how much of our communication is based 
on gestures (nonverbal) instead of words (verbal)—it has 
been shown that 93 percent of a message comes from 
nonverbal cues (tone of voice, facial expressions, body 
language) as opposed to the actual words spoken, which 
make up only the remaining seven percent.v Someone 
could be saying calming things, but if their posture is 
threatening and aggressive, if their face is tight and their 
teeth are clenched, you will still feel frightened. A friend 
might tell you they are extremely interested in what you 
have to say, but if they roll their eyes every time you speak 
or have their arms firmly crossed, they will be conveying 
the opposite message. 

No matter how extensive or detailed the data may be, it 
is always interpreted by emotional beings and, as such, 
those beings make decisions based on feelings—not on 

It is clear that, 
sometimes, logic has 
nothing to do with 
a buying decision, 
although we often 

try to rationalize it.
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concrete information. Even those who believe they are 
100 percent rational will have chosen their preferred 
(emotional, unseen feelings) model and used it to 
make a logical decision. Notice that this feeling—this 
unperceivable thing—is about preference; it cannot be 
quantified, although we often try to justify it. We may be 
business owners, but we are all still clients, and we know 
from our own experience that buying is not an entirely 
rational process; it is an emotional one.

The evaluation of our clients’ internal 
factors cannot be done in a bare 
bones, by-the-book way. This insight 
needs to be discovered through 
living experience by interacting with 
clients and developing first-hand 
knowledge. It can also be arrived 
at through a thought process that 
encourages us to put ourselves in 
someone else’s shoes, to try to see the 
world as they do, to understand it as 
they might. Just remember, internal 
factors drive why we buy—they 
create the motivation that pushes us 
to achieve something that has not yet 
been reached; therefore, our clients 
have a problem that we can resolve. 

In comparison, external factors explain how we can buy. 
Once the decision has been made to purchase a product, 
certain realities come into play. These external factors 
are what allow us to follow through on our decision to 
buy. What separates internal from external factors is that 
the latter can be analyzed using raw numbers and hard 
data. But remember that the crucial part of the buying 
decision, representing 70 percent, is driven by internal 
factors whereas external factors account for only 30 

Internal factors 
drive why we buy— 
they create the 
motivation that 
pushes us to achieve 
something that  
has not yet  
been reached.
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percent of the decision. In fact, Martin Lindstrom in 
his book, Brandwashed, suggests that the emotional-to-
rational ratio is actually 80 percent to 20 percent.

BUYING PROCESS

In addition to explaining how a client is able to buy, 
external data can be used to calculate whether one person 
is more likely than another to purchase something. These 
include factors like demographic information, market 
research, and cultural background, and most can be 
found and analyzed with a computer.

Data can help us deduce that young people are more likely 
than older people to purchase a tiny house or listen to 
techno music. But it cannot explain why they will prefer 
one artist over another, whether their favorite artists 
are the same age and gender or from the same ethnic or 
cultural backgrounds, whether they have similar voices, 
whether their music falls within the same musical genre, 
the same style or from the same composer. Similarly, we 
may know that, in general, a woman, a man, or someone 
in a particular age group, will want to have a certain type 
of information before making a purchasing decision. 

motivation problem solutions factors

70% emotional 30% rational

buy

DECISION PROCESS
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These are all external factors and all very useful, but they 
do not shed light on the reason why your client went 
looking for a solution to their problem in the first place.

External factors can be extremely useful in narrowing 
down one’s target customers and seeing if a particular 
business strategy is realistic and likely to be profitable. 
However, for your business to be more stable and have 
more sustainable growth, you need to pair the external 
with the internal. I will go through strategies on how to 
do this in later chapters.

The internal analysis, the study of these internal factors, 
can not only determine whether your business has what it 
takes to last or to expand, it will also help you understand, 
relate to, and connect with your clients. It will help you 
serve their needs and ensure that you are addressing their 
motivations. Understanding these internal factors will 
help you communicate with and develop better services 
for your customers. Combining a study of internal factors 
with external data will help you do things in a more 
realistic, effective, and meaningful manner and enable 
you to identify your ideal clientele.

Your client’s motivation or need is unseen. It is intangible; 
sometimes, it is unknown even to them. A person is made 
up of their motivations and desires. Some needs are more 
basic, almost primal, like the need for food, water, and 
safety. Others are about a sense of self, such as the need for 
belonging and love. It can also be about self-actualization, 
the transformation of oneself.

These motivations are called core motivations; they are 
our fundamental drivers. They are what bring about 
the wanting of results or things. These motivations 
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are important for businesses to identify, as they are the 
reasons that prompted your clients to search for solutions 
to their problems. They are the forces that indicated to 
your clients that something needed to be resolved (i.e., 
they had a problem). It is your job as a business owner 
to understand these forces and try to identify which 
motivations relate to the problems you are solving with 
your product or service. Only then can you truly start to 
build a sustainable business that moves past selling pure 
commodities—mere things that are sold for a price. 

It is your job as a business owner to identify the potential 
motivations your client may have for seeking out your 
solutions. It is through identifying and understanding 
these internal dialogues that you can move beyond  
the sales process itself and the selling tactics you use  
(e.g., approaches, promotions, discounts, incentives) 
toward building something that truly connects with your 
clients and addresses their actual motivations.

Sometimes, these motivations are easy to see. Sometimes 
they require more thought and research. But, ultimately, 
it is only once you move past looking at your clients as 
merely wallets that you will be able to build a strong, 
long-term, sustainable business.

It is time to start connecting with your customers, and 
uncovering their core motivations—to complete the 
internal analysis. It is finally time to get to know your 
client. It should be your objective to become the expert 
not only on the products and the services that you offer, 
but also on your client.
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Truly knowing your client is not something that can 
be gleaned solely from careful data analysis or expert 
examination of the facts. It can come only from asking 
thought-provoking questions, probing at a deeper level 
than the quantifiable data. The first step in this process is 
really trying to understand who is in front of you and why 
they are there.

Unfortunately, our society is not set up to allow us to do 
this naturally. Our culture is hardwired to reward the 
driven, no-nonsense doers and move quickly past those 
who take the time to contemplate. This has become even 
more apparent now that we have online access to more 
and more data, and many of us are choosing to interact 
through technology rather than in person. Furthermore, 
there is still a stigma attached to those who spend time 
trying to get in touch with their inner selves. We see these 
people as different, although I am happy to say this is 
changing. 

This lack of deeper understanding simply is not a 
sustainable approach for businesses.



STEP ONE: LOOK INWARD
The first step in getting to know your client is getting to 
know yourself. Or, in the case of a company president, 
getting to knowing the business itself. For the team leader, 
it starts by getting to know the team they are leading. 
To accomplish this introspection, I am not suggesting 
leaving your family to travel across the world to live 
with the yogis of India. What I am suggesting is doing 
whatever you need to do to open a serious and deep inner 
monologue. Do not be afraid of what you have to say to 
yourself or what you will discover. For me, I was helped 
along by my mentors, my coach, and my psychologist.

Working with specialists is a great way to get to know 
yourself. However, it requires some show of vulnerability, 
some acknowledgment of the need to improve and not 
be perfect. Most of us have been caught up in the rat 

THE UNSEEN05

If you work just for money, you’ll never  
make it, but if you love what you’re doing  

and you always put the customer first,  
success will be yours.

– Ray Kroc
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race for so long that any attempt at self-discovery and 
philosophical improvement is often misunderstood—
maybe even ridiculed. We spend decades learning trade 
skills and using conventional education, but almost no 
time at all asking the really important questions that 
define the human experience. I hope we can change that.

STEP TWO: FIND OUT WHAT MATTERS
The next step in identifying your client is finding out what 
is important to them. What drives or motivates them? 
What is their purpose in life? What are they trying to 
achieve with any given action? We have to wonder about 
what might be holding them back from achieving it. We 
need to focus on the big questions.

So, what is the value in all of this? What could possibly 
come of all this self-discovery and human empathy? The 
simple answer is that clients have motivations in their 
life, and every decision they make somehow relates to 
those driving forces. We are emotional beings and much 
of who we are is revealed in this internal monologue. It 
occurs every minute, every day, every month, every year, 
whether we want it to or not, whether we acknowledge it 
or not, whether we think it is important or not. 

By understanding and connecting with our clients’ 
motivations, we can serve them better, communicate 
with them better, and design services that will better 
resolve their problems. And therefore, we will be more 
likely to attract customers and build a more sustainable 
business. We have to remember that our client is living 
something—they have a motivation that has created a 
need and they have decided to act and to explore how to 
resolve that desire.
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If someone buys your product or service, you might 
not care why they did so. Some entrepreneurs are in the 
game just to make money and do not really care how 
their clients use their products, whether they like them 
or what they do with them, as long as there is profit. 
Unfortunately, when entrepreneurs focus on external, 
rational, and quantifiable factors, they turn their products 
and services into a commodity to be evaluated and traded 
purely based on statistics—they miss and disconnect 
from the need, the feeling, that motivated their clients in 
the first place.

More importantly, just because someone is willing to 
pay for your services as a commodity today, does not 
mean they will be willing to do so tomorrow. To avoid 
this challenge, you need to learn from your clients how 
to build a better business and always work to better serve 
their interests. Failing to do so will almost inevitably 
result in the collapse of your business because when you 
sell commodities, the minute your competitor can make 
a product that delivers the same result but for less cost, 
your client will buy it from them, and you are in trouble.

As an example, let’s take a woman who often likes to 
celebrate special occasions with a bottle of bubbly. If she 
types “champagne stores” into Google, it is pretty obvious 
she is about to buy a certain type of beverage. However, 
we need to look deeper into this person to predict where 
she’ll be buying it from and the exact product she wants. 
More importantly, if you want her to buy your particular 
brand of champagne, you will need to understand who 
she is as a person in order to connect with her. And, just 
to give you a little hint: no, telling her you sell champagne 
is not nearly enough.
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Let’s explore internal factors using this champagne 
example. If she is celebrating a minor achievement such 
as a small milestone in her business or a friend’s (non-
milestone) birthday, she will not need a well-known brand 
or a champagne that is of great quality or expensive. Thus, 
in this scenario, a good-tasting, enjoyable bottle of bubbly 
will do. However, if it is a moment of great significance 
like her wedding, then an average bottle of champagne 
will not do. She is going to want to go to the store, talk to 
the proprietor or the sommelier, explain the menu and 
the occasion and then, with their help, choose something 
worthy—according to her perception of the value of this 
one-time experience. She might even repeat this process a 
couple of times to get different opinions to make sure she 
gets it right. She is excited and wants the world to celebrate 
with her. So, if you are a champagne vendor, what is the 
best way to attract her to your business? Well, it starts by 
being honest with yourself about what you are selling and 
by understanding who you are selling it to, and conveying 
that to her. If it fits, she will become a client.

MASLOW’S HIERARCHY OF NEEDS

physiological

safety

love & belonging

esteem

self-
actualization

food, water, sleep,
basic physical needs

shelter, home

spouse, family,
friends, relationships

self-confidence,
recognition

living your
greatest potential,

being all that you can be

maslow’s hierarchy of needs
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In his 1943 paper “A Theory of Human Motivation,” 
Abraham Maslow introduced the world to what would 
become known as Maslow’s Hierarchy of Needs. In it, 
Maslow argues that human desires are ranked, starting 
with base needs, like food, water, shelter, and protection, 
and more abstract needs like love, esteem, and self-
actualization. However, all of the needs at the first level of 
the pyramid must be met before someone can ascend to 
fulfill other, less physically pressing desires.

According to Maslow, a person who is hungry or cold will 
care little about their personal safety. Instead, their entire 
attention will be focused on finding food or shelter and 
they will ignore the more distant fear of possible attack. 
After their belly is full, however, they will be preoccupied 
with maintaining their personal security rather than 
the needs that are higher in the pyramid, like love and 
belonging. However, once their safety is assured, they will 
seek out those things. After he has felt love and belonging, 
he will look for a sense of self-esteem because, without 
it, he will be unable to self-actualize. Finally, once he has 
the necessary self-esteem, he will be mentally capable of 
realizing his place in the universe and making of it what 
he can.

Instead of climbing the stages of the pyramid one at a 
time, we are all inherently aware of the bigger picture 
at all times. Maslow states that the ultimate goal is self-
actualization, and we all have some idea of what that will 
be—usually before we have climbed the requisite tier. We 
all have some idea of who we want to be, and everything 
we do is aimed at helping us become that person. It is 
this force that makes us want to strive past our simple 
physiological needs and desires and reach for something 
greater. Where in Maslow’s Hierarchy of Needs do our 
clients’ motivations fit in?
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Where this relates to a business 
is that although different types of 
people will often use the exact same 
product, their motivation or drive 
will often be different. We need to 
connect with that motivation and 
serve it in different ways. If family is 
important to someone, for example, 
you might encourage them to buy 
a giant bag of chips by putting the 
words “family size” on it. If they 
are more ego-focused, you might 
sell them the same bag with the 
phrase “king size.” If they are careful 
with their money, you might write 
“economy size” on the chips. At the 
end of the day, it is the same bag of 
chips, but these potential buyers are 
all different people and we all have 
different ideas about what our ideal 
client would connect with.

Because we live in a world where our physiological and 
security needs are usually met, your clients have more 
time than ever to consider their personal goals and 
attempt to fulfill them. As such, it is more important than 
ever to understand what those goals are. That is why step 
two in understanding your client is uncovering their core 
motivations.

In searching for a client’s core motivation, you must 
look below the surface—don’t be too superficial in your 
investigation. For example, the core motivation of a client 
shopping for makeup is not to own cosmetics. Perhaps 
she wants to boost her self-confidence, maybe to attract 

Although different 
types of people  
will often use the 
exact same product, 
their motivation or 
drive will often be 
different. We need to 
connect with that 
motivation and serve 
it in different ways.
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someone special or cover flaws and 
feel better about herself. Maybe 
she wants attention or is worried 
about being the center of attention. 
Someone who loves being around 
and meeting new people may want 
to buy the cosmetics to meet and 
attract them. Someone whose core 
motivation is to be popular and well-
liked may want makeup that will 
give them striking characteristics 
and let them shine in the spotlight. 
Someone anxious or self-conscious 
about a facial scar or other flaw might 
buy makeup to hide it. Again, it is 
the same product, but very different 
motivations lead the client to it. 

STEP THREE: IDENTIFY YOUR CLIENT’S PROBLEMS
The client always intends to accomplish something 
with your product, and ultimate accomplishment is the 
fulfillment of a core motivation. They are not “thing-
wanters” and yours is not merely a thing to be wanted. 
In order for life to have a sense of purpose, it needs goals, 
something on which to focus our energy and direct our 
interests. Humans use everything at their disposal as tools 
to fulfill those goals and give their lives meaning. They are 
not merely storage lockers for your products and services; 
there is a reason they are willing to buy your product: 
they have a desire to be met and a problem to be solved.

The third step is to identify the problems that your 
clients are encountering to resolve their core motivations, 
these desires. That is why the third part of examining a 

The client  
always intends to 

accomplish something 
with your product, 

and ultimate 
accomplishment  

is the fulfillment  
of a core motivation.
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client’s internal factors is to look at those issues and see 
what pieces of their core motivation they are unable to 
actualize. We need to see what are the root causes of these 
problems or what is stopping the client from finding 
a solution. In part 3 of this book, I will show you how 
to design your business around solving these problems, 
but for now, let’s explore how businesses can help clients 
resolve their motivations.

What makes human life different from all the other 
diverse species on this planet is that human beings desire 
to achieve and to actualize, whereas animals do not. 
Here is what I mean: a tiger would eat at your restaurant 
just because it had food, a human may not. A bear will 
scratch its back on the nearest tree, 
a human may not. A cow will sleep 
on the closest stretch of flat land; a 
human may not. We are discerning 
by nature, and we are distinguished 
by our search for meaning and our 
pursuit of accomplishment.

Yet often, our clients cannot reach 
their core motivations alone. That is 
where a business comes in. Although 
most businesses and their staff do not 
really understand this, all of these 
businesses are helping their clients 
resolve the problems faced when 
trying to achieve their motivations 
and desires.

What makes human 
life different from 
all the other diverse 
species on this planet 
is that human beings 
want to achieve 
something and 
actualize.
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STEP FOUR: UNDERSTAND YOUR PURPOSE
The fourth step is to understand that businesses essentially 
exist for the purpose of solving our client’s problems. There 
are, of course, some solutions that are more obvious than 
others. If my greatest desire is to help others, becoming a 
teacher, social worker, or doctor easily provide the most 
direct and recognized services. However, even in that 
example, there can be hundreds of secondary and tertiary 
services that ultimately provide the same solution. A 
student might not be able to afford the tuition and will 
need a bank to give them a loan. They may not be able 
to get all the required reading from the school library, so 
they will need a textbook company to produce and sell 
them educational material. If they cannot get work done 
at their apartment, they will need a café or a quiet library 
to help them study. All of these are ultimately helping 
clients jump over the roadblocks that are in the way of 
them realizing their core motivation, even if they seem to 
have very little in common with each other. 

The important thing to remember 
here is that your business doesn’t 
need to be the pot of gold at the end 
of the rainbow, but can just be one 
more stepping stone across a long 
and winding river. You can solve 
all, some or just one of the aspects 
of your clients’ problems without 
having to immediately allow them to 
actualize. What needs to be stressed, 
however, is that your business, just 
like any other, exists to resolve the 
issues your clients are experiencing, 
and those issues ultimately arise 
from your clients being unable to 

Your business does 
not need to be the 
pot of gold at the 

end of the rainbow. 
it can just be one 

more stepping stone 
across a long and 

winding river.
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follow through on their motivations or their driving 
forces. In this step, it is important to start to identify the 
hurdles, the challenges, the reasons that your potential 
clients are not satisfying their desires. Sometimes it is a 
simple answer. Sometimes it is less apparent. Sometimes 
they have more than one issue. It is your job as business 
owners to take the time to explore what is happening and 
what you have to solve as a problem.

Thus, when you are building your products and services, 
finding a location, hiring staff, or developing your 
marketing campaigns, you need to start asking questions 
about what your client really wants out of your product 
or service. What motivates someone to eat at a fast-food 
restaurant? To save time? Save money? Enjoy convenience? 
External data can uncover that this restaurant’s main 
customers are working-class people, with working-class 
salaries, living in working-class neighborhoods. However, 
an examination of internal factors would show that they 
are motivated by saving time, or by saving money so 
they can spend it on something that is really important 
to them, such as making sure their children are safe and 
thriving. 

Thus, a fast-food chain like McDonald’s famously 
produces Happy Meals for children, builds play structures 
in their restaurants, hires family-friendly staff, and always 
puts families in their commercials. The immediate 
problem that McDonald’s solves is hunger, but they also 
offer a space that is centered on kids and family. That is 
what its brand came to be built on, which would not have 
been possible without examining some internal factors.

Compare that to the complete opposite: an upscale 
establishment with three Michelin stars and the most 
expensive food in town. This place definitely will not save 
you time or money but it will impress. It will provide with 
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an incredible experience. It will wow your palate every 
time. It will help the businessman who needs something 
stylish to seal the deal and impress their potential partners. 
It will be the perfect place for the nervous boyfriend to 
finally pop the big question. Although that restaurant 
also solves the immediate problem of needing to eat, the 
motivations of these clients are deeper and at another 
level. That’s why it doesn’t have the same trappings of a 
family-friendly eatery; rather, it is filled with glitz and 
glamour, offering a marvelous presentation that puts the 
focus on success, lifestyle, and experience and does not 
even broach the concept of “dropping in for a quick bite.” 

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ What is important to your potential clients?

 _ What drives or motivates them?

 _ What is their purpose in life?

 _ What are your clients trying to achieve with any given 
action?

 _ Where do your clients’ motivations fit within Maslow’s 
Hierarchy of Needs?

 _ What value does your product or service offer that 
would motivate someone to consider your product  
or service? Will it help them save time? Save money?  
Does it offer convenience?



After you have started speculating about your client’s 
problems to identify their motivation, it is time to start 
analyzing internal factors and ask how your services help 
to address their motivation and solve their problems.

First things first: you need to ask how your product 
impacts the lives of the people who use it. If it doesn’t 
affect the life of the client, it probably will not connect 
with them at a deeper level; your product will be just a 
commodity and, as such, you will be at risk of losing the 
client at any moment. Selling people something they don’t 
need to solely to satisfy their motivations can sometimes 
produce a lot of profits, but it is less likely to create a stable 
and sustainable business.

CONNECTING 
WITH ACTUAL 
PEOPLE
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The absolute fundamental aim is to make 
money out of satisfying customers.

– John Egan
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Second, you need to know whether the client understands 
that you are capable of solving their problem. McDonald’s 
needed to tell its customers that the restaurant’s fast-food 
experience would also provide a family experience—the 
clients weren’t going to figure this out on their own. You 
need to direct your business and your communications 
strategy in such a way that you not only solve your client’s 
problem, you make it obvious to them that their problem 
is being solved.

Third, and finally, it is imperative to know whether, after 
all of this, the client is still going to look to you for a 
solution because finding a solution is important to them. 
Are they going to be willing to travel to your location to 
buy it? Are they going to be willing to pay for it? Are you 
actually solving the problem that you have identified? This 
is the time to be honest. And this is when self-awareness,  
self-reflection, and insight into the client will help.

Someone with a paper cut may not be willing to drive for 
more than an hour and spend another hour in a waiting 
room to see their doctor, but it will be different if they 
find a suspicious-looking lump. Similarly, others will 
not pay for every convenience and solution that crosses 
their path. If it takes them more time to earn the money 
to buy something than it would take them to produce 
it themselves, they probably won’t buy it. They may not 
call the plumber to fix a leaky pipe under the faucet, but 
they will likely call if their toilet is clogged and water is 
pouring onto the floor. In fact, they may pay a premium 
to get it solved quickly due to the smell, health risks, and 
inconvenience it is causing them and their family.
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At the end of the day, there are three important questions 
you need to ask in conducting an internal analysis of  
the client. 

1. What are your client’s motivations? 

2. What are the problems (obstacles) stopping your client 
from achieving these motivations? 

3. How does your business solve those problems? 

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ How important is your solution (product or service)  
to your client?

 _ Are they going to be willing to travel to your location  
to buy it?

 _ Are they going to be willing to pay a good price for it, 
one that will generate a good return for you?

 _ Are you actually solving the problem you have 
identified?



Now, it is time to explore what lies beneath. I agree 
that putting yourself into your clients’ shoes is not 
necessarily an easy thing to do. We are often taught to 
think of customers as numbers made up of statistics and 
probabilities. Thinking of clients as data is so much easier, 
because data is measurable and quantifiable. Internal 
information is not as measurable, nor is it quantifiable.

It is not visible as someone walks by. It does not jump 
out at you as easily as external data, such as: in the 
past week, one out of four high school students in this 
neighborhood has gone to school wearing Converse 
shoes. This blinkered mindset, this tendency to focus on 
only rational, easy-to-access information, is difficult to 
overcome but, with enough effort, you can do it. You have 
to become a prospector of motivations. Like someone 

BECOME  
A PROBLEM 
SOLVER
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Your most unhappy customers are  
your greatest source of learning.

– Bill Gates
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digging for gold, you must find out what is underneath the 
surface and find what is truly there. You have to get into 
the mind of your client. You have to start to understand 
their purpose, their desires—their motivations—so you 
can learn what is ultimately triggering their needs. 

The right mindset to help you as 
you begin collecting this internal 
information is to make the effort 
to be truly comfortable with the 
fact that each one of your clients is 
a feeling human being. Not all that 
hard, right? This means wondering 
what drives them, what brought 
them to realize they have a problem 
that needs solving? In many ways, 
this is the most difficult step to 
undertake, because it requires 
accepting that your relationship 
with the client goes beyond a simple 
business transaction. It requires you 
to acknowledge that you are not 
just a seller of things; first, you are a 
problem solver, a facilitator, a fulfiller 
of dreams, a provider of possibilities 
and, preferably, this is something 
you also believe and connect with 

Entrepreneurs often think they cannot afford to think like 
this—at least, not for long. If you sell a product, you may 
think of it only as an object, a thing with definable costs 
and a variable price point. You may think you need to 
stock your business with whatever can be bought cheaply 
and sold at a profit. When you look at a product, you may 
just see dollar signs. Yet your client does not.

You must  
acknowledge that  
as an entrepreneur, 
you are not just  
a seller of things; 
first, you are  
a problem solver.
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A good step toward becoming the expert on your current 
clients is to get feedback from them. Be active in your 
clients’ community and listen closely to their stories and 
challenges (and take good notes afterward). Ask friends 
and colleagues to help you explore and brainstorm. There 
is no easy way to put yourself in your client’s shoes; some 
people are just naturally better at it than others. The good 
part is, though, that you are not in this alone.

Keep in mind that a client who is not motivated and 
who does not have a problem to solve will rarely become 
a client; if they do, it is most likely because they have a 
problem you have yet to identify.

Even I, the author of this book, 
sometimes have trouble doing a 
proper internal analysis of the client, 
which is why I often turn to focus 
groups for my answers. I am not 
talking about collections of strangers 
(although those work, too); I am 
talking about an informal gathering 
of your friends and colleagues. It is 
important to start with the people 
you know and trust because they 
know how to communicate with you 
and can give you the message in the 
way you need to hear it. Take care, 
however, not to bring in only people 
who will encourage you and sugar 
coat things; invite those who will 
share the truth with you.

Keep in mind that 
a client who is 

not motivated and 
who does not have 
a problem to solve 
will rarely become  

a client.
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Whenever I am about to invest in a new big idea or build 
another company—even when I was thinking about 
writing this book—I invite over a group of five to eight 
people to develop the idea with me. To make it more 
enjoyable for everyone, I make a bit of a soirée out of it 
and offer food and drink. Then, I cover my walls with flip 
charts and start asking questions.

I am very much a visual thinker. I see patterns and shapes 
and webs of ideas rather than a step-by-step organization 
of thoughts, and so I find it a great help to be able to sketch 
my ideas out in front of people. In the early days, I would 
use these group sessions purely to evaluate my business 
proposals but, as time went on, I realized I wasn’t just 
talking to a bunch of friends and fellow business people; 
often, I was also speaking to potential customers. That 
was when I began to redirect these discussions to focus 
on analyzing the client instead of on purely judging the 
merit of my business.

Let me paint you a more definitive picture of a typical 
group session so that you will get a better understanding 
of how I make them work. 

BRAINSTORMING
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There are eight of us sitting around my living room. I like 
to keep things diverse so there’s a mix of men and women, 
managers, entrepreneurs, employees, parents, artists, etc. 
They come from various walks of life. Some are well off; 
some have worked hard to get to where they are today. 
There are a couple of academics in the crowd and, this 
being Ottawa, the nation’s capital and the headquarters 
of the federal government, there are some of my good 
friends from the public service in attendance.

The purpose of this particular brainstorming session is 
to discuss a real estate business I wanted to start: a rent-
to-own real estate company—a simple concept that has 
been used in other cities with great success. I liked the 
fact that the service helped everyone: from the person 
who could not qualify for a traditional mortgage to the 
investor looking for a more stable real estate investment.

Once I had introduced the business, I asked the most 
important question: “Who among you would look for 
these services?” And: “Would any of you be interested in 
using them?”

Remember that even a seasoned entrepreneur can make 
mistakes. It is often said that hindsight is 20/20, but that 
was not the case this time, I had made a mistake even 
though I had done this type of exercise before. I had 
resorted to the default question, “Would you buy this?” 
Unfortunately, this probably wasn’t the best crowd to be 
answering this, as the majority had a stable job and most 
were homeowners. Even those who did not own a home 
probably had good credit and could afford the down 
payment. They were not the kinds of people I was looking 
for as clients.
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Since they were not potential clients, I needed to explore 
other areas. It was time to explore whether they believed 
there was a need for this service and, if so, which people 
might have that need. Therefore, getting back on track, 
the second question got a better a response as I started to 
focus on those individuals who might have a problem to 
solve: “In general, which types of people are most likely 
to look for these services and why?” This required more 
creativity on the part of the participants and it encouraged 
them to become more engaged in the discussion.

But, it was clear to me that my clients had to have 
the financial ability to qualify for a mortgage and be 
committed to getting one. If not, it would put them in 
a losing situation, which was not a scenario that I was 
willing to explore and entertain. Not being able to meet 
most lenders’ basic salary requirements for a mortgage 
for the type or size of house these people would likely 
prefer to buy meant there was now a whole group of 
prospective clients who were out of my potential market 
pool (market segment). Therefore, I needed to eliminate 
them as prospects.

This is when the discussion confirmed that for my rent-
to-own company, what I was actually looking for were 
individuals who had medium to high levels of income; 
they had the salary level to qualify for their own mortgage, 
but something was getting in the way. This would ensure 
that, if I was able to help them address this issue then, at 
the end of the program, a lender would say yes to them. 
We were on track.

The next follow-up question was: “If these individuals 
had the potential means to buy, then why would they 
consider working with this rent-to-own business? What 
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would help them be successful if they committed to the 
program?” These types of questions help focus on the 
potential clients’ motivations, desires, and problems. We 
were continuing to explore who would be most likely to 
succeed, or what would be motivating or driving them. 
We needed a commitment from the future buyer to want 
to make the appropriate changes to eliminate any factors 
that might cause them to fail.

My potential clients had to have the potential to obtain a 
mortgage but, at the same time, there had to be something 
on the line, something that would keep them focused, 
even if things got a little difficult throughout the way. I 
was clear that they also had to have “skin in the game” to 
help increase the chances of success.

We were on a roll. We had identified that we needed to 
find people who wanted to become homeowners and who 
were willing to commit to changing some things in their 
lives to achieve this goal. They had to be willing to “put 
their money where their mouth is” and put something 
at risk to keep them motivated and to demonstrate they 
were on board.

Finally, the discussion turned to answering these 
questions: “Why would these customers be committed 
to this house? Why would they not decide to just walk 
away from the property, despite the financial risk?” The 
discussion confirmed that the future homeowner would 
need to be the person who goes out, looks for, and 
chooses the property that was going to be theirs. There 
had to be an emotional attachment; these people needed 
to “see” themselves living in the very house they had just 
visited. They had to picture themselves living in that 
neighborhood, shopping at the local grocery store.
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If you do this group exercise, you can come up with many 
different questions and have a productive discussion, 
but you need to always remember to ask these types of 
questions: 

 _ Who would want to seek my services and what would 
motivate them to do so? (That is a question that needs 
to be answered in order for you to attract clients to your 
business.)

 _ Would any of you seek my services? If someone answers 
yes, their perspective and experience will make it much 
easier to identify your ideal client.

 _ Who would line up to get this product or service, 
without being offered a discount? If you were to write 
a detailed description of this person, what would you 
be saying about them that would make them different 
from everyone else around them? What are their 
distinguishing features, traits, habits, etc.? This will 
narrow down your demographics and help you focus  
on a particular type of client.

 _ What is the client ultimately trying to accomplish by 
using my services? What is the problem they are trying 
to resolve? This will help you build the foundation of 
your communication strategy and the development  
of your core services.

 _ What problems or hurdles is your client experiencing 
that is preventing them from achieving their goals and 
seeking your services? You will need to build your entire 
business around solving those problems.
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Although these dinner party brainstorming sessions are 
fun and can be extremely productive, it is important 
to never limit yourself in your search for internal 
information. Continue to ask the following five key 
questions whenever you have the opportunity:

1. What is the unconscious reason that someone would 
look for my product or service?

2. Who is my ideal client? What makes them unique 
compared to everyone else? Who would buy from me 
nine times out of 10, without needing an incentive or a 
discount, or even if my prices were to go up a little?

3. What do these clients truly want? How would they really 
want me to solve their problem? What is the result that 
they would like?

4. What is stopping them from addressing this motivation, 
this desire? 

5. What is important to them? What do they want and 
need to know?

Use focus groups and do customer surveys. Get out 
there and communicate directly with your clients. Keep 
observing them and your fellow human beings at all times. 
If you have to go door to door to find the information 
you seek, don’t be afraid to do it. People are surprisingly 
willing to share information and are often willing to talk 
if you give them a reason. Get out of your comfort zone 
and communicate with as many people as possible. You 
will find the results eventually.
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Now that you have asked your questions and gathered 
information, it is now time to bring everything together 
and input the information to get an overview of all the 
elements combined. Here is how I propose that you 
collect and review your information. It is a tool called the 
Client Definition Framework.

CLIENT DEFINITION FRAMEWORK

The Client Definition Framework allows you to input the 
important data about your client in a one-page document 
for easy reference. 

client definition framework

internal factors (emotional)

external factors (rational)

good-to-have

must-have

problems

motivations
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QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ What drove your client to seek your services? What made 
them realize they had a problem that needed solving?

 _ In general, which people are most likely to look for your 
services and why?

 _ If a potential client has the necessary means to buy,  
why would they consider working with your business?

 _ How can your product or service help your client  
be successful and solve or reduce their problems?

 _ Who would want to seek your services and what would 
motivate them to do so? 

 _ Who would line up to get your product or service, 
without being offered a discount?

 _ If you were to write a detailed description of your ideal 
client, what would you say about them that would 
make them different than everyone else (distinguishing 
features, traits, habits, etc.)?

 _ What is your client ultimately trying to accomplish  
by using your services? What is the problem they are 
trying to resolve?

 _ What problems or hurdles is your potential client 
experiencing that is preventing them from achieving 
their goals and seeking your services?
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If you can’t explain it simply, you  
don’t know it well enough.

– Albert Einstein

It is time to validate the data you gathered in your Client 
Definition Framework by developing a narrative— 
a story—that includes all of the elements collected in  
the framework and that presents these elements in a  
way that allows your client to see themselves in the  
story you are telling.

One way to start is to present what you have identified 
as your client’s true desire and objective—their core 
motivation. Identify it and write around it. How did it 
come to be? Why this motivation and not something  
else? What has the client done because of this desire? 
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What might be stopping them? Then, complete the 
narrative by showing how your business is the solution. 
Show how you solved their problem and helped on their 
journey to success and fulfillment.

Now, it is time to start telling this 
story to validate all the information 
you gathered to see if your clients 
can relate to what you are sharing; 
be a raconteur. Want to learn from 
some of the best storytellers? Watch 
four-year-old children. Four-year-
olds have an unfiltered way of telling 
stories in a way that connects with 
their parents. If you have trouble 
with this, you can always consult 
a friend or colleague. Again, never 
be afraid to ask for help. In order 
to fully know your client, you need 
to create a character. Write their 
biography—their whole life story—
not just how you connect to it. 
Once you have written that, a 30- to 
60-second story, you will need to test 
its validity. Similar to the question, 
“Has this ever happened to you...” 
I often start my story with “Have 
you, or has someone you know, ever 
experienced...”

For me, the fastest way to test these narratives is at a 
trade show with thousands of potential customers from a 
similar target group. Often, on the first day of the show, I 
do not even try to sell anything from my booth; I simply 
refine my story to make sure I am connecting with my 

Tell stories  
to validate all  
the information  

you have gathered  
to see if your 

clients can relate 
to what you are 

sharing— 
be a raconteur.
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potential clients. I want the person in front of me to nod 
their head in agreement with the story I am telling. I am 
looking to connect with them and with their motivations 
and problems. I make sure to talk to people who appear 
to be within my target clients and try to see if I am hitting 
the mark.

Often, a large part of this is simply finding the best way 
to connect with the potential client. Do they want you to 
go to them? Will they naturally come to you? Are they 
straight-to-the-point kind of people? What elements of 
their life are most important to them? Which story will 
connect with them the most? What words will resonate 
with them? How will they know your product will resolve 
their problem? Ask yourself all of these things every time 
you meet potential clients and try to tell your stories as 
often as possible. Even interactions that do not result in a 
sale are never a wasted opportunity because they will still 
give you valuable and critical information.

After that, start fine-tuning the narrative, making sure 
your solutions and the action you want them to take is 
clear. When you tell your story, see if it resonates with 
your potential client and try to pick up on nonverbal cues.

Admittedly, I have had my fair share 
of people turn away in disinterest. 
But when I finally get my story fully 
developed, there is no better way for 
me to connect with my client. Once 
you have found your client, have 
connected with them, shown that 
you understand their motivation 
and can help resolve their problem, 
they will be on board and want to 
work with you. Not only that, they 

Once your clients 
are on board  
and want to work 
with you, they will 
often become  
your promoter – 
your biggest fan.
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will often become your promoter—your biggest fan. It 
is at this point you know that you have really connected 
with them.

If trade shows are not your cup of tea, use other methods; 
the important thing is to always be testing your story with 
your potential clients. Never sit around at the office and 
wait for your client to come to you. Whether you have 
to attend conferences or concerts or go door-to-door, 
always be a little out of your comfort zone to refine your 
message. Every moment not spent getting to know your 
client better is a moment wasted.

If your clients are not connecting with your story, then 
return to the five key questions from Chapter 7 to get 
more information so that you can find a way to connect 
with them. That being said, it is important to remember 
that not everyone will be a potential client; therefore, not 
everyone will respond to your story. Try to talk to 30 to 50 
people before you make any changes to your story.

Always make sure your story’s 
main character explains how they 
are trying to realize their core 
motivations, what is stopping 
them from doing so, and how your 
products or services helps them 
solve their problems and assists 
them on their journey. Once that is 
done, test your story again. See if it 
resonates with your actual clients 
and if it delivers results. Never stop 
improving your message and never 
stop listening to your customers.  
You may have two, three, or five 
stories that will connect with your 

There is a risk  
when you dig too 
deeply into your 

client, a risk that 
you will spend all 

your time analyzing 
your client and  
never actually  

take action.
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clients. Start with the one that talks to those who are most 
likely to buy—your ideal client.

In his book Building a StoryBrand, author Donald Miller 
describes a 7-step framework to create and share a story 
successfully. He explains that every strong and effective 
message, good book or movie plot, are able to guide the 
viewer through the steps, which lead to success. They  
are: [1] a character who is motivated – your ideal client 
[2] has a problem and [3] meets a guide – your product 
or service [4] who gives them a plan and [5] calls them to 
action [6] that ends in success [7] that avoids failure. As 
you create your story to share with others, make sure to 
include these seven steps, as well as to answer the five key 
questions.

Develop, internalize, and then practice this storytelling 
process. Continue to gather information on your clients 
to perfect your story. But keep in mind there is a risk 
when you dig too deeply into your client, a risk that you 
will spend all your time analyzing your client and never 
actually take action. 

This continuous research—this analysis paralysis—can 
be just as detrimental as not knowing your client. You 
must continue to check in to make sure you are properly 
understanding your client’s motivation, but if you only 
spend your time contemplating your customer, you will 
never be able to serve them. 

Testing and validating is the secret to collecting and 
identifying internal factors. Present your story to as many 
people as possible to see if they engage, connect, agree, 
or relate. Once this happens, once you know they want to 
buy from you, the next step is to see if they can buy from 
you. That information is based on what I call external 
factors.
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QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ How did your client’s core motivation come to be?

 _ Why do they have this particular motivation/desire/
objective and not something else?

 _ What have they done (actions) because of this 
motivation?

 _ What is stopping your client from addressing this  
core motivation?

 _ Do they want you to go to them (to reach out to them), 
or will they naturally come to you?

 _ How will they know that you exist and that you offer  
a solution for them?

 _ Are your clients straight-to-the-point kind of people?

 _ What elements of their life are most important to them?

 _ What words resonate with them? How will they know 
your product will resolve their problem? 



The purpose of this book is to bring entrepreneurs 
back to the basics of truly understanding their clients; 
therefore, it has focused mainly on internal factors and 
their importance because, at the end of the day, internal 
factors make up 70 percent of the buying decision. But 
we cannot discount the impact of the final 30 percent: 
the external factors. These factors complete the picture 
created by the Client Definition Framework. Although 
we will talk about these factors in the next section, keep 
in mind they account for less than a third of the reason 
why someone will become a client. Therefore, although 
this information might be easy to gather and analyze, it 
should be weighed accordingly.

To be successful in business, you need to not only know 
your clients, you also need to know about them and, 
in return, they need to know about you. That’s where 
external factors come into play. External factors are 
those that provide tangible information, data that can be 
quantified and measured.

THE USUAL 
THIRTY09

It is not the strongest of the species  
that survive, nor the most intelligent, but  

the one most responsive to change.
– Charles Darwin
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Remember, internal factors influence why a person 
chooses to start the buying process; external factors reveal 
how a person is able to buy something. Think of the entire 
chain of events, the complex cause and effect, that has to 
come about for just a single client to buy from you.

There are seven key external factors to consider, each of 
which is explained in more detail below: competition 
and market, economics, demographics, value, geography, 
communication, and habits. These are the main areas that 
will influence your client’s potential to purchase.

Now that you have created your framework (chapter 7), 
there are two additional elements that are important to 
consider as you begin to develop detailed profiles of your 
ideal clients. First, the client’s ability to pay—the capacity 
to access your business as well as the capacity to spend 
money to purchase your product or service. But not only 
must they have the capacity to bsuy, they must be willing 
to. Willingness to pay is having the interest and making 
the decision to spend their money on your product or 
service and it is the second element.

Let’s explore each of the seven key external factors in 
greater detail. 

1/7 COMPETITION & MARKET
Let’s go back to the context of the house metaphor 
presented earlier in Chapter One. One of the aspects 
to consider before you put the first shovel in the earth, 
before you start pouring concrete, and before you make 
the first pitch to investors, you need to decide if there is 
room for your business in the existing market. Who are 
your direct and indirect competitors? Are they also new to 
the market or are they a fixture—practically a household 
brand like Skidoo or Kleenex? Are there already a lot of 
people offering the same product or service (the market is 
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saturated), or do you have enough room to wiggle so you 
can access clients? Are your potential clients unserved 
(no one is doing what you want to offer) or under-served?

Having no direct competitors can reduce obstacles to 
success because you will not have anyone to go compete 
against, and that is often a great thing. But, with no 
competitors, there are also fewer potential clients who 
will already be aware of and understand the product or 
service you are selling, so you may need to spend a lot 
of time and money informing and educating them before 
they decide to purchase.

You also need to identify who buys your product (the 
buyer) and who uses it (the user). They are not always 
the same person so you need to make sure that you can 
differentiate between them. This is something to keep 
in mind when you are exploring your potential market. 
For example if you are a cereal manufacturing selling 
something like Cocoa Puffs, the parents are the ones who 
buy it and their children are the ones who will eat it. If you 
don’t want them choosing a cereal like Shredded Wheat 
instead, you need to understand this. The difference 
between the end user and the purchaser is also the reason 
that many of the sugary cereals associate with popular 
characters such as Mike and Sully from Monsters Inc. or 
the Minions from Despicable Me, making it harder for the 
parents (buyers) to say no to their children (end users) 
when they go through the cereal aisle. 

Lingerie companies like Victoria’s Secret also sell a 
product made exclusively for one demographic (women), 
but a large portion of their sales actually comes from men 
buying presents for their female partners. Because of this, 
Victoria’s Secret has their annual sexy fashion show, to 
inspire the heterosexual male doing the actual shopping.
Maria’s After-School Program (Chapter 2) is another 
example where the users are not the same as the buyers. 
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Now, look around and see if there are any other businesses 
that could also solve your clients’ problems in the same 
way that you do. If not, how easily could someone launch 
something similar to what you are offering? Is it something 
that someone might already be considering? What would 
be the impact on your business if that happened? 

Then, explore if you have direct competitors and if there 
are any businesses that seem to have basically the same 
strategies and products or services as you. This will 
at least help you confirm whether the problem you are 
solving actually exists and proves that clients are looking 
for solutions.

Competitors can also present you 
with opportunities. Could you take 
advantage of your competitors’ 
losses and exploit them to enter the 
market? Find out if they have any 
structural or strategic problems, 
issues you can make sure you avoid. 
How will you do things differently 
so that you don’t end up in the 
same boat? If you can answer these 
questions to your own satisfaction 
and still see the potential for getting 
paid to solve problems, you are in a 
good position to enter the market. 
Remember, not all business people 
will have read this book, and this is 
your opportunity; they may not truly 
know their clients and may have 
missed the boat, even if they have the 
right ingredients for success.

However, the market is not always going to play fair. 
There is no referee who is always present on the playing 

Having competitors 
might be an 

opportunity; they  
may not truly know 

their clients and 
may have missed  

the boat.



77The Usual Thirty

field to monitor things. The business world can be wild, 
unpredictable, and unforgiving; you need to know if 
you are ready to operate within that reality. You need to 
review your business and see if it will be able to compete 
with your potential direct and indirect rivals and endure 
the unpredictable ups and downs of the economy. And 
you need to do all this while being realistic about the costs 
of achieving success—in money, time, and energy.

Next, there needs to be a sufficient number of people 
looking for the product to make it worth your while 
to sell it. If there is not a critical mass of like-minded 
consumers ready to purchase something you are offering, 
you should not produce it. As much as you may want to 
help your clients solve their problems and satisfy their 
core motivations, your business needs to cover its costs 
and make a profit, and that can only happen if there is a 
market of people whose problems you can solve and who 
are willing to pay the price you need to charge.

Could you realistically outperform existing businesses 
and win over their clients? Do you have the ability to 
grow the market and bring in new customers? Is your 
idea so revolutionary that you will be able to a develop 
a whole new market for yourself? You need answers to 
these questions to find out if there is space for you.

You then need to take another look at your competitors, 
this time from a different point of view. Do your 
competitors have solutions that are better than yours? 
Do other businesses offer products that allow your 
potential clients to solve their problems more easily? Is 
there a risk that your clients will just go directly to your 
competitors instead? Are there ideas in place within 
existing businesses that you can apply to improve your 
own design? Even if other businesses are better at solving 
a certain problem, do their solutions appeal to the same 
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ideal clientele that you are targeting? Banks theoretically 
offer lending services that are as good as or better than 
anyone else’s, but people who can’t get access to credit 
may need to use private lenders or payday loan agencies 
for similar services. You need to be the best you can be for 
the client you want to reach. You also need to deliver on 
what you promise.

Now that you have been able to determine if there’s room 
for you in the marketplace, you need to find out what it 
takes for someone to enter the market as a customer. First, 
they have to know that you exist. It seems easy enough, 
but unless you are Apple, Google, or some other world-
renowned brand, chances are that the vast majority of the 
population has no idea who you are and what you do. 
Even in your own country, province, city or community, 
it is unlikely that most people will have heard of your 
business. Internal analysis can help you determine who is 
motivated by the solution your product or services offers 
and it helps you connect with them, but whether or not 
they can take action is determined by hard data: external 
factors.

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ Who are your direct and indirect competitors?

 _ Are existing competitors new to the market as well,  
or are they a fixture—practically a household brand  
like Skidoo or Kleenex?

 _ Are there already a lot of people offering the same 
product or service (the market is saturated), or do  
you have room to wiggle so you can access clients?
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 _ Are your ideal clients under-served due to a lack of 
capacity among your competitors, or maybe they are  
not being served at all?

 _ How easily could your competitors launch something 
similar to your offering?

 _ Is yours a product or service (solution) that your 
competitors might already be considering?

 _ What would be the impact on you if your competition 
launched a similar offering?

 _ Do your competitors have any structural or strategic 
problems that you can avoid? How will you do things 
differently so that you don’t end up in the same boat?

 _ Could you realistically outperform existing competing 
businesses and win over their clients? Have you 
validated this at the same price point for the same 
offering?

 _ Do you have the ability to grow the market and bring 
in new customers? If so, why are your competitors not 
already serving these customers?

 _ Is your idea so revolutionary that you will be able 
to develop a whole new market for yourself? What 
currently unresolved problem would this address?

2/7 ECONOMICS
Economics, as it relates to key external factors, is your 
client’s ability to make and spend money. The first 
component to explore is their ability to make money: if 
your target clients do not have this ability then, really,  
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you do not have a business, since these people will not 
have the funds to pay for your product or service. 

Determine whether there are other companies selling 
a product or service similar to yours, at the same price 
level and, if so, confirm whether these competitors 
are profitable. Investigate direct competitors in your 
region and consider going so far as to research indirect 
competitors in other regions. Do they operate their 
businesses in the same manner you envision? Do they 
make money? Are your competitors able to generate the 
amount of revenue you would need to break even? The 
profitability of existing competitors is a favorable sign 
for the potential entry of new players because it means 
there are problems to solve and people who are able 
and willing to pay for their resolution, which is always a 
good omen for a new business. Losses—or even multiple 
store closures—could indicate the opposite: customers 
aren’t willing to pay the actual price and adding another 
competitor will just drive down the price further and split 
what little revenue is available.

A word of caution when it comes to looking at other 
businesses as an indication of the potential to make 
money: business success is not always defined in the 
same way. A local handmade jewelry store may have been 
around for years and may appear to be profitable, but if 
the owner’s spouse has a successful career and generates 
enough salary for both of them, then the definition of 
success for this owner could be just making sure the 
store breaks even. Thus, if you want to open a competing 
jewelry store but you require enough revenue to cover a 
full salary as well as expenses, then you might be really 
surprised by the results and your subsequent struggles.
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Before we talk about the second component, the potential 
to spend money, explore the following: Is there something 
your clients need to have, need to own, or need to be living 
in before they can be your client? Is there a requirement 
your clients need to meet before they can become a 
customer? For instance, a plumber’s client needs to own 
a toilet (and, hopefully, a house too). A tire seller’s client 
needs to own a vehicle. If there is a particular requirement 
that your client must meet before they can purchase from 
you, this must be the initial filter you apply to determine 
whether they could be a potential client.

A very important external factor is the availability 
of money, which requires having access to sufficient 
disposable income—money that has not already been 
committed to pay for day-to-day expenses like food or 
other key purchases such as rent, mortgage payments, car 
payments, daycare fees, mobile phone service, or Internet 
or cable television services. Does your potential client 
have sufficient funds or credit available to pay for your 
product or service? Have they already committed all of 
this money to other things, or is there room for you? In 
order for someone to be your client, not only do they have 
to be able to afford your product, they will often have to be 
in a certain economic bracket. If you own an accounting 
firm serving individuals, for example, your clients would 
generally come from the middle to upper classes, as they 
have more assets to manage and more financial strategies 
to implement.

A fast-food restaurant would probably focus on the 
opposite and cater its low-cost and quick food to time-
conscious, money-conscious clients. For the most part, 
your ideal client will have a defined level of income and 
amount of disposable income. 
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Ability to pay indicates whether a client has access to 
disposable income or credit, or know someone who will 
give or loan them the money they need to buy something; 
otherwise, they won’t buy, no matter the price—not 
because they don’t want to, but because they can’t.

Another component to consider is pricing. Some of the 
questions you should ask yourself are: Do I know how 
much I should charge for my product to cover all of my 
costs (acquisition, promotion, operation, etc.) that will 
leave me with some profit? How much is my client willing 
to pay for my product? Are my prices lower, about the 
same as, or higher than my competitors? Do I know what 
value I am bringing to my client and what price they place 
on this?

This is why the client’s core motivation plays a large role 
in the buying process. The more central their motivation 
and the greater their need to resolve their problem, the 
more it will be worth to them and the more money they 
will be willing to commit.

Now, it is important to note there is another factor related 
to economics: willingness to pay. This means that although 
your client can afford it, they must also be willing to part 
with their money to obtain the solution you are offering. 
Does your client have this willingness? Is this willingness 
over and above the other things that might also resolve a 
problem for them? As an example, consider high-income 
people who have the ability to pay for laundry services. 
If some of those people enjoy ironing for its meditative 
properties then, no matter their income level, they will 
not be willing to pay for it.



83The Usual Thirty

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ Do your competitors operate their businesses in the 
same manner you envision? Do they make money?

 _ Are your competitors able to generate the amount  
of revenue you would need to break even?

 _ Is there something your potential clients need to own or 
something they need to have in order to be your client? 
Is there a requirement your clients need to meet before 
they can become a customer?

 _ Do your clients make enough money (they have 
sufficient funds or credit) to pay for your product  
or service?

 _ Have your clients already committed all of their money 
to other priorities, or there is room for you?

 _ Does your client have enough willingness to part with 
their money and purchase what you are offering? 

3/7 DEMOGRAPHICS
According to the Oxford Dictionary, the definition 
of demographics is “population statistics.” These 
characteristics include age, income, religion, ethnicity, 
citizenship, and marital status as well as common racial, 
tribal, religious, linguistic, educational, and cultural 
segments.
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Knowing this, does your client need to belong to a 
certain culture, ethnicity, or religion to experience the 
problem that you want to solve? For instance, if your 
business is centered on making custom-tailored kippahs 
(yarmulkes), your primary clients are probably going to be 
Jewish men. Or perhaps you own a restaurant and most of 
your clients are Muslim; therefore, it would probably be 
wise to reduce your daylight operations during Ramadan. 
Given that most developed countries track cultural and 
religious census data, you can easily analyze the ethnic 
composition of your community and your clientele and 
plan your business accordingly. The Bureau of Economic 
Analysis, US Census Bureau, and Statistics Canada are all 
great sources of information.

Your client will usually have an ideal age range. As 
someone who ran a real estate company, I know that 
clients younger than a certain age are generally not serious 
about making a house purchase. Or if you offer tutoring, 
you could distinguish your business by focusing on adult 
learners. Another example could be merchandise like hair 
dyes and anti-aging products that are attractive to older 
clients who wish to maintain a more youthful appearance. 
What is the age group of your ideal client? Can you 
narrow down the range? Are there some generational 
tendencies that are also important to understand, such as 
people who have experienced war or a period of turmoil, 
an economic downturn, or a period marked by a lack 
of qualified employees? The age of your ideal client is a 
factor that is important to consider and measure, and it 
can add value to your internal analysis.

There is likely a predominant language in your region, but 
could there be a secondary language that you could serve 
your clients in that would be key in connecting with that 
market? Would a bilingual or trilingual staff further help 
you connect with your client?
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Considering whether your client is part of a specific 
culture or subgroup is also important. Perhaps there 
is a subculture in a certain part of the city that enables 
you to directly connect with your ideal client, such  
as a Chinatown, Little Italy, the LGTBQ district, or a 
student area.

There are so many factors and permutations to consider 
in this section that I will not list them all or linger too 
long on the subject. Keep in mind that you could do a 
very detailed analysis of demographic factors and that 
you have to extract the key components that will help  
you narrow down your focus to your ideal client. 

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ What is the age range of your ideal clients? Can you 
narrow it down to a very small age range? Do they need 
to be in that range to take advantage of your services?

 _ Do your clients need to belong to a certain culture, 
ethnicity, or religion to experience the problem you 
want to solve?

 _ Are there some generational tendencies that are 
important to understand?

 _ Would a bilingual or trilingual staff further help you 
relate to your clients?

 _ Is there a subculture in a certain part of the city that 
contains your ideal client?
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4/7 VALUE
Your client has decided to solve their problem. They have 
visited your business and are considering your product 
or service. To close the deal, your product or service 
must add some kind of value for your client, and you  
must figure out what that value is. Remember, the easier 
it is for them to understand and see the value, the easier it 
is for them to decide to buy.

Here are some of the things you should consider as you 
explore the value that you are adding. Will it save them 
time? Is it of better quality than what they can access 
now? Will it be more durable or last longer than what 
they are currently using? Will it reduce some kind of pain 
or reduce their potential risk? Will it help them address 
a social objective or appeal to their environmental 
conscience? Will it help them or their company function 
better and be more efficient? Will it help them be more 
organized and effective?

Jim Collins in his book Good to Great, states that one of 
the three keys to creating a great company is to figure out 
where or in what way your company is going to be the best 
in the world. In other words, what is going to make you 
stand out from everyone else in your city, your country, 
your industry, or the world? What is going to make you 
better or more unique compared with your competitors? 
More importantly, will anyone care?

You also have to consider the moment when your client 
will be introduced to the product or service and, yes, 
first impressions do matter. The client will always be 
looking for something that is easy to use and simple to 
remember. This is when you have to offer ease to your 
customer and, more importantly, value. Long wait times, 
pages upon pages of instructions or an uncomfortable,  
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non-ergonomic design will often turn the customer off 
and have them walking out the door faster than they 
walked in. If the client is to make a purchase, they need to 
know or feel that your product or service has the qualities 
they are searching for and that it is also accessible.

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ Will your product or service save your clients time?

 _ Is it of better quality than what they can access now?

 _ Will your product or service be more durable or last 
longer than what they are currently using?

 _ Will it reduce some kind of pain or reduce their 
potential risk?

 _ Will it help them to address some kind of social 
objective or satisfy their environmental conscience?

 _ Will your product or service reduce the time it takes 
your clients to finalize tasks?

 _ Will it help them or their company work better and  
be more efficient?

 _ Will it help them get more organized and effective?
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5/7 GEOGRAPHY
The geographic factors are when you start exploring your 
actual physical location and that of your client to see what 
is, and is not, compatible. Do you want to be visible from 
a high traffic road? Do you prefer to be tucked-in the local 
business park? Would you rather convert part of your 
house to host your clients? Do you have an online store 
and need to be easily accessible because your orders must 
be picked up daily by your carrier?

Or, do your clients need to live in a certain area in order 
to have the problem you are solving? If you salt roads for 
a living, it is probably not advisable to move to a climate 
where snow is unheard of and freezing rain is thought 
to be a myth. If you own a more eclectic business whose 
brand is built on mystery, you may consider a location in 
the city that is as exotic as the product you are offering. 
Or maybe make your business difficult to find so that 
your customers feel they are in an exclusive club and only 
they know about “the best secret in town” (your business). 
Again, geographic information is easy to gather through 
observation or public sources of information such as city 
hall or your local public library, it is easy to study and can 
easily be analyzed.

The other reason that geography is important is that once 
a client can and has decided to buy, they will need to be 
able to access your good or service. In this day and age, 
many businesses can be accessed from home at the click 
of a button and then received digitally or delivered to your 
doorstep, but a significant amount of the economy is still 
conducted through brick and mortar transactions and we 
cannot forget this. This is why it’s of prime importance 
that you know where your clients live, their commuting 
and travel habits (how, when, where) and whether you 
are conveniently located in a spot that makes sense for 
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connecting with them. If your business is too far or in 
an area unsuited for your type of establishment, your 
client will not bother visiting it. As real estate investors so 
famously say: “location, location, location!”

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ Do you want to be visible from a high-traffic road?

 _ Do you prefer to be tucked in the local business park?

 _ Can you be located centrally on a transit route but with 
little parking?

 _ Will your clients pay for parking to get to you?

 _ Would you rather convert part of your house to host 
your clients?

 _ Do you have an online store and need to be easily 
accessible because your orders must be picked up daily 
by your carrier?

 _ Do your clients need to live in a certain area in order  
to have the problem you are solving?

6/7 MEDIA
The types of media that your clients use is another great 
source of information. What newspapers do they read? 
Which blogs do they follow? Do they use social media 
like Facebook, LinkedIn, Pinterest, Twitter, Instagram, or 
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YouTube? If so, which users (accounts) or pages do they 
follow? What apps do they use? What online games do 
they play? Which websites do they visit regularly? 

All of this data gives you key information on what they 
are interested in, where they are spending their money 
and how they would like to spend their time and money 
in the future, and it gives you an approximate price range 
to consider. Media use is also a great indicator as to 
which media they are likely to connect with and are most 
inclined to use. 

NEW AND TRADITIONAL MEDIA 

Do your potential customers use traditional forms of 
media like radio, newspapers, or television, or do they 
prefer to receive a flyer or a postcard in their mailbox? 
Would your client like to have your business card as a 
reminder of how to reach you? Will you reach them by 
wrapping your car or putting an ad on a billboard? 

Knowing this information will generally tell you what is 
the best way to advertise your business and communicate 
with them. If they spend much of their free time reading 
hard-copy magazines, a print advertisement is probably 
the way to go. You can even discover which ones are their 
favorites and choose to advertise exclusively in those 
publications.
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Readers of fashion magazines will tend to be more focused 
on the image and style of your business, whereas podcast 
and radio listeners will care more about the atmosphere 
and ambiance. The television viewer is more interested in 
short but meaningful bursts of information, whereas the 
newspaper reader prefers time to analyze and digest the 
message.

A person’s preferred media platforms usually determine 
the best way to communicate with them.

QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ What newspaper do your clients read?

 _ Which blogs do they follow?

 _ What social media apps do they use?

 _ What Twitter, Instagram, Facebook, etc. accounts  
do they follow?

 _ What online games do they play?

 _ Which websites do they visit regularly?

 _ Do your potential clients consume traditional forms  
of media like radio, newspapers, or television? If so, 
which ones do they use and when?

 _ Would your clients prefer to receive a flyer or a 
postcard in their mailbox? Or would they prefer email 
communication?  
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7/7 HABITS
The final step is to explore and understand your clients’ 
habits and their patterns of behavior on a daily, weekly, 
monthly, or even yearly, basis. How do they get their 
information? How are they entertained? How do they 
travel to and from work? Do they like to take the same 
route, day in and day out?

It is important to know what their average day looks like. 
Does your client still like a physical paper delivered to 
their doorstep every morning, or do they prefer to use a 
tablet? Do they like to buy a hardcover copy of the latest 
bestseller to build their personal home library, or do they 
want to listen to their audiobooks on the beach?

You can also discover great information about your client 
based on how they consume television. Do they view 
their TV shows live, as they are aired, and enjoy watching 
the ads? Or do they use a DVR to digitally record 
everything so they can watch programs at their leisure 
and fast-forward through the ads? Does your client prefer 
to binge-watch a season or series as a bundle? Or have 
they forgone cable entirely and only consume episodes as 
they become available through streaming services such as 
Netflix?

A really important venue for determining your client’s 
buying habits is the grocery store. Because grocery 
stores are one the few businesses that cater to a greater 
community (although even they have to be experts on 
their clients), you can easily look at the type of groceries 
people buy. There is often a wide variety of brands and 
price points under the same roof, and a client’s decisions 
under that roof are a good indicator of who they are 
outside the store. Maybe they only consider organic 
produce or buy gluten-free bread, crackers, and pasta? 
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Or perhaps they buy their produce at the local farmer’s 
market or regularly receive a home-delivered box of 
locally grown produce?

Have you ever been waiting in line at the grocery store 
and looked at the items the person in front of you is 
putting on the counter? Were you able to determine if 
they had a family, or if they were organizing a barbecue, 
or maybe hosting a dinner party or preparing a gourmet 
dining experience? Looking at the contents of a person’s 
shopping cart is a great way to develop observational 
skills that will help in gathering information.

Do they buy in bulk once a month or do they buy smaller 
amounts of food more regularly? Do they buy for a 
whole family or just enough to feed themselves? Are they 
buying whatever is being put on sale? Are they concerned 
primarily with getting the best price or do they stick with 
certain brands? Are their purchases generally the same or 
are they impulse buyers without any real plan?

All of these habits and behaviors explain what kind 
of client they are likely to be. You can use personal 
information to also discover your clients’ motivations. If 
a client has a 529 Plan (or RESP in Canada), we know 
they are planning on sending their children to university 
or college. On the other hand, if they have a 401(k) (or 
RRSP for Canadians), we know they are planning for 
their retirement. If someone vacations in the same place 
every summer, odds are good that, at some point, they 
might want to buy a property there. If a teenager pursues 
getting a driver’s license, they will probably want to own 
a vehicle eventually. These are all statistics about the 
general population that you can access, so use them to 
improve your business strategies.
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These are the types of questions we need to consider 
about our clients in order to better understand them. By 
asking these types of questions, you can better understand 
who you are dealing with. Don’t pay for a TV ad during 
primetime episodes on the hottest TV-watching night 
of the week if your clients don’t pay for cable anymore. 
Although the cable TV ads can still be a strategic 
approach, in this example, it would be a waste of money.

Think of things like morning routines, how your clients 
get their information, how they are entertained, how they 
spend their weeknights and weekends, where they get 
their food, how they treat themselves, what topics are of 
interest to them, what kind of lifestyle do they live, etc.

This information will help you during the implementation 
phase, especially in terms of communication and 
marketing. Again, the more we know about our clients, 
the more we can prepare and tailor our business, our 
product or service, and approach to reflect our client.
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QUESTIONS TO CONSIDER  
IN IDENTIFYING YOUR CLIENTS

 _ How do your clients get their information?

 _ How are your clients entertained?

 _ How do they travel to and from work?

 _ Do they like to take the same route, day in and day out?

 _ Do your clients still like to read a physical newspaper 
or magazine, such as through a daily or monthly 
subscription? Do they prefer to get their daily news 
highlights on their mobile device?

 _ Do they buy the copy of the latest bestseller or borrow it 
from the library?

 _ Do they read e-books? Do they listen to audiobooks?

 _ Do your clients watch TV? Do they consume their 
favorite TV programs live or recorded on DVR? Or  
do they binge-watch a streaming service like Netflix?

 _ Do your clients buy in bulk, or do they buy smaller 
amounts more regularly?

 _ Are they buying whatever is on sale?

 _ Is your clients’ purchasing behavior generally always  
the same, or are they impulse buyers?



HOW TO 
PROSPECT10

Now, I don’t claim to have the definitive guide to analyzing 
external data. As I have said several times before in this 
book, the world of business is already hardwired to focus 
on statistical data, and I would suggest reading more  
in-depth books and taking more detail-oriented courses 
on how to obtain and use this type of external data.  
My purpose is not to give you the complete guide to 
external factors but to show you how it can help you 
identify your client and, therefore, affects your business.

One of the best ways to conduct research is by using 
primary sources: focus groups, surveys, and observation. 
You can ask introspective questions or open-ended 
questions to get them talking. The answers they provide 
will give you information that will often provide insight 
into internal factors. Or you can ask more pointed, 
multiple-choice or yes-or-no questions to get more 
detailed information on external factors. 

The road to success and the road to failure  
are almost exactly the same.

– Colin R. Davis
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CLIENT SURVEY

When conducting primary research, one of the first areas 
to concentrate on is the validation of your pricing. Ask 
your potential client, “How much would you like to pay 
for (this product or service)?” By using the word “like” 
you are soliciting an emotional response. Most of us 
are always looking for a deal or a way to save money, 
so don’t be insulted if they say “zero.” Be mindful that 
part of the reason for asking this question is to allow 
your potential client to say they would like to have it 
for free if they could. Then, immediately follow up this 
question with, “How much would you expect to pay for 
this (solution)? This elicits their perception of the value 
of your product or service and will give you a fair sense 
of their actual expectation. I have found that, by using 
these two questions together, I have been able to assess 
the true perceived value of my services, thus enabling me 
to determine my market potential and understand the 
impact of my pricing on a business or business idea.
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QUESTIONS TO VALIDATE YOUR PRICING 

Always ask both questions in the order presented. 

1. How much would you like to pay for this product/
service? 

2. How much would you expect to pay for this product/
service?

You can also use secondary research to gather 
information. The US Census Bureau, Bureau of 
Labor Statistics, Statistics Canada, Industry Canada, 
industry associations, reliable online sources, education 
institutions, marketing firms, and your competitors are 
all good places to find good, relevant information. You 
can also access university archives, public libraries, and 
online databases. One of my favorite online tools for 
Canadian research is Prizm5 by Environics Analytics,vi 

which provides overview description by postal code, 
including shared demographics, marketplace preference, 
and social values.

You can also use your own data sources—website analytics, 
profiles of your ideal clients, information on your clients’ 
buying habits, etc.—to gather information. The challenge 
today is not the collecting of data but the amount of it, 
combined with the cost of analyzing and interpreting it, 
and then putting this information to use. The amount of 
information available on external factors can be endless. 
Although this data is very important, always remember 
that, from my perspective, it only represents 30 percent  
of the buying decision.
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Remember also that while external 
factors are important and useful, if 
you want to have a stable, sustainable 
and worthwhile business in the long 
term, you need to use external factors 
to support and refine information 
about internal factors—not replace 
them. Without examining internal 
factors—those inner reasons why the 
buying decision was initiated—you 
might be offering something that 
looks good now, but which could 
rapidly change. Data is good, but it 
should not be used in a vacuum—
never go into business with external 
information alone.

Be patient and open your mind to identifying your client’s 
core motivation; then, decide how far to go to acquire that 
information. Determine how much of it you truly need to 
get the full picture so you can weigh different methods of 
data collection and decide how much energy and income 
you want to invest.

External factors 
support the 
information gathered 
on internal factors. 
External factors do 
not identify your 
client—they refine 
the identification.





SET THE 
FOUNDATION



Many of us want to work as hard as we possibly can, do 
everything right, and make every conceivable preparation 
before embarking on anything. But the reality is that we 
can’t always do that. An Olympic runner can’t spend all of 
their time training; they might need a job to pay for their 
room and board or to spend time looking for sponsors, 
and they will still need rest and sleep to keep healthy.

Similarly, businesses have multiple components that 
require frequent attention. As entrepreneurs, we have 
business demands, staffing needs, sales commitments, 
family obligations, and more, and they must all be juggled.

Fully understanding your ideal client also requires 
attention and effort. Combine all the information you 
have gathered on internal and external factors and you 
have a portrait of your client. You now know the problem 
that you are resolving for them and why you are doing 
what you do. 

HOW FAR 
IS TOO FAR?11

It is the individual who is not  
interested in his fellow men who has  

the greatest difficulties in life.
– Alfred Adler
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The totality of this information goes into what I call the 
Client Profile, a tool that allows you to build a more 
elaborate picture of your client. It is what makes it possible 
to create a profile of your ideal client.

A client profile is a detailed explanation and overview 
of your ideal client. It is a synthesis of the internal and 
external factors that define to your ideal client. Some 
similar terms include client persona, marketing persona, 
buyer persona, or customer avatar, although most of these 
are based only on external factors. 

PROFILE OF IDEAL CLIENTclient profile

internal external
description

core motivations

problem to resolve

demographic & economic

behavior & habits

Lifestyle
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The client profile is a tool that you 
should have on your wall as a daily 
reminder:  that the key person in 
your business is your client. Again, 
always remember that without 
clients, we do not have a business.

In creating a profile to determine your 
ideal customer, potential or existing, 
you may discover that clients are 
motivated by more than one reason 
and have more than one problem. 
In this situation, create as many 
profiles as you have motivations and 
problems. Now, rank these from 1 to 

10, starting with the profile of those clients who are most 
likely to use your product or service. Next, rank them 
from easiest to hardest to reach or connect with. Finally, 
rank them from the most to the least likely to pay a higher 
price for your solution. Use these rankings to create a 
total combined score for each profile; the ones with the 
lowest scores (greater number of highest ranking) will be 
the most likely to be your ideal clients. For example,  if 
Jack scored a 1 for most likely to buy, a 2 for easiest to 
reach, and a 4 for willingness to pay more, he has a total 
score of 7. If Rosa scored a 3 for most likely to buy and a 
7 for easiest to reach but scored a 1 for most likely to pay 
a higher price, her total score would be 11.

Of the various client profiles that you created, select up 
to three that you feel are the best fit – your ideal client. 
These are the ones I recommend you build your business 
around—at least until your company’s revenues are  
stable and you have built an expansion reserve. 
Remember that if a client is highly likely to use your 
product or service, but unlikely to pay, this may be a 
sign that you do not have a viable, sustainable business. 

Post your Client 
Profile on your wall 
as a daily reminder 
that the key person 
in your business is 

your client.
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But if your client ranks highly according to likelihood  
to use, accessibility, and willingness to pay, you are on  
the right track.

In collecting and analyzing internal information, there 
will always be limits on how much data you can collect 
and how well you will understand what you collected. 
Some of these limits will be self-imposed; others won’t 
be. The realities of this world make it difficult to finish 
all the preparations we might want to complete before 
we start a new venture. Although it is much easier to sit 
back and analyze, people become entrepreneurs by doing; 
an entrepreneur’s role is not just to think, but to act. The 
question, now, is when?

When will you create an adequate picture of your client 
so you can go out and build your business around them? 
When will you write a compelling story that you can 
communicate to potential clients to convince them to 
come on board? When will you stop researching, continue 
storytelling, and start creating and building? Have you 
created an accurate client profile on which to base your 
business strategy so that you can put it into action and 
make your business successful? The decision ultimately 
rests with you, but you do not have to make it in isolation. 
Here is how I propose you evaluate how much pre-launch 
work you will need to do.

The main factors that will direct how much research is 
required and the level of detail you should include in your 
client profile are the following: the required resources, 
the personal impact of the business on you, the business 
knowledge you will need to have, the size of the client 
pool, and your personality. This approach will not be 
perfect for all industries and all economic climates, there 
will be some products and services that fit this approach 
more than others yet it is a great starting point.
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On the next page is the first of three exercises that  
I recommend you complete to pinpoint the level of detail 
your client definition will require. As you complete the 
exercise, your objective will be to consider the level of 
the impact that each category will have on you when 
you explore, launch and offer your product/service. 
The higher the impact on you, the greater the resulting 
number for that item. Once you have determined each 
level, add all the results to determine your total – this will 
allow you to determine where to place your point on the 
diagram.

Each section is important for helping you discover how 
much your business will mean to you and how much it 
will affect you. For these exercises, we will just assume 
that more research on internal and external factors is 
always better and that, the more you do, the more likely 
your success.  

RESOURCES REQUIRED
Have you considered how much time and energy, your 
business will require from you in order to get it started 
and then to be operational – do you have to quit your 
current job, will you need to take leave, will you need 
to be on-site each every day? How much time will it 
take you to run this business? Is this going to be a part-
time experiment or a lifetime commitment? How much 
personal energy is this business going to take from you? 
Is this going to occupy your headspace all day every 
day, or are you comfortable leaving this to a manager or 
delegating the work to someone else? Could the business 
grow and survive if you left it in the hands of someone 
else for six monthsvii or more?

Next, you need to consider the knowledge this venture 
might require you to have. Do you have the education, 
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experience, and certifications required? Will you need to 
go back to school, pursue certification, maybe even hire 
a skilled employee to run the business? Or can you run 
this business well with the knowledge you have now? 

How much money do you predict you will need to get 
your product/service to market, is it equivalent to your 
spare money and you’ll never need to worry it will be 
gone? Or do you need to remortgage your house in 
order to get the research funds? Ask yourself what kind 
of capital and resources will be going into this project, 
not only if it succeeds, but also if it fails. Will failure 
leave you financially ruined? Is it a massive investment 
that requires special attention? Will closing the business 
require more resources to shut down than success will 
require for expansion? What will this business do to 
your bank account? Your savings? Your future plans?

You really have to view your business (and the clients you 
are going to serve) as an investment. The more money 
you put into your business, the greater the impact it will 
have on your life, so the more confident you will need to 
be that the business is the right investment for you. 

Lastly when considering other factors, you need to 
consider a multitude of options and this is the catch-all 
category. Do you need to consider if you will need easily 
accessible items or something that requires months of 
pre-ordering to source it? Do you need to obtain special 
permits before the business can be operational? Are there 
rules and regulations that will dictate, maybe even limit, 
how you will operate your business? Do you require a 
special license to deliver your product or service?

As a rule of thumb, the more resources your business 
requires, the more detailed the internal analysis (the 
analysis of your ideal client’s internal factors) will  
need to be.
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AREAS OF PERSONAL IMPACT
The personal impact factor is meant to evaluate what 
success or failure would mean to you personally and 
what effect this will have on you mentally and physically. 
Will you be able to recover after a minor setback, a 
major setback, or the forced closure of your business? 
If something goes really wrong, could you continue to 
operate your business long enough in order to be able 
to start over? Do you need the business to succeed for 
your survival (i.e., keep a roof over your head, put food 
in your belly, keep clothes on your back)? 

How physical will delivering my product/service to 
my client be? You need to consider the actual physical 
output (such as carrying, holding and installing drywall) 
to the physical impact on your body from say, standing 
or sitting for 14 hours straight, 7 days a week as you 
operate your business.

You also need to explore what the impact on your 
spouse/partner or family will be. Will you be able to 
provide for them as your business grows? What if this 
venture is slow to take off or, worst, it fails? How much 
time away will it require, and is everyone ready for this 
level of commitment? How are you going to react when 
your kids say that you are never around because you are 
in your seasonal peak?

Does your spouse have a job, or will they need to find 
one, to help support your choice? What does the family 
have riding on your success? What will the future hold 
if this business doesn’t go well? Are they willing to make 
some sacrifices to support your vision, your passion, 
and your investment?
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EXERCICE 1: CALCULATING LEVEL OF DETAIL REQUIRED 
BASED ON RESOURCE NEEDS AND PERSONAL IMPACT
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What impact will this venture have on your life, 
reputation, and career? Is this business what you plan 
to get out of life? Is this going to make or break your 
career? If your venture goes sideways, can you return to 
a previous job or would you have to look for something 
completely new? Is this going to give you a reputation 
that you will carry around forever and if so, will it be 
positive or potentially negative? The more that success 
or failure will impact you personally, the more research 
you should be doing before going into business.

NUMBER OF POTENTIAL CLIENTS
The next factor is the size of your client pool. First, for each 
client profile, determine the probable number of people 
it applies to. Is your specific client profile representative 
of dozens, hundreds, thousands? Usually, the larger 
the pool, the less detailed your analysis of internal and 
external factors needs to be because you have a greater 
margin for error.

Next, look at the number of competitors. If there is 
a huge market (many people in the pool of potential 
clients) but plenty of competition, or a small market that 
is being served by a few competitors, you will want to 
gather more specific information to see if that market is 
being underserved or improperly served. Also, consider 
exploring the level of loyalty that your competitors in this 
market enjoy. The harder it is for you to enter the market 
due to the size/strength of the competition, the more data 
you will want to analyze. 

You’ll also have to consider if your potential clients are 
being served by other industries, companies who do not 
offer exactly what you are proposing but can indirectly 
help your clients. McDonald’s is well known for selling 
burgers but it also sells coffee and therefore, they are an 
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indirect competitor to Starbucks and Tim Hortons. What 
is the reality in your field? The greater the number of 
indirect competitors, the more research is required.

Third, look at the concentration of clients in an area. If 
your potential market could potentially be the majority of 
people in a certain geographic location, your information 
doesn’t need to be too specific. But if your client pool is 
very small and clearly defined, such as rural communities 
of fewer than 500 people located more than 200 km from 
a major city center, the more analysis you will need.

Finally, look at the amount of knowledge your potential 
clients will need to have about your offering. Is your 
product unknown to them, or have they already heard of 
it and know its benefits? Is it extremely innovative? How 
easily will they absorb your message? The more you must 
educate your client about your product, the more detailed 
the analysis will need to be. 

UNDERSTAND WHO YOU ARE
The next element to consider is your own personality. Do 
you have good research skills? Can you conduct research 
quickly? If research is a strong area of expertise, there may 
be no need for you to agonize over it and you could just 
get started. Yet, if you are slow to collect and review data, 
then you may want to seriously review the ratings for 
these three client definition exercises. If the scores are all 
low, then simply developing a general definition of your 
client and testing it in the field may suffice. All high, you 
should consider who you could partner with in order to 
conduct thorough research.

Determine how much control you want to have over 
your business at the outset. Do you want the analysis to 
decide everything about your business in advance, or are 
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you willing to let the cards fall where they may? Must 
everything you do achieve a level of meticulousness that 
only you can muster, or are you willing to try different 
things as you test and perfect your strategy? Do you 
need to know all the information, have all sources of 
information, identify potential contingencies and then 
make a decision? Or are you comfortable going with the 
flow and seeing where the process leads you?

You also need to determine your risk tolerance. As I said 
before, analysis doesn’t guarantee success, but it makes 
success more likely. If you are risk-averse, I would suggest 
developing a more detailed picture of your client. If you 
are more of a risk-taker, someone ready to play whatever 
hand fate deals them, you will more likely be able to 
tolerate going into business with only a basic analysis. 

How action-oriented are you? Some people can’t stand 
being locked up in an office all day strategizing—they 
have to act; there is no shame in that. Taking action 
can also be part of the discovery process. So, if you are 
more comfortable with doing than thinking, that is the 
approach you will likely take, while accepting the risks 
that could come with it.

Are you entrepreneurial? Do you have the skills to create, 
promote, operate, and manage this business? Do you have 
the competencies and strengths common to many of the 
leading entrepreneurs? Do you have the right personality 
traits to assist you in succeeding in your venture? Are you 
ready to weather the highs and lows of having a business? 
How will you deal with the risks, the unknowns, the long 
hours, the multiple demands, the continuous pull called 
“entrepreneurship”?
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You are not obligated to do these three exercises to be 
successful; however, doing them provides you with 
important context and reduces your risk because assessing 
how these considerations could affect you will provide 
you with a good indication of the amount of analysis and 
research you should do. My point here is that you need 
to understand what the business means to you and the 
impacts it will have on you to get a sense of how far you 
should take your client definition before committing to 
your plan and implementing it. This is a guideline to help 
you determine the extent and the level of analysis you 
should do.

To complement your examination of your personality, 
there are a number of additional resources you could 
explore that will help you better understand yourself and 
assess your entrepreneurial potential. The following are a 
few that I recommend to my clients: 

 _ The Business Development Bank of Canada  
(www.bdc.ca) has some good tools for gathering 
this type of information. These tools have been 
recommended by organizations and educational 
institutions across Canada and the United States. 

 _ Tests such as CliftonStrengths, Builder Profileviii or 
Personality Dimensionsix will also help you identify your 
natural talents and personality traits. There are other 
tests out there and each one has its own merits, but what 
is essential is that you explore these elements to see if 
you have what it takes to be successful, or to find out 
what types people you will need to hire to complement 
your abilities. 
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It helps to gain a better understanding of yourself before 
starting your business.

At the end of the day, the more you have riding on your 
business, both financially and emotionally, the more I 
suggest getting to know your ideal client by creating a 
profile that provides a clearer and more precise picture 
of them. Make sure your internal and external research 
corresponds with the level of impact the failure or success 
of your business will have on you personally and on your 
business.

TOOLS TO HELP YOU  
ESTABLISH YOUR CONTEXT

 _ CliftonStrengths—discover your areas of greatest 
talent and potential (www.strengthsperformance.com/
assessments)

 _ Builder Profile—discover and rank your economic 
potential and growth areas (www.strengths 
performance.com/assessments)

 _ Business Development Bank of Canada  
entrepreneurial self-assessment tool (www.bdc.ca)

 _ Personality Dimensions temperament self-discovery 
process (www.personalitydimensions.com)

 _ DiSC profile personal assessment tool  
(www.discprofile.com)

 _ Your WHY statement—determine the purpose or  
belief that drives you (www.startwithwhy.com)



I did not develop these methods solely to help others 
discover their clients; I also developed them so I could 
apply them to the way I conducted business. Before I 
shared them with the clients I was advising, I tested 
them in my own ventures to ensure they worked. Once  
I knew they did, I used them to completely redesign how 
I operated and communicated.

For the folks who have skipped directly to this part without 
understanding the background or the theory, I am glad 
that you are a doer, but keep in mind that certain terms 
or concepts may be hard to understand; you may need 
to go back to earlier chapters to grasp what I am sharing.  
I strongly recommend that you take the time to read the 
earlier chapters, as they will help you contextualize and 
integrate these elements into your business.

ESTABLISH 
YOUR 
SANDBOX
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Spending energy to understand the audience and 
carefully crafting a message that resonates with 

them means making a commitment of time  
and discipline to the process.

– Nancy Duarte
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Analyzing and narrowing our potential clients’ internal 
factors, although critical, is not always easy. I think 
this is the reason most entrepreneurs shy away from 
understanding and defining their clients’ internal factors. 
That is why I want you to be able to develop the client 
profiles of your ideal clients before you start a new 
business or expand your existing one so you can reduce 
the number of ups and downs.

We put our business in jeopardy when we quickly assume 
we know who our clients are. As an entrepreneur, I have 
also made this mistake when I reached out to potential 
clients with the wrong approach and at the wrong time.

This experience confirmed for me that although we can 
move quickly and sometimes get results, we also have to 
take time to reflect. Reflect on our business. Reflect on our 
services. But, most importantly, reflect on our ideal client. 
Because before you can build, improve, or expand your 
business, you need to know what kind of business you 
want to have. As you take a look at your own company, 
there are some fundamentals about yourself and your 
business that you need to clarify to make sure you are 
identifying the right clients within the right context.

First, you should establish what the cornerstone of your 
business will be—the central element that you will start 
with and use as the foundation. Is it a product/service, 
person, or process? For example, do you like creating food 
like an executive chef or a head baker (product/service) 
does? Do you enjoy interacting with and helping seniors 
(person)? Or, are you process-driven like me? By this I 
mean do you want to achieve the same objective using the 
same type of approach—no matter what industry, service, 
or product?
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HEDGEHOG CONCEPT

The next step is to explore your Hedgehog Concept, an 
approach introduced by Jim Collins in his book Good 
to Great. In the book, he explains that his studies have 
shown the Hedgehog Concept to be an important factor 
in enabling good companies to become great. The name 
comes from a story about the adventures of a fox and a 
hedgehog. In the story, the hedgehog usually wins because, 
while the fox knows many things and is sly and quick, it 
usually cannot beat the hedgehog because the hedgehog 
knows just one great thing: a way to continuously protect 
itself and stay safe.

passion

best
 in the 
world

pays well

(what you love) (what you’re excellent at)

(what people are willing to
pay you well for)
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Collins argues that businesses must focus on one thing 
and become really good at it. This one thing lies at the 
intersection of three circles: what you are passionate 
about, what you could be the best in the world at, and 
what product or service people are willing to pay you well 
for. (A major source of information for the first two circles 
comes from your own strengths or core motivations.) 
When these three elements intersect and you focus on 
that intersection, Collins says, your company can achieve 
greatness.

Another fantastic resource that I recommend to 
entrepreneurs to help them build a solid foundation is the 
book Start with Why by Simon Sinek. He helps explain 
the concept of the greater “why” and helps you explore 
purpose and cause beyond just results (such as financial 

wealth, titles, etc.). It is another 
great tool for further solidifying 
the foundation of your business. A 
great quote from Simon is, “People 
don’t buy what you do, they buy why 
you do it. And what you do simply 
proves what you believe.” I think this 
is an important statement to keep 
in mind as you build, stabilize, or 
grow a business. It is another great 
demonstration of the importance of 
our clients in our business.

When you are able to determine 
these business foundations, you 
need to also combine them with 
some reflection on yourself. By being 
honest about who you are, what you 
bring to the table, your strengths, 

To build the  
business that is  
right for you,  

be honest in your 
self-evaluation. 
There is no right 
answer, just the 
right answer for 

you. There is no need  
to impress anybody.
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your passions, your realities, you will be able to build 
a business that has a greater chance of success. These 
elements will help you better define the ideal client for your 
business so that you can build your business successfully 
to meet their needs. There’s no clear-cut answer on what 
you should focus on first—product/service, client, or 
process—to start building your business, but know that 
you will need to work on all of these aspects eventually.

To build the business that is right for you, with the 
right clients, it is important that you do this internal 
reflection alone, away from the judgment of others. You 
need to be honest in your self-evaluation. Don’t treat 
this as though you are answering a question at a job 
interview, where you are giving the 
perfect pitch to land the job. There  
is no right answer, just the right 
answer for you. There is no need to 
impress anybody.

Your decision to build, improve, 
or expand your business should be 
based on having found the perfect 
product or service to sell and the 
ideal client to buy it. Now that you 
know your business and your ideal 
client, it is time to start reducing 
your potential client pool as much as 
possible. This might sound counter-
intuitive, but I promise you it will  
all make sense soon. 

Your decision to 
build, improve, or 
expand your business 
should be based on 
having found the 
perfect product or 
service to sell and 
the ideal client  
to buy it.
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QUESTIONS TO ASK  
TO ESTABLISH YOUR CONTEXT

 _ Is the cornerstone of your business going to be a 
product/service, people, or a process?

 _ Who will you be working with in terms of clients,  
staff, and partners?

 _ What type of personalities do you want to work with?

 _ What will you be doing every day until you reach your 
main objective for your business?

 _ Do you want to have more than one business and have 
the funds to create and operate them?

 _ What kind of person do you want to be in 10 years?

 _ What do you want to do? What are you truly passionate 
about and could do for the next 10 years, day in and day 
out, that you would not consider work?

 _ If work no longer feels like work, do you want to be able 
to spend more or less time at the office?

 _ Do you need more spare time because you want to learn 
to play the guitar, learn another language, or spend your 
summers in a cabin by the lake?

 _ Are you willing to surrender financial ambitions for 
other priorities?

 _ Is retirement in your near future?



You need to eliminate as many potential clients as 
possible. You need to make your focus and your client 
pool as niche-focused, narrow, and targeted as possible. 
That’s it. That’s all.

I understand this runs contrary to everything we have 
ever been taught about business since we were kids 
working a lemonade stand. To sell as much product as 
possible, we were told, you need to keep pushing, keep 
hustling. Push your product to everyone you see. These 
mantras are repeated so often that it can almost feel like 
hypnotic suggestion, entering our consciousness as fact 
without us knowing whether or not they are true.

Our culture tells us we should be wildly ambitious and 
feeds us visions of endless, often impossible, growth. 
Average Joes want to be millionaires, and millionaires 

ELIMINATE AS 
MANY CLIENTS 
AS POSSIBLE
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It no longer makes economic sense to  
send an advertising message to the many,  

in hopes of persuading the few.
– M. Lawrence Light 
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are supposed to want to be billionaires. The dream is 
played out in our theatres, on our televisions, and in our 
heads over and over again. This is the way of business: the 
survival of the fittest, the conquest by the strongest, to the 
victor goes the spoils.

But that is not the reality; you cannot reach everyone. That 
is impossible for you, for Bill Gates, and for Walmart. We 
all have to realize it, accept it, and tackle the actual things 
that are going to make our business successful.

You are the owner of a small 
business. As much as you might want 
to help as many people as possible, 
have as many people as possible 
in your sales funnel, and reach as 
large an audience as possible, you 
are always going to be constrained 
by the realities of budget, time, and 
resources. The practicalities of the 
real world will eventually force you 
to focus your efforts on a specific 
a clientele—your niche. Trying to 
reach everyone will inevitably allow 
you to connect with no one.

Those of you who have ever played the board game Risk 
(a World War II strategy board game) will know what 
I am talking about. The game divides the world into 42 
units, the main objective being to conquer all of them. 
Because Asia has the most territory, players will generally 
fight endlessly over its numerous countries, but doing so 
generally just exhausts everyone’s troops, allowing the 
patient player to sweep in unchallenged. A well-known 
Risk strategy is to ignore the larger continents and 
focus on small, secluded Australia. Once the player has 
taken control of all four of Australia’s territories, he can 

Trying to reach 
everyone will 

inevitably allow  
you to connect  

with no one.



125Eliminate As Many Clients As Possible

effectively defend it with a simple bottleneck and use it as 
a base for bigger and better things.

Narrowing down your clients to those ideal, near-perfect 
people will make for the strongest foundation possible.

You need to find your Australia, your ideal client. You 
need to find the person who will buy from you 90 percent 
of the time without a discount and without hesitation. 
You need to find the client who, when your product is 
sold out, will put their name on a 
waiting list to make sure they get 
your product as soon as it becomes 
available again. You have to find a 
base from which you can expand 
and go on to conquer the world. As 
I mentioned previously, clients are 
the base of your business and of any 
business ever conceived. 

It is only once that foundation is 
strong, only once you have the 
proper resources, and only once you 
are well connected with your ideal 
client that it is wise to start exploring 
a secondary client, that not-quite-
perfect person. Only once you have 
built up your business and can 
support expansion should you look a 
little further, one solid step at a time.

The ideal client  
is the person who  
will buy from you  
90 percent of 
the time without 
a discount and 
without hesitation. 
They’ll put their 
name on a waiting 
list to make sure 
they can buy  
from you.
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PHASED APPROACH

Even if your product or service could be consumed by 
every human alive, like water, you cannot market it to 
all of them. Like the over-reaching battle commander in 
Risk who is unsure where the enemy might strike next, 
marketing to everyone will spread your forces too thin 
and turn every point of strength into a thousand points 
of weakness. The truth is that while human needs are 
infinite, the resources to serve them are very, very limited.

You will never be able to satisfy everyone, never be able to 
attract every customer, and never be able to communicate 
with every person. Our tastes are too different. Our 
interests are too broad. Our identities are too unique.

Every business owner I have worked with who tried to sell 
to the “general public” has struggled or failed. You can even 
compare this to a very old idea in economics: the division 
of labor. It is almost always more efficient to specialize 
and be a master of one task then to be mediocre at many. 
The person who tries to do everything for everyone rarely 
has the time to improve any one aspect because they are 
continuously focused on trying to deliver on all things.

ideal clients

great clients
good clients

discount clients

target segment

potential clients

people in your area

start here
to build and
stabilize
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Now by eliminating as many clients as possible, I am not 
suggesting a purely numerical calculation—at least, not 
exactly. If it turns out there are a thousand people who fit 
the profile of the ideal client that you developed and your 
business can reach them effectively all while maintaining 
identical marketing activities, an identical budget, an 
identical service strategy, and the same level of effort, 
don’t feel compelled to try to eliminate them from your 
scope. But this scenario is a rare exception and is not the 
norm. Usually, having a catchment of thousands indicates 
that you have not truly understood your ideal client and 
should look to make this profile even more specific and 
detailed, continuing to refine your profile.

The reason for this is simple: The greater and more 
precise your knowledge of your ideal client, the fewer 
resources you will waste trying to reach and serve them. 
As individuals, each person has unique core motivators 
and personal narratives. The fewer narratives you need to 
speak to, the better. The fewer core motivations you must 
address to help people actualize, the better.

Creating different ad campaigns, designing different 
communications strategies, and building different 
services are all expensive. That is why I say eliminate as 
many clients as possible, that is, eliminate the profiles 
of people who are not perfect for you—not your ideal 
clients. You do not need to stop serving any of your actual 
clients, although being too ambitious and trying to please 
too many people at once can be just as damaging.

A profile, as was explained in chapter 11, is a detailed 
description of an ideal client. Everyone who meets that 
profile will have the same internal factors (same core 
motivations and same problems to resolve). They will 
also have the same external factors, but don’t get overly 
focused on the easy-to-find quantitative external data. 
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You have to be specific; the profile of an ideal client needs 
to be as refined as you can possibly make it. This speaks to 
the core message of this book: the better you know your 
client, the more of an expert you are, the better you will 
be at meeting their needs and solving their problems and 
the more likely it will be that you find success.

This recommendation to stay focused is also reflected 
in the 80/20 Principle. Developed by Richard Koch in 
his book of the same name, Koch explains that in every 
segment, no matter what it is, there are things that will 
be much more important than others. He proposes that 
80 percent of results flow from 20 percent of causes. Your 
ideal client is that 20 percent, the client who requires 
20 percent of your time, energy, and other resources to 
generate 80 percent of your revenues.

This is why I want you to focus on your ideal client—that 
20 percent of your potential client pool who will produce 
80 percent of your revenues. Find that perfect fit. Collect 
all the right data and other information and understand 
who is going to be your ideal customer.
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80/20 PRINCIPLE

IDEAL CLIENT 
Sales gurus often contend that you need to find and keep 
potential buyers in your sales funnel. I say you have to be 
more specific than that. To improve your odds of closing, 
create a sales funnel that is made up of your ideal clients 
so you can go from selling to only one out of 100 people 
in a generic target pool to one out of eight people who 
meet your client profile.

Your time, energy, reach, and funds are not endless, so 
you have to make your dollars count and the way to do 
this is to focus on your ideal client. Focus on that person 
who will buy from you without incentive, that person who 
will seek you out because you are talking their language, 
solving their problem and, ultimately, addressing their 
core motivations.

client
pool

time, 
energy and 
resources

revenues

80%

80%

80%
potential clients Ideal clients

20%

use

to generate

20%

20%
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Your clients need to be able to visualize themselves buying; 
this transaction has to fit into their story somehow. It 
needs to communicate to their experiences, their goals, 
their ambitions, their loves, their fears, their hates, and 
their desires.

The foundation of every business is 
its clients. This is why I recommend 
you build on this foundation by 
prioritizing the customers who will 
actually buy from you, the clients 
who will enable your business to 
exist, be stable, and to grow. They 
are the foundation on which your 
thriving business will stand.

ideal client

potential clients

Your time, energy, 
reach, and funds  
are not endless,  

so you have to make 
your dollars count 

and the way to  
do this is to focus  

on your ideal client. 



I can see how labeling one type of customer as the 
primary client and focusing on this niche clientele, this 
narrow submarket, might seem a bit scary and risky—but 
it is quite the contrary. To be clear, I am not saying that 
you should dedicate your entire business to serving only 
one type of person and then ignore, discourage, or even 
refuse others. You will want to serve people who want to 
buy your services.

What I don’t want you to do is to make changes to your 
business based on the wants and needs of those “other 
clients”; don’t gamble your investment (your business) 
on what is often a one-off segment. Making changes to 
accommodate your non-ideal clients will result in all your 
clients receiving mixed messages. It will also dilute your 
brand, muddy your business concept and, in the end, it 
will cost you a lot more money and reduce your potential 
for success.

TIME TO PICK 
YOUR STARS14

Marketing is not a function, it is  
the whole business seen from the  

customer’s point of view.
– Peter F Drucker
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Your business should not be built around attracting the 
odd customer or random passer-by. If you want to build 
a profitable firm that has a good chance of succeeding 
and expanding, you need something more than a blanket 
strategy to serve anyone who wanders into your store. 
You need to define, discover, identify who will be your 
primary clients and then pursue them—focus on them 
like there’s no tomorrow.

You need to focus on the people who will buy your service 
nine times out of 10 without hesitation and without 
special incentives. Those clients exist. Apple, Starbucks, 
and Porsche are perfect examples of companies built on 
this principle. When was the last time you saw “employee 
pricing” as a promotion for a Porsche? Or a Groupon 
discount for Starbucks’ catering services?

HOW TO CATEGORIZE CLIENTS
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YOU CAN ADD NEW TARGET SEGMENTS, 
BUT ALWAYS PRIORITIZE YOUR IDEAL CLIENT



133Time to Pick Your Stars

So, who is going to be your primary client? Again, this is 
entirely up to you, but you should be looking for those 
who will buy from you 90 percent of the time without 
negotiating. They are motivated to find your solution, 
whether consciously or not. 

These are the people you want your advertising to 
connect with. They are who you will center your 
communications strategy on and develop services for. As 
your ideal (primary) clients, they will be the basis of your 
business—the starting point for bigger and better things. 
These clients are the ones who will help you stabilize your 
company and enable it to pass the dreaded three-year 
mark—a key milestone that many businesses never reach.

Now that you are focused on your primary clients, it is 
time to continue this work and divide your ideal clients 
into groupings according to which ones are most likely to 
pay for your business solutions. 

When prioritizing your client segments, there are some 
elements you will want to keep in mind. You need to 
determine which of your ideal clients will be willing to 
pay the price you need to charge to be profitable. Since the 
purpose of a business is to make revenue and turn a profit, 
determine which clients will best serve this purpose. You 
will also want to determine who is already convinced to 
buy from you? Who is willing to wait in line or to be put 
on a waiting list? Which clients are willing to pay right 
now for your product or service—no negotiation, no 
discounts, no special incentives to entice them to buy? 

Some other questions to consider as you continue to 
determine your very specific niche are: Who is the easiest 
to reach? Who is the most likely to become not only a 
customer but also an engaged promoter? Who is the least 
expensive to advertise to? 
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Make sure these questions are at the forefront of your 
mind when you begin selecting which of your ideal clients 
will become the primary focus of your business.

Can you identify a particular group of ideal clients who 
meet all of these criteria? If so, you are ready to go! If 
not, this is where it gets a little trickier, because the urge 
to compromise creeps in. Be aware of this pitfall and be 
diligent in your analysis. 

The first step in discovering your primary client is to start 
with the client definition you created using the Client 
Definition Framework (chapter 7) and the client profiles 
that you built in chapter 11. 

Now, those clients need to be regrouped to eliminate 
as many non-ideal clients as possible (see chapter 13). 
By refining the profiles, you will be in a better position 
to identify who is out there and you have a more solid 
picture of who your primary, or ideal, client is.

Another step in refining your primary client is also to 
consider the external factors that were covered in detail in 
chapter 9. Do they need to live in or be able to travel to a 
certain geographic area? Do they need to use a particular 
mode of transportation (e.g., bus, car, subway, train)? Does 
your ideal client need to have a certain level of disposable 
income to buy your product? By answering these types 
of questions, you may be able to quickly eliminate a large 
number of prospective clients because they do not live in 
the area, have a vehicle, or possess the necessary income.

You need to identify whether certain external factors are 
considered “musts”: your client must meet these criteria 
to access your solution. So, if you only sell locally through 
your shop, a client must be present in that area to be 
able to purchase from you. Another great example is the 
availability of cash or credit. If your potential client does 
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not have the money to buy, has no available credit and 
cannot qualify for the credit to buy now and pay later, 
then they will not be able to purchase your service, no 
matter how much they want it. Which factors are your 
musts?

Some other factors might be deemed “good to haves”; 
by meeting these external factors, the likelihood that the 
potential client will buy your product is increased. An 
example of a good-to-have factor is proximity, such as 
locating a business on your client’s route home. If a client 
passes by your restaurant every day to and from work, 
there is an increased likelihood they will decide to stop 
in on their way home to discover your cuisine because 
seeing your sign every day has intrigued them. Continue 
going through all of the various external factors presented 
earlier to further refine and identify your clientele.

Another factor to consider is willingness to pay; a major 
part of someone becoming a primary client is they are 
actively seeking your services and willing to pay for them.

“Willingness to pay” is important because it can help 
explain why certain segments of your potential clients 
might otherwise be considered ideal clients but may not 
be willing to spend the money. One example that helps 
illustrate this is how seniors are often far less likely than 
their adult children to pay for housecleaning services, even 
though their physical limitations may mean they often 
need these services more. The issue is that today’s seniors 
grew up in a generation of thrift due to long periods 
of deprivation; therefore, they have an inner narrative 
urging caution. Conversely, the members of the younger 
generation, their children, have never experienced 
deprivation, so they might consider housecleaning 
services to be a worthwhile expense. This is especially true 
if they are not home long enough to keep it clean because 
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both parents are working long hours and their children 
are engaged in multiple activities. Therefore, their level 
of willingness to spend money on housecleaning is high.

Eliminate as many of the non-perfect clients as you can 
and focus on the ones you absolutely must reach, as they 
already want to buy your services—they do not need to 
be convinced, enticed, or coerced into buying. Start with 
this first primary client segment and, once they are loyal 
customers, bring the next primary client segment into 
the mix. Once these ideal clients are buying from you 
and loyal to you, you can divert part of your time, energy, 
money, and other resources to a new group, but never 
neglect or stop your ideal clients from being your main 
focus.

Providers in the mobile phone industry are a good example 
of businesses that often forget their loyal customers 
because they focus only on acquiring new ones. Most 
customers who stay with the same provider are not doing 
so out of loyalty but because they are often too lazy to go 
through the hassle of transferring to a different company. 
Don’t let your business fall into the trap of operating like 
a mobile phone provider; instead, make sure you work 
closely with your primary clients. Make sure they are the 
ones you are always making and keeping happy.

If you have a very specific client in mind who will be 
perfect for your company, feel free to eliminate everyone 
else. Is your business better equipped to serve the needs 
and solve the problems of this one type of person better 
than anyone else? Do you personally understand these 
needs and problems better than anyone? Don’t feel forced 
to deal only with people whose profiles you are already 
comfortable with; use the skills you have perfected and 
deal with the people you are most able to assist.
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Next, find patterns in the internal factors driving your 
clients. You want to separate as many of these factors as 
possible. Identify as many core motivations and as many 
permutations of those inner narratives as possible. Once 
you have identified all the different factors, review them 
to see if there might be a pattern, people you can gather 
under one umbrella without creating an overly generic 
group. This is a great balancing act: finding an ideal 
client with the specific internal factors you can speak to 
very well, but who is also a part of a large enough group 
that your business can have a profitable and sustainable 
revenue stream.

Focus only on the people whose internal factors make 
them most receptive to your message, even if there are 
others whose external factors align perfectly with your 
business. If you breed German shepherds, for instance, 
it would be unwise to market your 
puppies as ferocious guard dogs to 
young families, even though some 
people who want those dogs might 
have young families to protect. A 
marketing campaign showing these 
dogs as aggressive would probably 
turn off the larger base of customers 
looking for a cute and cuddly furball 
the kids can play with because your 
campaign doesn’t show that German 
shepherds make good family pets. 
The two clients (guard dog buyers 
and furball buyers) might have the 
same external factors, but their 
internal motivations are in conflict, 
and trying to cater to both as ideal 
clients would stall the development 
of your business.

Focus only on the 
potential clients 
whose internal 
factors make them 
most receptive to 
your message,  
even if there 
are others whose 
external factors 
align perfectly  
with your business.
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Once you have developed an ideal client profile, it is time 
to reconcile it with the realities of your business. If only 
10 people in your area fit the profile of an ideal client for 
your restaurant, it is unlikely that it will be a sustainable 
business. You may be able to adapt your business to 
become a full-time in-home meal preparation service 
that will only require two families to buy your services for 
a full year, but is this what you want? Is it something you 
would be passionate about and be happy doing every day?

It is time now to determine what is possible. At the end 
of the day, you still need to sell products and get people 
to use your services. You need to determine if you could 
afford to keep the lights on by serving only the narrowest 
segment of ideal clients, and whether it will have room for 
growth. You need to determine if your ideal client group, 
the people who will be your primary clients, is enough to 
make as solid a foundation as you are looking for.

Estimate roughly how many primary clients you identified 
and compare that to what you need to break even and 
to be profitable. It may take some guessing or, rather, 
guesstimating, as you are guessing on estimations that are 
based on data, but your estimations can and should be 
supported by external data. For instance, if your business 
strategy focuses around giving people more time with 
their family, you can use statistical information to find 
out how many of the primary clients you have identified 
have families and have the core motivations you are 
looking for.

Once you have a rough number of how many people 
fit into your primary client segment, multiply that 
number by their willingness to pay. If there are enough 
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people willing to pay for your services for you to make 
a profit, congratulations! You have just completed the 
client discovery phase. Should you realize there are too 
few people to make your business viable, you will need 
to revisit your first primary clientele segment and your 
second primary client group.

For instance, if you cannot find enough people who will 
buy from you 90 percent of the time, go after the people 
who will buy from you 85 percent of the time and then 
come back to the 90 percent once you have a stable cash 
flow. It may be as simple as widening your geographic 
territory, or it may require you to review your other client 
profiles to see who would have some of the same core 
motivations but different external factors. This could help 
you get to greater numbers and ensure the survival of 
your business. This is the balancing act I was referring to 
earlier in the chapter.

You need to make sure there are enough individuals 
to support your business now and over the long term. 
Don’t assume that business will pick up. Don’t hope that 
stragglers will walk in off the street without any prior 
connection. Continue to do this work until you have 
identified enough clients to be profitable. 

You now have all the elements of a strong foundation. It 
is the moment you’ve been waiting for. Your ideal client 
awaits. Time to build your business to best serve them.
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QUESTIONS TO ASK TO ESTABLISH  
YOUR PRIMARY CLIENTS

 _ Who is already convinced to buy from you?

 _ Who is willing to wait in line or to be put on a waiting list?

 _ Which clients are willing to pay right now—no 
negotiations, no discounts, no special incentives—to 
have you solve their problems?

 _ Are the people you have identified actively seeking  
your services?

 _ Which is the easiest niche segment to reach?

 _ Who is the most likely to become not only a customer 
but also an engaged promoter?

 _ Who is the least expensive to advertise to?

 _ Do these clients need to live or be able to travel to a 
certain geographic area?

 _ Do they need to travel in a certain way?

 _ Does your ideal client need to have a particular level  
of disposable income to buy your product?

 _ Do you know the must-have factors that someone must 
possess to be able to become your client?

 _ Could you afford to keep the lights on by serving only 
the narrowest segment of primary clients, and will it 
have room for growth? 
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 _ Is your business better equipped to suit the needs and 
solve the problems of one type of person better than 
anybody else?

 _ Do you personally understand the needs and the problems 
of one type of person better than anybody else?

 _ Is there a pattern in your clients’ internal factors (core 
motivations)?

 _ Once you have developed the profile of your ideal client 
and reconciled it with the realities of your business, is it 
something you would be passionate about and be happy 
doing every day?





BUILD 
YOUR 
BUSINESS



Now, you need to go out there and put your client profiles 
into action. You may get things right the first time, or 
maybe some tweaking will be required. But once you have 
taken the time to figure out your ideal client and defined 
their profile, just go out there, start your business, and 
sell. This is important. Yes, you have to analyze. Yes, you 
have to put yourself in your client’s shoes. Yes, you have to 
understand what motivates your client. But once you have 
defined this, go out there and try it. Test it. Find those 
clients and see how they react. Don’t worry if you don’t hit 
it out of the park on your first try.

I always remind myself that Hollywood film studios have 
public opinion firms and audience feedback systems that 
have been perfected over decades. They spend millions 
of dollars on this every single year to make sure that 

HANG THE 
PORTRAITS 
ON THE WALL
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Successful people are always looking  
for opportunities to help others.  

Unsuccessful people are always asking,  
“What’s in it for me?”

– Brian Tracy
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audiences will like their movies before they release them. 
But remember Dumb and Dumber Too, Police Academy 7, 
or any other movies that were flops? I remind myself of 
this when I go out there and discover I still do not truly 
understand my ideal client, nor fully identified them. 
Remind yourself of the same. Discovering who your 
clients are is not an easy process, but you have to do the 
work. When you become an expert on both what your 
business does and on who you are doing it for, you are 
giving yourself the opportunity to build a truly great 
business. Here are some things to consider as you move 
your business from thought to action.

DEVELOP YOUR PRODUCTS AND SERVICES TO FIT YOUR CLIENT
I know this might seem so obvious and logical that it is 
almost not worth stating, right? Well, many entrepreneurs 
that I have worked with do not do this. Surprisingly, they 
build something they want and like, something they 
want to do—they do not think about their clients. They 
do not think about the person who is going to spend 
money to buy the solution they are offering. Many times, 
entrepreneurs develop services around how they want to 
operate, around things that are important to them, but 
neglect to offer a service or product their clients will 
actually want to buy.

To illustrate this point, I often ask in my workshops “who 
can make a better burger than Wendy’s?” Almost every 
time, everyone raises their hands. But when I ask who can 
deliver a burger as quickly, consistently, and at the same 
price as Wendy’s, all the hands go down. The point is that 
although most people can make something that is good, 
maybe even fantastic, we also have to make it in a method 
and time frame that is acceptable to our clients as well 
as sell it for a price they are willing to pay. Even if some 
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clients might consider buying that product, maybe it is 
too costly to produce because you have made a perfect 
product with all the bells and whistles, resulting in such a 
high price it will be appealing to very few people.

Implementing my approach and applying my concepts 
means starting to work beyond what’s readily available 
through external data. It means diving into the psyche of 
your client—really trying to put yourselves in their shoes. 
It means knowing yourself for who you are and seeing 
others for who they are. It means accepting responsibility 
for your decisions, acknowledging your mistakes, and 
searching for solutions.

Implementing my approach is going 
to be like undertaking the training, 
practice, and hours of preparation 
you would put in if you were 
preparing to run a marathon. It will 
take time, diligence and, sometimes, 
it will take you out of your comfort 
zone. But the satisfaction of 
completing your work, seeing the 
progress, and reaching your goal 
is worth it—that, and the resulting 
success. That feeling of having your 
own business is worth the journey.

To summarize: The most important aspect of knowing 
your client is to understand that they are individuals, just 
like you and I. They are not a data point, not a “wanter of 
things,” and they exist outside of their relationship to your 
business. They are human beings and because of that, they 
do not always react to stimuli like the rational customers 
portrayed in economic models and sales diagrams.

It is the emotional 
basis, the unseen, 

the unquantifiable, 
where we can best 

capture our client’s 
attention and best 
serve their needs.
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I believe that seventy percent of the buying decision is 
based on emotion and that increasing our understanding 
of these unseen, unquantifiable emotional factors is how 
we can best capture our client’s attention and serve their 
needs. In his book Brandwashed, Martin Lindstrom 
suggests the percentage of the purchase decision that is 
based on emotions is even higher than my estimate—
closer to eighty percent. 

CONNECT USING THE INTERNAL 
Because clients buy with emotions and use their reason to 
justify it, we must connect with the internal factors—their 
core motivations. To connect with the emotional side of 
the client’s mind, you need to understand what drives 
that portion of their brain. Fundamentally, it is their core 
motivators—their goals and objectives in life that drive 
them. These are the ongoing missions that people carry 
in their heads every moment of their lives. Although 
these are invisible to us, everything they do, including 
patronizing your business, is all in the service of one of 
those missions.

Use your empathy and imagination as well as discussion 
groups and some good, old-fashioned market research 
to infer what your client’s core motivations are. Test your 
theories by bringing them up with these potential clients. 
Tell stories that speak to these internal narratives and see 
if they resonate with your clients—or if you are hitting all 
the wrong notes. 
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STRENGTHEN USING THE EXTERNAL
Once you have connected with the internal, use external 
factors to determine how many people your business can 
reach and serve. Now you can test all of your assumptions 
and find out if there are actually enough potential clients 
to run your business. You have now defined your client. 
As I stated in chapters 12 - 14, the more specific you can 
be, the better. 

LAWN-CARE EXAMPLE
Imagine you are running a lawn-care company. You 
mow people’s lawns. You do some weed-whacking. You 
seed and fertilize it in the spring. These are your services: 
simple, straightforward, and easy to understand. Through 
the client definition process, you have identified that your 
ideal client sees their yard as an oasis and their problem is 
they want to live in it rather than work on it.

You have prepared a basic advertising flyer with the 
words “affordable lawn-care services” written above 
your standard rate and included your company’s contact 
information, and you have distributed the flyer to the 
houses with the biggest lawns. You have seen that your 
competitors do this and they have been around for a 
while. It seems like a reasonably smart tactic, and yet no 
one seems to be biting. Why not?

The problem is that you have not considered your clients’ 
motives for considering your services. When the client 
defined at the beginning of this example, the owner of the 
oasis, reads a flyer saying “affordable lawn-care services” 
they will most likely just toss it away because this client is 
not merely looking for lawn care (affordable or not), yet 
that is all you told them.
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That is the type of question you need to ask yourself: 
Why would a person decide they need my services? What 
problem is my business actually solving?

Although they have seen your ad, the client you defined 
does not want the grass cut and fertilized simply to save 
time. They are looking for someone who will create a 
serene, relaxing space they can enjoy and unwind in. They 
are seeking the result, the solution that will solve their 
problem. At this point, what you do and how you do it are 
still secondary. What this example demonstrates is that 
your lawn-care business must be about more than just 
cutting lawns; it must be about monitoring, maintaining, 
and resolving whatever issues might turn the client’s oasis 
into a stress point.

I hope this example helps illustrate the difference between 
what the lawn-care company originally presented and my 
approach. Yes, this lawn-care company cuts, seeds, and 
fertilizes lawns to solve client problems. But from the 
client’s point of view, the lawn is much more to them than 
just a thing—it is a feeling, an escape.

So, start by asking “What problems would a person need 
to experience to request my services?” as well as “Why are 
they having that problem?” Then, reframe your product or 
service around the client. Thus, with this information in 
mind, an ad might feature a picture of a pristine backyard 
with the parents enjoying a glass of wine on an outdoor 
sofa while the kids play on a lush green lawn. The ad text 
could be something along the lines of: “Want to relax and 
enjoy your backyard? Want to spend more time living in 
it instead of working in it? Call us today and we can create 
your oasis.”
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SHARE THE INFORMATION
As you get to know your client and gather detailed 
information on them, share these details with any external 
partners that you work with to help make your business a 
success. The reason? You can hire the best marketing firm 
in the city to develop and prepare a marketing campaign 
for your business, but if all they know about your client 
is that they are between the ages of 20 and 35, live in the 
downtown core and have a salary of $50,000 to $100,000 
annually, they may prepare a whole campaign designed 
to speak to the hipsters who follow the latest trends, while 
your ideal client is self described as a nerdy independent 
thinker who believes technology is the base of all success.

Although the “hipster” campaign the 
marketing company created might 
be very good, since your target 
client is outside the parameters they 
used, they would have missed the 
boat and not achieved your desired 
result because they were not given 
the complete information they 
needed. All that time and money 
spent would not have achieved the 
results you wanted. Remember the 
old expression: garbage in will most 
probably produce garbage out.

The lesson here is to always ask what 
your client’s ultimate objective is in 
using your service. Just because you 
are delivering your service to the 

Just because  
you are delivering 
your service to the 

best of your ability 
doesn’t mean it is 
actually solving 

your client’s 
problems.
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best of your ability doesn’t mean that it is actually solving 
your client’s problems. In order for something to truly be 
a solution, the client needs to know what is being solved. 
This is the new way of thinking that I am proposing you 
adopt in your business. Yes, it will probably mean your 
business may now need three flyers to distribute in order 
to connect with the right core motivation and problems, 
but we should learn from the large multinational 
corporations, as this is the strategy they often use.

Use all the work you have done to define your ideal client 
to build a long-term, successful, and sustainable business. 



There are five primary areas that you should develop, 
adapt, or revise with your ideal client in mind: your 
products and services; marketing and communication; 
operations; staff; and sales and pricing. These facets deal 
directly with your clients and, as such, need to be focused 
directly around serving and speaking to them. Time to 
put your client profiles to use in the real world. 

PRODUCTS AND SERVICES
Now that you know your clients, you have to evaluate 
your product or service through their eyes. Are you 
solving a problem in a way that adds value to your clients 
and in a manner that is pleasing to them? Is your solution 
in a price range that is within their ability and willingness 
to pay? Now that you know your clients, do you have a 
new perspective of your product when you put yourself 
in their shoes?

THE TOP 
FIVE16

Doing business without advertising is like 
 winking at a girl in the dark. You know what  

you are doing, but nobody else does.
– Stuart Henderson Britt
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How can you eliminate or reduce your clients’ problems? 
What can you do to make your service even better for 
them? Can you resolve most of their problems or do you 
need more than one offering and, if so, which one should 
you start with to best serve them? Which service will be 
of greatest of use to them? Is there another thing you can 
do that will make your offering that much better? What 
resonates with your client: Better pricing? Better quality? 
A more ethical process? The fact that your product is 
locally made or that it has a social impact? 

The important takeaway is that you have to make sure 
your product or service is a reflection of your client. 
Are there colors, shapes, sizes, or textures that would be 
more attractive to your ideal client? Of the list of client 
problems and needs that you have identified, is there one 
thing that you could do, or one product you could offer 
that will help address multiple motivations at the same 
time?

How much is this solution worth to your client and are 
they willing to pay to create a more complete solution? 
What is your cost–benefit ratio? When it comes to your 
products and services, as a business owner you must be 
continuously evaluating what you are offering. Is it the 
right one for your clients today? Can it get better? Can 
it use better materials and if so, would that be useful and 
valuable to your clients? Does it have too many bells and 
whistles—things that a majority of your clients will not 
use? Is there something complementary that you could 
be doing that would further resolve your client’s problem?

Consider your client’s core motivations—see your 
business through their eyes—and ask yourself: What are 
these clients ultimately trying to get out of each of your 
company’s offerings? How do these offerings provide 
value to them and what is this the best possible way to 
provide the most value?
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QUESTIONS TO HELP YOU ADAPT  
YOUR PRODUCT OR SERVICE

 _ Am I solving a problem in a way that adds value to  
my clients?

 _ Am I solving a problem in a manner that is pleasing  
to them?

 _ Am I solving a problem within a price range that is 
within my client’s ability and willingness to pay?

 _ What can I do to make my product or service even 
better for my client?

 _ Can I resolve most of their problems with my product  
or service, or do I need more than one offering?

 _ Which of my products or services will be of greatest  
of use to them?

 _ Is there something else that I can do that will make  
my offering that much better?

 _ What resonates with my client: Better pricing? Better 
quality? Is it important to them that my product is 
produced using a more ethical process? That it is locally 
made? That it has a social impact?

 _ Are there colors, shapes, sizes, or textures that are more 
attractive to my ideal clients?

 _ Can my product be created with better materials and, 
 if so, would that be useful and valuable to my clients?
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MARKETING & COMMUNICATION
Sometimes, your products or services do not need to 
be overhauled, but the way in which you advertise and 
communicate with your clients about your products 
needs to be revamped. 

You need to develop a way to communicate to your clients 
that will enable them to see, understand, and connect 
with the idea that you are solving their problems. Make 
sure your communications strategy connects with the 
needs and the core motivations of your clients. Address 
the things that are important to them—not the ones 
important for you. Remember that communication and 
marketing are about connecting with your client, letting 
them know you exist and how you can help them.

What are the words or key phrases you have to include 
to ensure your message is heard by your client? What’s 
in it for them? What is important to them—not to you? 
Sometimes, we want our clients to know something 
about our service that is not at all 
important to them—even though 
we think it should be. As an 
example, you might mention that 
the new smart-home gadget you 
sell uses the latest wifi technology 
to ensure the remote control 
works really well and from great 
distances, but it may not be of great 
importance to your client. When 
you insist on telling them about 
things that are not important to 
them, it will usually have the effect 
of distancing your client rather 
than pulling them in.

A key element 
to remember in 
communication 
is to share what 
is important and 
relevant to your 
client, not to you.
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Instead, share with your client what their lives will look like 
once you have resolved their problems; help them see it, 
believe it, and connect with it. This is where I suggest you 
focus, especially if you are running on a lean budget. Now, I 
know what you are probably thinking: if I have to put all of 
this information in one ad, I will have to write a novel and 
it will have to fill an entire magazine! This is where multiple 
documents, tools, and techniques come into play to help 
you share the complete message. This is why you need a 
strategy on how to bring all the information together. Your 
promotional postcard delivered in a mailbox might be 
designed to get your client to call you or visit your website. 
You might have a video that demonstrates exactly how your 
product works and reinforces your point that their lives 
will be so much easier once they have bought your widget. 
It may be that you cannot give them all the necessary 
information until they have interacted with these various 
communication channels.

Where do you start when crafting of the ideal message? 
I propose that it needs to speak to the client’s internal 
narrative and core motivation. Your communication 
strategy needs to tell the story and connect with your 
client in a way that makes them realize that you are, in fact, 
speaking to them. As an experiment, try the following: 
listen to an ad on TV and find one that you really dislike. 
Try to imagine and describe the type of person you think 
they may be trying to reach and why. Now, look at the ad 
again as though you are that person. Do you now see it 
differently?

Once you have refined your message, you need to look 
at the relevant external factors to discover what is their 
preferred media for consuming news and information, 
whether it is radio, television, Facebook, news sites and 
other websites, posters, billboards—there are many 
possibilities. Even the best messages in the world will not 
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help you win over customers if it is delivered through a 
medium they do not use. Not keeping your client in mind 
will create challenges.

Make sure you are choosing media you know your clients 
use and, more importantly, prefer, rather than using 
platforms you think are best or that your competitors 
seem to be adopting. There is no point in getting an app for 
your business if few of your clients own smartphones. In a 
world where there is constant pressure to develop a social 
media presence and continually deliver online interactive 
content, it is important that, as in all things, you think 
about the client before changing any communication and 
marketing aspect of your enterprise. Business should not 
be a game of “Keeping up with the Jones,” as that can cost 
you lots of time and money, especially if you are paying to 
reach someone who is not listening or interested. 

PORSCHE 911 EXAMPLE
Let’s go through an example to help illustrate what I 
have been preaching. Say I have been hired to design an 
advertisement for a high-end car, the Porsche 911. I might 
try something such as renting a billboard. My ad might  
say “Drive a new car, starting at $90,000,” with a picture of 
the front end of a Porsche 911, contact information, and 
the location of the dealership.

drive a new car

starting 
at 
$90,000

123-456-7890 100 first st 
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That ad follows all the basic rules of communication. It 
says what I am selling, what it costs, and what my brand 
is, and it is a roadside billboard that can be seen only by 
people who drive (i.e., my potential clients). In as few 
words as possible, I have told the most efficient story 
I could: a story of client needs car, client buys Porsche 
911. The ad follows the basic rules of communication: it 
answers the five W’s: who, what, when, where, why (and 
how). It is a simple story and it is easy to see that I am 
trying to reach someone who drives. But I should not be 
surprised if no one walks into the dealership because of 
my billboard.

In order for me to develop the perfect advertisement, 
I need to ask the questions that I have been bringing 
up throughout this book. I need to first consider the 
definition of my client, and then think about how that 
client would interact with my advertisement. I need to 
ask what motivation I am addressing and the problem I 
am solving, and make sure they know I am solving that 
problem. Are they aware of what action they need to take 
to solve their problem, or will I have to educate them?

So, first, what problem am I actually solving? A vehicle of 
that caliber is obviously much more than a simple method 
of transportation. After all, if the only problem a Porsche 
solves is getting its owner from A to B, the client would 
more easily consider buying a Toyota or maybe a Ford.

But Porsche and its clientele aren’t solely looking for a 
mode of transportation. Porsche is offering its owners 
the chance to travel with power, control, and style. 
That is the big difference between a sports car and any 
other car. Rather than solving the universal problem of 
transportation, it now serves a more defined purpose; it is 
a symbol of speed, control, power, exhilaration, pleasure, 
success, and classiness. The client wants all these things, 
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and perhaps also wants to show the world they finally 
made it to the top and are living the good life.

As you can see, much more needs to go into each 
message—each sentence on a website, ad, press release, 
flyer, or other method of communication—than just 
words. An effective message is one that reaches out and 
connects with your client while allowing them to make 
their own connection.

LET THEM KNOW WHAT YOU ARE SOLVING
When you are preparing your ads, you must put your 
client first: What is important to them? What is even more 
important to them? What is most important to them? 
What do they need to know to see or understand that you 
are solving their problem for them? It is important for 
them to know your business can help them. And finally, 
what do they need to do as a next step to access your 
product or service?

A good way to see the process of putting the targeted 
person first is to watch children between the ages of 
four and six as they try to convince their parents to give 
them something they really want. While it’s done quite 
innocently, they tend to use the same type of approach 
that I am suggesting you adopt. 

Children will first present the benefits to the parent such 
as hours of quiet play, going to bed without argument, or 
cleaning up the dishes or other chores without complaint 
as the reason why their parents should do something for 
them, such as buy them the latest Beanie Boos. They do 
not try to sell the rational attributes of the coveted item 
the way adults would; they focus their message on the 
benefits to the parents. Now let’s learn this technique and 
bring it into our business.
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As a reminder, putting your client first means the way 
you communicate and the marketing you use will result 
in a client who is able to tell others what problem you are 
solving for them. They need to be able to see themselves 
in the ad and its messages.

You must also consider what media your client uses to 
communicate and to get information. Are they active on 
Facebook but have never heard of Snapchat?

Are they going to be inspired by visual images? If so, 
should you have active Instagram and Pinterest accounts? 
Or perhaps videos showing how to use your product 
might be the way to help them connect with your product 
or service.

Seth Godin, author of Tribes: We Need You To Lead 
Us, notes you do not have to connect with the masses 
to create a movement. This is something that is often 

misunderstood by entrepreneurs 
who often believe they have to sell 
to everyone because they worry 
they might miss an opportunity. Yet 
Godin suggests that rather than the 
masses, you need to connect with 
the true believers. These are the 
people who will take your message 
and spread it. The more you know 
your client’s core motivation, the 
more you can connect with it and 
address it, the more you will connect 
with your ideal client. The more you 
connect with your ideal client, the 
more likely it is that they will be loyal 
to you and promote you, or even 
advocate for you.

The more you know 
your client’s  

core motivation,  
the more you  

can connect with it  
and address it, 

the more you will 
connect with your 

ideal client.
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Some people might think that money is the solution and 
the more money they pour into advertising, the more 
sales they will have. Yet money is not always the answer 
to every problem; just because you have lots of money 
and a large budget to spend on promoting your products 
and attracting clients, if you are talking to the wrong 
audience, using the wrong medium, connecting to the 
wrong motivation or solving the wrong problem, then 
your ads, your campaigns, and your efforts will all be in 
vain. Getting to know your client is the key to marketing 
success.

Of course, client communication is much more 
encompassing than just advertising. There’s community 
outreach, public relations, micro-targeting, word-of-
mouth, and customer service to name a few. As with 
all other things, I don’t pretend to be the final authority 
on any of these methods and tactics, so I implore you 
to do your own research or hire a marketing agency to 
manage some or all of your communications strategy but, 
whatever you do, always put your client first.

Community outreach is one of those important things 
to think about. Being active in your community is about 
more than just building brand recognition; it is about 
sharing messages about your business/brand/product 
that resonate with your clients and makes your message 
important to them. And let’s make sure we are talking the 
same language. When it comes to defining community, 
I mean people in your local geographic, cultural, or 
linguistic area—people who enjoy the same music, food or 
other interests; people in the area who follow you online 
or belong to the same clubs or other similar groupings. 
Consider supporting causes that are important to you, 
then important to your clients and that are true to your 
business. It might shed a different light on your business.
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For example, will they care that your business gave 
$10,000 to support a cause on another continent, or 
would they have preferred you spent it to upgrade 
the local hockey arena? Should you set up a tent at the 
farmer’s market, or will your time be better spent at the 
local basketball tournament? Will these things reflect well 
on your business, or will they clash with your corporate 
image and send mixed messages to potential clients and 
the community? Again, support causes that are important 
to both your client and yourself (you, your team, your 
business), as the message will be received as sincere and 
will further help you connect with the right clients.

You should also consider every decision your company 
makes as part of your public relations strategy and an 
important part of communicating with your client. 
If your business practices and your communications 
conflict, your message will be lost; it might even reduce 
the level of your client’s trust or discourage them from 
patronizing your business in future, as they are now 
receiving conflicting messages. A green-energy firm run 
by a CEO who owns a Hummer for city driving probably 
is not going to do much business. A café that serves 
young and progressive hipsters might need to source the 
more expensive fair-trade beans, whereas the customers 
of the local office building cafeteria may not care where 
their mass-brewed thermos coffee is coming from (if you 
permit me the caricature).

Every decision you make as a business speaks just as loudly 
as any of your advertisements, and your clients, potential 
clients, and competitors are all listening. Everything  
you do and say must communicate a consistent message 
to the client.

Many companies forget that each ad and marketing tool 
used by a business should serve one of two purposes: to 
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inform or to call to action. The first provides information 
that positions the business (who you are and what you do) 
and provides static details like coordinates or reminders. 
Generally, this information never changes, no matter the 
context in which it is used, for example, in a company 
history or background page on your website.

The second purpose is to get your client to do something—
call you, visit you, try a product, buy a product, etc. It will 
try to elicit a specific response that will enable your client 
to connect with your product or service, and this is where 
most of your marketing and communication should be 
focused. 

POSITIONING  VERSUS  CALL TO ACTION 

A billboard for RE/MAX, one that states “#1 in the 
world” with the only visual being a branded hot air 
balloon, exists only to inform, to position. If you were 
new to the country, had never shopped for a house or 
had never seen their lawn signs advertising an open 
house, you would not know that RE/MAX is a real estate 
company that helps people buy and sell homes from 
this ad. Marketing that serves only to inform is typically 
used only by larger, well-known, and established brands. 
Because such companies have big budgets and already 
enjoy high levels of awareness, they can afford to spend 
money on “reminder” advertising to complement their 
other marketing campaigns.

position

re/max
#1 in
the world

reserve your seats today!
call 123-456-7890

call to action
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If you have a limited budget, as is the case for most 
entrepreneurs, I recommend you focus your marketing 
on the second purpose, the call to action. This should be 
part of every marketing tool you have, including your 
business cards. When they see your card, a potential 
client should have no doubt as to what you want them to 
do, and what problem you will resolve. It is great if your 
cards say “Lee Pratt, Plumber,” but are you a specialist in 
commercial properties? In new construction? In outdoor 
projects, or in interior repairs and maintenance? With just 
the word “plumber,” a potential client may be uncertain 
whether you can address their problem. Keep this in 
mind as you develop and implement your marketing and 
communication campaigns and tools.

In a talk posted on YouTube entitled 
“How to Be a Leader,” Simon 
Sinek emphasizes that successful 
messaging has nothing to do with 
the “taker” (you, your business); it 
has everything to do with the giver 
(your client).x Sinek goes on to say 
that you have to address the realities 
and beliefs of the giver, not those of 
the taker; you have to make it about 
them—not about you. This is how 
you will be able to prepare effective 
marketing messages that connect 
with your clients.

Remember that your job as an 
entrepreneur is to understand your 
customer so you can easily explain 
your business and your product or 
service in a way they can understand 
and that is relevant to them; not in 
the way you want to tell them or is 
important to you.

Remember that  
your job as  

an entrepreneur  
is to understand  

your customer  
so you can easily 

explain your business 
and your product  

in a way they  
can understand and 

that is relevant  
to them.
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QUESTIONS TO HELP YOU ADAPT  
YOUR COMMUNICATION AND MARKETING

 _ What are the words or key phrases I have to include  
to ensure I communicate with my client?

 _ What’s in it for my client?

 _ What is important to my client?

 _ Does my client know and use the medium I am 
choosing to communicate with them?

 _ Are they active on Facebook? Have they never heard  
of Snapchat? Is social media an appropriate way to  
reach them?

 _ What does my client need to know or see for them to 
understand that I am solving their problems for them?

OPERATIONS
How does the profile of your ideal client influence how 
your company operates? You have to operate in a manner 
that is preferred by your clients and convenient for them. 
Operations include location, technology, accessibility, 
convenience, systems, infrastructure, tools, materials, 
machinery, payment methods, and more.

Let’s look first at the size and management of your 
operations. If you sell your business as a tiny, hole-in-
the-wall bagel bakery with spirit and local charm, a 
place where your clients feel at home, it might not be a 
good idea to invest in a 30,000-square-foot expansion. 
The same is true if you market yourself as a large firm to 
potential clients, but don’t have a boardroom or an office 
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to meet them in. Just be certain that your messaging 
remains truthful to what you are in reality and that this 
reality is focused primarily around serving the needs of 
your clientele.

Deciding on a location for your business will require a 
careful analysis that includes the weighing of your clients’ 
internal and external factors. Ideally, you want to be as 
close to as many of your primary clients as possible, but 
that doesn’t always need to be the case and, sometimes, 
it does not make financial sense. Determine the 
geographical area you are best able to service. This should 
probably be the inverse of how specialized or unique 
your product or service is. A product that everyone could 
potentially use will have a very dense client population 
and, therefore, a rather small geographic area to service. 
A more uncommon hyper-specialized service will have a 
smaller audience and potential clients will be spread over 
a much wider area.

Also, determine the ideal geographic areas for your 
business to serve. Explore whether the population at one 
end of the city has a greater concentration of your primary 
clients. Is there one particular area that has more people 
predisposed to like your business than reside in any other 
region? Is there a saturation of your type of establishment 
in one end of the city but not the other? Are there greater 
costs in one market over another? Are people more or less 
responsive in one area over another? There’s a great deal 
of geographic diversity, not only in North America, but 
also within individual cities and between communities as 
well, and that diversity should be taken into account. Pick 
your ideal geographic area.

For example, a Tim Hortons coffee shop does not need to 
be within walking distance of primary customers because 
the majority of its business takes place at the drive-thru 
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window, mainly with clients on the go (going to work, to 
class, to dance or hockey practice, running errands, etc.). 
Many Tim Hortons customers aren’t looking for a place 
where they can set up a coffee date with old friends, they 
want their quick, convenient, consistent dose of caffeine 
to help them with their day. Therefore, you can usually 
find Tim Hortons alongside major roads and intersections 
where large numbers of people travel. 

YOU DO NOT HAVE A BUSINESS  
IF YOU DO NOT HAVE CLIENTS

The location can also add something to your client’s 
experience. You can’t expect an outdoor tiki bar located in 
Canada to be visited as often as one situated on the sandy 
beaches of Jamaica because Canadian snowy winters 
alone would result in the loss of six to eight months of 
potential business. Understand that the location can 
add or subtract from satisfying your clients’ needs and 
take this into consideration before you set up a base of 
operations.
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You also need to consider how you create your product: 
if it is done by hand, could it be done with a machine? 
Would that improve or reduce the quality? What is 
important to your client, quick access (machine made) or 
quality craftsmanship (handmade)? Does your client want 
unique pieces (e.g., limited production runs or hand-
produced items that result in each piece being slightly 
different), or do they favor accessibility over uniqueness? 
Is there a barrier to acquiring your products or service 
such as a higher price, remote location, delay from time 
of purchase to receiving it? Is there something in the way 
you operate that could drive away a client?

You have to remember that certain decisions that are 
logical to you and good for the business and its operation 
may not be good for your client. However, if a decision is 
beneficial to your client and further resolves their problem 
or enhances their lives, they might be willing to pay a 
little more for it. Don’t hesitate too long to implement 
something that works for your clients. Those are exactly 
the elements you want to find.

Consider the difference in the evolution of a recipe when 
you compare one created by a skilled independent chef 
versus the head of food at a large multinational fast-food 
chain like McDonald’s. The independent chef doesn’t 
have much riding on any one recipe and so they will often 
dream up something new on the spot, or invent and alter 
everything constantly in pursuit of the perfect dish. Flops 
may cost a few bad reviews, whereas finding the perfect, 
signature dish can unlock a potential goldmine of recipe 
books, cooking shows, and ready-made grocery products. 
The risk–reward calculation will most often favor 
experimentation, taking guesses, and testing currents of 
public opinion.
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On the other hand, McDonald’s is much more invested 
in their menu decisions. With over 34,000 restaurants 
in 119 countries, all with similar menus, any change, 
however slight, requires shifting billions of dollars’ worth 
of resources and could threaten over 50 years of brand 
recognition. People expect a certain type of food from 
McDonald’s and if the company gets it wrong, the losses 
will be staggering. Thus, the corporation will spend years 
mulling over even the simplest changes, and test and 
research endlessly before altering their recipes in any 
way. The bigger they are, the harder they fall, after all. The 
more you have invested, the more you have to lose, so you 
need to learn to tread carefully.

You also have to consider the tools you are going to use 
to offer your services. Remember your client definition, 
which tells you what is important to your clients. If your 
restaurant caters to an older, more senior population, you 
may not have them place their meal order by using a tablet, 
but you may invest a little more on comfortable seating, 
better lighting, perhaps a better coffee machine or a good 
selection of loose leaf teas. Conversely, although it might 
be easier just to write the receipt on a sheet of paper but, if 
your particular clients have an expectation of something 
more modern, well, you’ve missed the boat.

You may not want to add an online payment option if your 
ideal clients do not trust the security of this method. You 
want to avoid making a big investment in a special table 
saw for your renovations company that creates zero dust 
and is ultra-quiet but would significantly increase your 
hourly billing rates, which could prove disastrous if the 
majority of your clients are focused on economizing and 
reducing costs. This is how we put our client first when 
considering operations.
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Operations should also consider the feeling your business 
elicits through its interior design (decoration, colors, 
furniture) and the layout. The more you have researched 
and defined your clients, the more you know about 
them. Are you selling second-hand cars to people whose 
problem is obtaining a quality car, but who require a 
lower price and thus, have decided to avoid the instant 
depreciation in value that happens to a new car as soon 
as it is driven off the lot? If so, you may not need to seat 
them in $1,000 leather chairs as you serve them a Blue 
Mountain espresso.

In his book, Brandwashed, Martin Lindstrom talks about 
how even in-store music will have an impact on clients. 
He gives an example of how he increased revenues by 20 
percent for a bank by using music to enhance the customer 
experience and connect with that internal reality.

Finally, if your client definition indicates that in-person, 
real-life experiences are important to your clients, you 
might consider having more staff to conduct follow-ups 
with them, such as payment reminders, client satisfaction 
surveys, maintenance appointments, etc. If they prefer 
email reminders, it might be worth obtaining client 
relationship management (CRM) software that can 
automate your process. However, although it might be an 
easier and more streamlined approach for your business 
to have the software manage your communications and 
follow-ups, it may not be the best approach if your client 
prefers and expects a personal relationship with you and 
your team.

Do not miss the opportunity to connect with and retain 
your clients, and make sure that your operations are 
reflective of your ideal client.
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STAFF
Another important aspect is to make sure your hiring, 
training, and employee standards serve your ideal clients. 
You want your team to meet their needs and expectations 
and to be a good fit with your client profile. This is 
particularly important because the choice of who you 
hire says something about your business—just as much as 
what your employee actually says or does. They and their 
work are both essential pillars of your communications 
strategies and can make or break your business.

One of the fundamental problems with the employment 
mindset of today is the assumption that all laborers and 
entry-level workers are exactly the same and that because 
they have whatever diploma or certificate is needed, they 
will all deliver the same expected and required results. 
Just like your customers, they are individuals, so make 
sure the staff you hire reflect the clientele you serve.

Select employees with the right passions and who want 
to serve your ideal client. Don’t assign someone who can 
be overly chatty to work at a drive-thru window serving 
people in a hurry, as it will just frustrate your clients. This 
interpersonal quality might provide a bigger benefit at the 
type of bar where folks tend to sit alone, or even in a diner 
where you want to greet your regular customers with a 
friendly “Norm!”

You cannot change someone’s values and beliefs, so I 
highly recommend that you hire employees first according 
to these, and then for their skills. When employees believe 
in your mission as well as your products or services, when 
they understand your client’s motivations and problems, 
when they help your clients not only because they have 
to but because they want to, then you can often still train 
them to have the appropriate skills, but rarely vice versa. 
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Finding someone who understands and believes what 
your client believes is the hard part, which is why this is 
such a challenge for most businesses. Many entrepreneurs 
believe that most jobs do not require passion, just the 
ability to complete a task, but if you make hiring decisions 
based on that assumption, the client can feel it, sensing 
that a staff member is just going through the motions. The 
more your employee can understand and empathize with 
your clients, the more your clients will connect with them 
and the happier everyone will be.

When searching for, selecting, training, and managing 
your employees, you need to follow the same approaches 
I have presented throughout this book. What are their 
motivations? What is important to them? What part of 
your business connects with their values and beliefs? 
The more closely all these aspects align, the more your 
employees—and therefore your business—will connect 
with your clients and the more you will build a loyal and 
dedicated customer base. Is this not what every company 
would like—a client who is willing to buy from you 
because they believe in you, as well as because you are 
solving their problems?

Ask about your employees’ priorities; discover their 
core motivations. Choose and work with employees 
who love your clients and believe in your solutions for 
clients’ problems just as much as, if not more than, you 
do. The more selective you are—even for what might 
be considered a boring or menial job—the more you 
will build a business in your client’s image and the more 
sustained success you are likely to have.

Some of your employees will not join your company to 
flip burgers just for the pure joy of cooking; many will 
do it with the hope of accomplishing something. Perhaps 
they want to learn all the components of running a 
restaurant so they can open their own one day. Perhaps 
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they need money for their family or their education, or 
they are building up the culinary experience on their 
resume. Perhaps they like line cooking because it has a 
singular focus. A line cook will typically not bring stress 
home with them every night; they will probably not lie 
awake thinking about new recipes for the menu, the 
staffing challenges, the stress of downtime, a slowdown in 
reservations, etc.

Knowing your client’s core motivation will help you find 
the right employees and help them better understand who 
they are serving. It will also motivate them to perform 
better and help you avoid putting them in positions or 
situations where they are uninterested or unmotivated. 
Matching staff and client is important, as everyone will be 
happier—even yourself.

Your training and hiring procedures should also reflect 
your clientele. Your employees are key to maintaining 
service quality and your reputation with your clients, so 
you need to keep that in mind when hiring. You also want 
to train your employees in a way that will best enable them 
to understand and serve your clients’ core motivations. 
That means you have to share with your employees all 
that you know about your client and what drives them.

When choosing someone to hire, ask yourself whether the 
client will see themselves in that employee and whether 
that employee will be able to communicate with your 
clients at the same level you want your advertisements 
to reach. For example, if you are serving people within 
a certain community, you might want employees who 
are from that community or at least understand it, i.e., 
those who speak your clients’ language (literally and 
figuratively) and those who are more intimately aware 
of the clients’ realities, challenges, and problems and the 
contexts in which these might occur.
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Finally, make sure that your employees understand and 
respect the values, beliefs, and core motivations of your 
clients. Training employees to upsell can lead to bigger 
profits and this logically makes sense, but it could be 
annoying for some clients thus leading to fewer sales. 
Therefore, employees must always put the client first.  
I might even suggest (in both of your interests) that you 
make this book mandatory reading and get them to 
picture who they see as your primary, secondary, and 
tertiary clients and what motivations they think would be 
key. Remember that you can share your client definition 
with your team to help them better understand who they 
are serving. But if this definition does not resemble their 
own, if there are things that do not resonate with them 
in terms of their own drive and problems, if there are 
factors that just seem trivial to your employee but are 
important to your client, then just sharing may not have 
the desired impact.

SALES & PRICING
This section is all about how to sell to your client. What 
approach are you going to use—bricks and mortar, online, 
in-person, or all three? Is your client more comfortable 
with pre-pay or pay-as-you-go, or will they prefer an 
invoice? Does your client want an eco-friendly process? 
For example, would they be willing to offset the carbon 
footprint of your delivery service by paying the cost of a 
carbon credit?

When you consider sales, you need to identify the problem 
you are solving and what element is most likely to close 
the deal with your client. As an example, you might have 
noticed that the website, ads, and promotions for car 
dealers tend to focus on one call to action: book a test 
drive. The car industry knows that most of the decision 
to buy is made when trying a product, which is why they 
want to get you in as quickly as possible. What is that one 
thing that will get your ideal client to purchase?



175The Top Five 

You also need to consider the right pricing for your 
business and your clients. Pricing is something you can 
refine by analyzing external factors and other data, but it 
is important that you keep in mind your ideal clients’ core 
motivation and their perception of the value of having a 
solution to their problem. These considerations will help 
you determine your pricing. They will also help you decide 
the best way to present your solution (package it), the best 
environment in which to sell it, the appropriate way to 
deliver it to your client (home delivery, home installation, 
in-store pick-up, in-store sales only). They will even help 
you choose an appropriate level of quality for your after-
sales service.

Pricing will also influence your client, especially when 
they do not know you well enough to take on the 
potential financial risk of buying your services, unless 
these services are closely linked to addressing their 
core motivation. A currently popular solution to this 
problem is the “freemium” approach, where customers 
can use basic services without charge but must pay to 
continue using after a certain length of time or to gain 
access to better and more comprehensive services. This 
is the model many mobile apps use and it has proven 
profitable. The reason for this is that it allows a client to 
become comfortable with a product or service, happy that 
it is solving a problem for them. They may even come to 
depend on it. Once they are accustomed to the app—they 
have input their data, know what to expect, and find it 
useful—they will be much more willing to expand their 
relationship with your business.

You may also explore offering a money-back guarantee, 
something that was widely promoted in the 1980s and 
1990s, particularly by companies broadcasting television 
infomercials. Because those sellers were typically 
unknown, it was a way to let the client try a product with 
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little to no risk. But is this the right offering for your 
client, or will it make them cautious and nervous?

This sort of thinking needs to be applied to all parts 
of your products and services. Watch how your client 
consumes your products and ask what ultimate problem 
they think you are solving. If you sell a bundle of services 
but the people who buy them need only one, perhaps 
consider thinning your offering. If you sell two products 
separately, like milk and cookies, but everyone always 
buys them together, perhaps think of selling them as a 
unit. If you sell only a premium product but the clients 
are looking for something entry-level or generic, maybe 
consider stocking a cheaper version instead. In other 
words: Don’t try and sell things your ideal client does not 
want to buy! It seems like a simple message, but so many 
entrepreneurs refuse to accept it and fail as a result.

Always remember that the sales 
process begins with the initial 
contact with your client; it might be 
an ad, seeing someone else use your 
product, or a recommendation they 
received from a friend. It continues 
when they interact with you and 
your company—when they are 
shopping, when they buy, when they 
use or consume your products, when 
they require after-sales service, or 
even when they make a decision to 
continue their relationship with you. 
You have to put your clients first at 
each and every step of the sales cycle, 
and always remember that without 
your clients, you will not and do not 
have a business. 

Put your clients first  
at each and every  
step of the sales 

cycle, and always 
remember that 

without your clients,  
you will not and do 
not have a business.



You have reached the end of the process of discovering 
who your clients are. You have asked all the big questions, 
done everything I suggested, and more. But how do you 
know whether it is actually working? When will you know 
that you have learned everything there is to know about 
your client? Well, the short answer is “never,” because 
your client is constantly evolving and it is your job as an 
entrepreneur to keep up with that evolution. That being 
said, and this is important, most core motivations stay 
consistent; they do not evolve or change as quickly as, say, 
trends. This is the reason that I keep bringing you back 
to that internal drive, that core reason that brought your 
client to decide to purchase. This is the advantage that you 
will have over your competitors once you truly connect 
with your clients on this deeper level.

To make sure you balance the need for research with the 
need for action and to help you with this, I have developed 
what I call Antoine’s Rule of Three.

ARE WE 
THERE YET?17

Most people spend more time and 
energy going around problems  

than in trying to solve them.
– Henry Ford
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If your client definition is quite brief (the level of client 
definition was determined as broad and you were done in 
a weekend, before you embarked on your entrepreneurial 
journey), then I recommend you look at it every three 
months (Antoine’s Rule of Three) to see if it is still accurate. 
Four times a year, take 60 minutes out of your day to  
re-evaluate your client definition and client profiles, your 
market position, and the impact the business is having  
on your life and that of your clients.

Perhaps you expected your business to have a big impact 
on your life and the results of your client definition 
exercises were detailed and thorough, so you needed to 
gather a lot of information before starting your company. 
Let’s say you spent 20 hours a week over the past six 
months researching, observing, gathering information, 
and building your client profiles and are only now getting 
to the action phase. If that is the case, I recommend that 
you wait at least 18 months (the Rule of Three again) 
before you re-examine or revise your client profiles. Make 
sure you do not get stuck in analysis paralysis.

ANTOINE’S RULE OF THREE
 _ If you are highly research and planning-oriented,  
you should then spend three times that amount of  
time in action – operating, marketing and selling. 

 _ And vice-versa if you are highly action-oriented,  
you should check-in and plan about every 3 months.
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Now, the Rule of Three does not require you to completely 
set aside your client definition or your business plan 
before you enter the action phase because, when it comes 
to running a business, action is just as important as 
knowledge. 

You can be an expert on your client, know all there is to 
know about the internal and external factors motivating 
them, but if you do not actually operate your business—
actively sell something—then how can you have clients 
and have an actual business? You need balance, and 
Antoine’s Rule of Three is a guide to help you achieve that. 
Again, you need to recheck the profile of your ideal client 
and your business plan to make sure you are on track and 
not forgetting anything, but do not rework, redesign, or 
readjust your plan all the time, every time.

Your business plan—whether it is one page long or 10 or  
100 pages—should be a reflection of you and reflect 
the impact your business could have, and it should act 
as a guide to direct your actions. Always make sure you 
balance planning with action.

Are you currently in business and facing challenges? It 
may be a sign that you set up the wrong systems or are 
experiencing an unpredicted market downturn. Even 
scarier, it may also mean you are not truly serving your 
client. Maybe you are not attracting the right client or 
not truly solving your client’s problem. It may also mean 
that the core client motivations you have identified are 
more superficial, not really a central driver but rather 
something of slight interest. You may have only identified 
a wish; in that case, return to your analysis and further 
explore your client’s core motivations.
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You may also want to take all the information that you 
gathered and tested about your ideal client’s internal 
factors and hold it up like a spotlight to illuminate 
every functioning part of your business. Examine your 
pricing, your promotions, your distribution network, 
your employee practices, your communications, your 
advertisements, your products, your services, your 
management style; examine everything and ask: How 
does my current business connect with my client’s 
motivations, problems, and buying realities? Once you 
have determined the answers, ask the more challenging 
one: Is this the best way to serve my client? Can I do 
better?

Generally, as a company, if you are solving your clients’ 
problems, if there are enough clients willing to pay the 
price you need to charge to be profitable and if the clients’ 
external factors are within the right parameters, there 
shouldn’t be an issue for your business, assuming normal 
market conditions.

To me, business is like dieting: major, long-lasting 
results require work, dedication, and time. If you plan 
to have your business for the next 20 years, for example, 
remember that in year four you’re still new: you have been 
in business for less than a quarter of your business’s life. 
Reflection, work, continuous commitment, and being 
realistic are the keys to success, much like dieting.

Don’t forget that defining your client is never really over. 
So long as humans remain capable of change, you will 
need to be mindful that this will happen to your clients. 
The forces that drive them may remain the same, but they 
may focus on additional motivations or their problems 
may shift. Make sure that every part of your business is 
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always focused on serving your clients. Always ask, “Who 
are my clients?” and never stop checking whether you 
are still reaching them, whether you are still solving their 
problems, and whether there is anything else you can do 
to serve them better.





CONCLUSION
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We are almost at the end of our journey together. The 
strategy for knowing your client has been revealed. You 
are on your way to answering the fundamental question 
that challenges every entrepreneur—Who are my 
clients?—from the online Etsy seller to the pawnshop 
owner to the home-based translator. And you now have 
the tools to discover who your client is.

You’ve certainly come a long way in the past 17 chapters. 
You’ve identified a variety of the problems your clients 
have, explored the unseen facets of your clients and 
assembled a long list of questions to ask on your way 
to solving the problems that you’ve identified. You’ve 
shifted from using only easily accessible external data to 
examining the more impactful information generated by 
your clients’ internal factors. Finally, you’ve changed how 
you think about things (your mindset) and now have the 
capacity to tackle these challenges and manage a business 
with a new sense of purpose.

For me, this has been a life-long mission: to help as 
many people as possible in whatever way I know how 
to help them get better. It led me to obtain a degree in 
psychology and interpersonal communication and 
to embark on a continuous journey of self-discovery. 
My interest in people and helping them achieve their 
goals led me to entrepreneurship and coaching and the 
creation of my business ventures. But my journey is not 
complete. Like many entrepreneurs, I have a long list of 
client problems that I want to tackle and offer solutions 
for. Because I share these solutions with entrepreneurs 
and future entrepreneurs alike, I am starting by sharing 
this knowledge with you. I encourage you to use the 
information, tools, and knowledge I have shared 
throughout this book to create a better, stronger, and 
longer-lasting business.
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Among entrepreneurs, I know I am not alone in that goal, 
and that is why I have dedicated myself to supporting 
entrepreneurs, whether it is through this book, through 
coaching, or continuing to start new and impactful 
companies.

The more business owners I help the more people  
I help, and this is ultimately what is important. After 
leading hundreds of coaching sessions, I discovered the 
entrepreneurs I worked with faced remarkably similar 
problems. Ultimately, I realized I could continue helping 
my clients one at a time, and I could help even more of 
them by publishing this book.

Fans of the medical talk show The Doctor Oz Show  
will understand this sentiment better than anyone.  
Dr. Mehmet Oz is an award-winning surgeon and was the 
chair of the Cardiovascular Institute and Complementary 
Medicine Program at New York-Presbyterian Hospital. 
While practicing, his work had been on the cutting edge 
of science and, since 2001, he had been a professor of 
surgery, instructing future generation of doctors at one 
of the most prestigious schools in America: Columbia 
University. Yet, he still felt there was something missing 
from his life.

He came to realize that the majority of the cardiovascular 
surgeries he was performing could have been easily 
prevented had the patient adopted a better lifestyle early 
on. The crushing weight of obesity, poor nutrition, and 
lack of exercise were causing huge health problems for 
his patients and, brilliant though he was, surgery was 
resolving only the extreme cases. Thus, Dr. Oz believed 
he could make a bigger difference in the lives of ordinary 
people by promoting healthy living before surgery 
was ever needed, so he began a campaign of celebrity 



Conclusion186

television appearances advocating just that, culminating 
with him earning his own television program in 2009.

Now, I might not be anywhere near the level of Dr. Oz,  
but he and I do share similar goals and ended up 
approaching them in similar ways. As the number 
of struggling and challenged entrepreneurs seeking 
business advice grew ever higher, I felt like I was playing a 
perpetual game of Whack-a-Mole: jumping from problem 
to problem but never feeling like we were addressing the 
source. I began to understand that as a business coach, 
I was limited to reaching one person at a time while, 
outside my doors, there were thousands of people faced 
with challenging business decisions every day. This book 
was the key to making a greater impact on the business 
and the entrepreneurial community, so that is why I put 
pen to paper.

And what was I trying to solve? In a world dominated 
by dollar signs, cut-throat competition, and an ever-
greater focus on external factors, average entrepreneurs 
no longer allow themselves a moment to take a step back 
and think about what it all means. The business world 
is singularly focused on producing the next overnight 
billion-dollar start-up out of some teenager’s garage. It 
keeps focusing on building to sell—not on building to 
last. It has forgotten to focus on all the little triumphs that 
millions of entrepreneurs achieve every day.

Although you may one day create the next Apple, 
Facebook or Google, they are but three companies among 
the multitudes each day that are launched, operated, 
and closed down. This does not mean you cannot build 
something incredible and wildly successful. It just means 
that, statistically speaking, we are more likely to build 
something solid and sustainable rather than create the 0.1 
percent of companies that become legends. But, armed 
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with expert knowledge about your client and building on 
this solid foundation, you will be more likely to achieve 
the success you strive for.

Your journey toward building something great and 
sustainable is most likely going to be a long, hard trek, but 
one person is going to be with you every step of the way: 
your client. You are not on a journey without clients. You 
are not in business without clients. And no matter how 
crazy your loved ones might think you are, if your clients 
have connected with your products and are happy, you 
are on your way! Learn from inspirations such as Warren 
Buffett and be smart, hardworking, and love what you do.

Why do I bring up Warren Buffet? Because as an investor, 
Buffett always advised that we should invest in things 
that people actually buy and need. Instead of playing the 
stock market for the next “big” win, he bought Gillette 
because it made razors, something he knew men and 
women needed. He invested in railroad companies and 
the universal need for transportation. Yes, he may miss 
rollercoaster rides of ups and downs, the high highs and 
the tough lows. But since the buck ultimately stops with 
the consumer, the closer your business is to them, the 
more stable and predictable your success. This is the basic 
premise behind Mr. Buffett’s success. Why not learn from 
someone who has inspired so many?

My goal is to bring clients back into the discussion, to 
remind entrepreneurs that their businesses do not exist 
in a vacuum and can only survive if they serve some 
purpose by solving a problem for their clients. Far too 
many business owners know exactly what they want to do 
and how they want to do it. They are intimately familiar 
with what their business does and how it does it. Yet, they 
have little to no idea who they are doing it for, or why 
these people even came to see them (or might come to 
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see them) in the first place. That simply has to change 
and, until it does, thousands of good businesses and 
businesspeople will, unless fate is kind, continue to be 
faced with major challenges, lost potential (and perhaps 
even failure), and the impact of this will be hard on them 
both personally and financially. 

In a talk posted to YouTube entitled “If You Don’t 
Understand People, You Don’t Understand Business” (the 
title itself says a lot), author Simon Sinek makes this point: 

“The fact of the matter is, 100 percent of customers are 
people; 100 percent of clients are people; 100 percent of 
employees are people. I don’t care how good your product 
is, I don’t care how good your marketing is, I don’t care 
how good your design is, if you don’t understand people, 
you don’t understand business.”xi

Say it again: if you don’t understand people, you don’t 
understand business. You need to be an expert not only 
on your products or services, but also on your client.

Acknowledging that your clients—your customers—are 
at the core of your business means understanding their 
fundamentals, their internal factors, that unseen yet 
absolutely critical side of them. There is a reason why 
many large corporations have psychologists, profilers, 
or experts on their payroll to help them determine and 
interpret who they are selling to. They know they need 
to connect with their clients and they use experts to help 
them with this.

As individuals, our desires control so much of what we 
do. It is the reason there are so many experts on human 
behavior and entire schools built specifically for these 
types of studies as well as whole sections of bookstores 
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focusing on this internal, unseen side of people and our 
society. It is time for all entrepreneurs to take note of this, 
understand it, and apply it to their businesses. Often, our 
business is our life’s work. We so often call it “our baby.” 
It is time to really understand the client, the person who 
will allow your baby to stabilize, grow, and thrive so you 
can be on your way to success.

The key to running a successful business is uncovering 
that story, that reality, that problem, and finding where 
your business fits into it. Your goods and services serve a 
higher purpose in the minds of your customers—most of 
the time, a purpose that is unknown even to them—and 
the sooner you discover that purpose, the sooner your 
client will connect with you, generate sales, solidify your 
customer base and expand your business.

A business is not a business without clients. It is important 
to know your business, but it is essential to know your 
client. Become an expert on your clients because, without 
them, you do not have a business.

Internal factors are why we buy—
our motivation, the drive that pushes 
us to achieve something but that has 
not yet been completed.

All of us are driven to pursue our 
dreams, goals, and aspirations and we 
are defined by our core motivations. 
The ever-present need for self-
preservation, belonging, and self-
actualization drives our decisions, 
including the choice to seek out and 
purchase a product. Not all of your 
clients will be able to actualize their 
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core objectives on their own; some will find obstacles in 
their path. The one and only purpose of your business is 
to help your clients overcome these obstacles, whether 
they are big, little, life-changing, or simply inconvenient.

In building a great business, you must choose to serve the 
needs of a specific primary client, someone who will buy 
from you 90 percent of the time with no hesitation, no 
negotiation, and no incentives required. Focus your core 
business on serving their needs. This is the stabilizing 
force, the foundation that will allow your business to 
endure and grow. It will also provide a base on which 
to add new sets of clients with new solutions to their 
problems. Your communications need to speak to their 
internal narratives. Your employees need to address their 
core motivations. Your services need to help actualize 
their central objectives.

However, every plan must be 
grounded in reality, and so 
must the design of the perfect 
business. It is your job to 
balance solving your clients’ 
problems within the realities 
of your own business.

Your analysis of your clients’ 
internal factors will help you 
build your business strategy, 
but the data on external 
factors will guide you on how 
you implement it and show 
you the limitations.

So, now what? What should you do after reading this 
book? Well, the short answer is, go out there and start 

As an entrepreneur, 
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actually doing it. Don’t just ask the questions, start 
finding answers. Don’t just research and brainstorm, go 
out and test your theories. Don’t just make the plans, start 
implementing them. There’s never been a better time to 
go forth and seize the day. Or as Robin Williams said it in 
Dead Poets Society, carpe diem.

Use your knowledge to build a successful and sustainable 
business, to correct or improve an existing one, or to plan 
an expansion. Use the tools provided in this book as well 
as from my website (www.WhoAreMyClients.com) to 
help build something meaningful for the clients you are 
serving, whether it changes their lives or just makes their 
lives a bit easier. 

You can apply this method to every aspect of your 
business. Knowing your client—knowing people—will 
design better products and services. It will help you 
produce better ad campaigns. It will help you hire better 
staff. Knowing your client will help you define the purpose 
you serve in the community and it will help you carry out 
that purpose to the best your abilities. 

I have shared with you the mindset, the shift in thinking 
that will help you do that, and provided you with a new 
set of lenses to use as you build your business. Now, it is 
up to you to use them as you see fit.

Gaining knowledge about the unseen core motivations 
of others, including the needs and desires of your friends 
and loved ones, will also bring you a more fulfilled life 
and can improve your interpersonal relationships. 
Accepting everyone’s individuality and learning to speak 
to their core motivations will not only make you a better 
communicator, it will improve your ability to connect 
with others.
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Finally, you can apply this method to yourself and to your 
own journey to self-actualization. Listen to your own 
internal narrative and discover the roadblocks stopping 
you from reaching your core objectives. You have to make 
the choice to accept your inner problems and commit to 
finding your own inner solutions—no one can do that for 
you. I hope that I have inspired you to begin this search 
for yourself. Everyone deserves to be their best selves.

Remember, this book is not a step-by-step manual. It is 
not a blueprint, not a recipe, not a 10-step journey toward 
a new life. It is a framework. It is a way of thinking. It is 
an invitation to discover a new way to approach things 
and potential actions you can take. There are no definitive 
answers, only answers that are right for you and your 
client. This book was written to help you change how 
you approach business. Knowing your client is a stepping 
stone in a river—a stable and safe step designed to provide 
you with a solid foundation as you work to find the next 
step to take. 

You now know how to discover and understand your 
clients. 

Although I cannot be there with everyone during their 
journey of discovery, I hope this book will serve as a 
flashlight you can use to find a pathway of your own. Use 
it as a reference guide when you have questions, to spark 
ideas when you need a springboard from which to launch 
and a doorway to brighter possibilities.

Join the movement and become an expert, an expert 
on the one thing that every single business around the 
world needs to understand, no matter the location, no 
matter the industry, no matter the business stage, no 
matter the scope: the client. Become someone who can 
confidently answer the most important question for every 
entrepreneur: Who are my clients? 
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A PATTERN EMERGES AND A BOOK IS CREATED

I thought that some of you might be interested in knowing 
a little more about my background and how I developed 
the topic for this book.

You have probably heard the expression “Rome wasn’t 
built in a day.” This is true for any business. Entrepreneurs 
and people involved in growing a business understand 
this better than anyone.

We are builders. We are operators. We are innovators. 
We are forward thinkers. We are problem solvers. We are 
passionate about what we do and, often, we want to create 
what has never existed before. Entrepreneurs have ideas 
and want to make them a reality.

But that all takes time. Big achievements—acquiring great 
knowledge, becoming a master of something, building a 
corporate empire, or making significant changes—do not 
happen in an afternoon.

They take place over time and with much reflection, 
and the same is true for my approach to coaching and 
entrepreneurship. It has taken starting and operating my 
own businesses as well as working with other entrepreneurs 
and uncovering what contributes to business success or 
failure, paired with a lifetime of discovering, learning, 
and listening to people. Everything worth doing takes 
time, and part of the reason for writing this book is to 
help you take that right path or address the most critical 
obstacles so you can get to your final destination.

Looking back, there are some insights I think are 
worth sharing to show you how they contributed to the 
approaches presented in this book.
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Every person, no matter their background, interests, skills, 
or knowledge can point to a defining purpose that drives 
them, motivates them, and inspires them. For some, it is 
the concept of family: being close to their families when 
they are young, and then one day building a family of 
their own. For others, it is a sense of duty: the belief that 
no one should forego their obligations, even under great 
hardship. For me, it is the need to understand, connect 
with, and help people.

I came to understand that one of the greatest ways to 
help others lies in self-discovery and self-awareness. My 
journey of self-discovery—as a person, leader, business 
owner, husband, father, and friend—was not always 
easy, but it was always genuine and worthwhile. After all, 
what good can a person do for the world if they do not 
understand their place in it? No matter my hopes and 
ambitions, I first needed to know myself and to make 
improvements where needed in order to be most useful 
to others.

I searched for the businesses, environments, and 
relationships that were the best fit for my strengths 
and personality, and this also became the basis of my 
approach. I would first discover my motivations, interests, 
and aptitudes, then find the areas where I could most be 
of service, then spend the rest of my time focusing on 
this, surrounding myself with people who complement 
me while developing my skills and refining my talents.

It started as early as high school, when I had the 
opportunity to attend what was at the time Ontario’s 
francophone arts school, where I studied visual arts. 
My time at school was not only focused on arts-related 
studies though, as I also liked the logical side of things 
such as math and sciences. I was also heavily involved in 
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student life, leadership, political debates and lobbying, 
and sports, while also working a part-time job and just 
trying to be a teenager—hanging out with friends, dating, 
and being involved in many other things. 

High school taught me that you could learn just as much 
from being involved and doing things while you were 
studying—for me, it was just as important as my actual 
studies. I had learned that knowledge and information 
were important but that education did not only come 
from books, lectures, and exams; it also came from 
people, friends, interactions, and experiences.

I loved learning, discovering, and being involved, but  
I especially loved helping people. I liked finding ways 
to make people’s experiences enjoyable and memorable.  
I continued to develop my understanding of how people 
think, act, and feel. I became better at putting myself 
in other people’s shoes and seeing through their eyes.  
I developed new methods of communication and refined 
my ability to create and deliver my message. I refined 
my ability to pick up and interpret nonverbal cues, to 
understand what other people were communicating even 
when they weren’t vocalizing it.

This helped me when I completed a certificate in third-
party neutral conflict resolution during my last year of 
university. This training emphasized the importance of 
the unseen, and the importance of beliefs and individual 
experiences. Through this program, I learned to analyze 
a person’s core motivations and to what extent a person’s 
core values and beliefs had a profound impact on how 
they lived, interpreted, and experienced life. It also helped 
me understand the profound impact this has on helping 
to resolve conflicts.
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It was the sort of training that required more than picking 
up a book and reading it. It required acquiring an intimate 
knowledge of one’s self and others, and what it means to 
be a human being. It both engaged and energized me. 
People are at the center of everything that we do. They 
sit on the bus beside us. They walk the same trails in the 
park. They prepare our coffee and they visit our stores.

And as people, we are not always rational—quite the 
contrary. We are emotional, and these emotions exist in 
everyone. We cannot control them or think them away—
they are just there. No one can really see emotions or feel 
them as someone else does. Emotions are an internal 
part of every human. The emotional part of our brain 
is much like that of any other animal on the planet: our 
instincts, our fight or flight reactions, the emotions that 
we feel. Unlike animals, however, humans have developed 
a rational thought process, a small part of our brain that 
has allowed us to develop logic and intellect. It is what 
makes us very different from other animals. But we often 
forget that this small part of our brains is also the newest,  
and that much of who and what we are is still made up 
of very raw emotions. And often, these emotions are not 
logical, they are not rational, they cannot be quantifiable—
they just are.

Having acquired this knowledge, it was time to put my 
passion, experience, education, and training to good use 
so, while still at university, I started my first “official” 
business. By creating my own company, I could now solve 
the problems I saw around me, either by myself or by 
hiring the right people to help me do so. I could see that 
the size and scope of my solution would be limited only 
by my own success and ambition. There was no end to the 
possibilities: I was going to help people and maybe make 
a little profit doing it.
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This first registered business (and my first partnership, 
but that is a whole other story), Dynamic Development 
in Leadership, offered leadership development, various 
event and organizational trainings, and provided support 
services to student leaders across the country. That 
business gave me my first insight into the challenges of 
knowing your client.

Two years into my business, after graduating and now 
working in it full-time, I only had a couple of contracts 
with non-ideal clients and was struggling—it was not 
enough to be sustainable. What was going wrong? 
I decided to do some research to find out why and 
completed two surveys with potential clients to gather 
more insight. The first confirmed the current state of my 
business: 0 percent said they were definitely interested in 
my services, 25 percent said they might consider buying, 
and 75 percent were not interested. 

SURVEY 1 (OCTOBER)

But, as a student leader, I had worked with these leaders 
for almost seven years. I had heard them say over and over 
that there was a problem and they were not achieving the 
results they could or should be delivering. I therefore 
assumed I had asked the wrong questions and so, I asked 
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friends who were knowledgeable in conducting research 
to review my questionnaire. After some work together, 
they confirmed I was getting the right feedback. Before 
giving up on my business, I decided to conduct a second 
survey.

The second survey was revealing as it confirmed the 
messages I had heard and the assumptions I had used 
to launch my business: 75 percent were now saying they 
were definitely interested, 25 percent had some interest 
in using my services, and 0 percent said they were not 
interested. 

SURVEY 2 (FEBRUARY)

What happened? This was the same list and the same 
people to whom I had sent the first survey and they were 
now saying almost the opposite. I eventually received 
comments such as, “if only I had had this training when I 
first started” and, “with this type of information, we could 
have done so much more.”

This is when reality set in—my first insight into how  
critical it is to know your client. The good news was  
that I had seen the problem and identified a potential  
solution. The bad news, however, was that I had not  
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really tried to understand my client before starting  
my business and was now broke, with no means to  
correct my mistake. Penniless, I had learned a hard  
lesson: I learned that although I was part of my client 
base, I had not actually taken the time to get to know  
my client.

For this particular business, I was 
dealing with elected student leaders, 
folks who had been told by 20,000 
students (and, often, much more 
than that) that they were the best 
choice for the student body—the best 
people to lead and represent them. 
I was selling services (trainings, 
courses, consultation) that nobody 
really wanted until they got to the 
end of their mandate and realized 
they were only going to deliver half, 
if that, of what they had set out to 
do. That although they started strong 
and had been elected by a majority, 
they still could benefit from my 
services.

During these hard times and time of questioning, 
Nadeau Beaulieu and Associates, an event-planning and 
project-planning company, approached me to join their 
team. Broke and discouraged by my foray into business, 
I accepted this new challenge. I shut down Dynamic 
Development in Leadership but those lingering questions 
remained: how could I have missed such an important 
piece of information about my own client, these people 
who were peers, colleagues, and friends? A client who 
was, essentially, me? This was my first inkling about how 
challenging it can be to know your client.

Penniless,  
I had learned  

a hard lesson: 
I learned that 

although I was part 
of my client base, 
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Years later, I left Nadeau Beaulieu and Associates and 
accepted a job in the federal government, the largest 
employer in the Ottawa area. But, after 7 years of trying 
to fit in, it was time to return to my first passion: building 
and owning my own business.

Given my early failure and having been away from the 
world of small business for some time, I sought out the 
help of the local entrepreneurship center, Invest Ottawa. 
The information they gave me was invaluable and allowed 
me to refocus.

I love the challenge of starting a new business. I love 
helping people explore whether entrepreneurship is 
the right fit for them, so I decided to give back to other 
entrepreneurs and started to work with Invest Ottawa first 
as a mentor, then as a business advisor. This allowed me 
to help new individuals every day and to support people 
who wanted to launch a business. That work is what 
allowed me to bring my two passions together (coaching 
and business), and so I became a small-business coach. 

As a coach, I was determined to be someone who knew 
how to ask the right questions instead of having to know 
all the answers. To be someone who could help people 
develop and navigate, not someone who would dictate  
a path.

During my time as a business advisor at Invest Ottawa,  
I started to notice some rather distressing patterns in the 
way entrepreneurs would describe their businesses. They 
knew exactly what they were selling, and most knew their 
greater sense of purpose and passion. Unfortunately,  
a majority were not capable of describing exactly whose 
problem they were solving. They couldn’t say who would 
buy from them (who would be their client). And, of those 
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who could describe their client, most were not able to say 
why or how solving their problem might be important to 
their client.

Over and over again, I would hear the same conversation 
play out. I would meet a woman who wanted to market 
her tech services to “university students” and stopped 
defining her market at that. I would hear from restaurant 
owners who wanted to attract “hungry people” and the 
developers of a new sports drink who wished to help 
“everyone from 8 to 100 years old.” Their products or 
services were incredibly focused with a lot of unique 
features and highly refined, yet the clientele who would 
actually pay for it was, for the most part, unknown.

The fact that I was providing primarily a single-contact 
service (the nature of the consultation meant I would 
only see them once) really pushed me to focus on how I 
could best help the entrepreneurs who came to see me—
giving them as much guidance, advice, and information 
as possible in the 60 minutes we had together.

At first, I did what most business coaches do and I shared 
a list of things (homework, tasks, actions) that would help 
them with their business, but I felt that something was 
missing. I was supporting them, but I believed I could 
be doing more. This was where, upon reflection and 
review of my first year of working as a business advisor, 
I began to see a pattern. For those who are familiar with 
Gallup’s Strengths-Based Development,xii this is where my 
strength theme Strategic was put to good use, because it 
is a talent that allows me to quickly spot relevant issues 
and patterns.
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The people who were having the greatest challenges and 
needed the most help were not necessarily the people 
who were the least competent, the least knowledgeable 
about their field, or the least prepared. In fact, they were 
the people who were the least able to tell me about their 
customers and their potential clients. My clients at Invest 
Ottawa were often brilliant and talented, yet they could 
be remarkably detached from the people they were trying 
to serve. 

As I came to learn over the years, their lack of understanding 
was indicative of the overall attitude toward business. We 
live in a world where people are reduced to statistics and 
data points, where emotions and feelings are considered 
extraneous indicators, where clients are taken for granted 
and their non-financial decisions deemed irrelevant. The 
business world of today tracks data very well, but, for the 
most part, completely misses the human side of things.

Even the best-collected and best-analyzed data can 
only tell us if it is possible and convenient for a person 
to become our client. The problem, of course, is that 
the initial decision to buy is not based on quantifiable 
information (the information that closes the sale), but on 
their feelings and beliefs.

It took a while for me to understand this and perfect 
my approach on how to address it, which I am now 
sharing with you. I came to realize that the real question 
entrepreneurs needed to answer, the one that would have 
the greatest impact on their business, was:

Who are my clients? 
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AUTHOR’S NOTE

Thank you ever so much for taking the time to read 
this book—my first foray into the world of writing 
about business and entrepreneurship. I am so delighted 
to have the opportunity to share my knowledge in this 
field, and I am happy that I have helped shape start-
ups, entrepreneurs, freelancers and businesses and their 
employees. However, not everything can fit into a single 
book, so if you ever need more detailed business advice, 
if you have a question that you could not find an answer 
to, if you are looking for help in completing your client 
definition, you can connect with me through the contact 
information at www.WhoAreMyClients.com.

I cannot boast that I have read (or listened to) all the 
books on self-discovery, business, entrepreneurship, and 
leadership on the market, so if there is one that you think 
would be worthwhile discovering and recommending  
in a future edition of this book, please contact me at  
www.WhoAreMyClients.com.

I want to remind you that we cannot be experts in 
everything, which is why building the right team is 
another critical part of running a business. Remember 
that working with experts like accountants and lawyers—
professionals who know the ins and outs of their fields—
are key partners in any successful company.

And, of course, I always love hearing your suggestions 
and any new ideas this book has inspired. I also like 
hearing if this book had an impact on your business or 
you personally, so please share your stories at any time 
by contacting me through www.WhoAreMyClients.com.

And finally, I invite you to check out some of my other 
services, tools, and workshops by visiting my personal 
website, www.AntoineBCarriere.com.
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 SUGGESTED READING LIST

The titles directly referenced in this book have been 
compiled into a reading list (alphabetically). 

Brandwashed – Martin Lindstrom 
Building a StoryBrand – Donald Miller 
Buyology – Martin Lindstrom 
Good To Great – Jim Collins 
Rich Dad, Poor Dad – Robert Kiyosaki 
Start with Why – Simon Sinek 
Tribes – Seth Godin 
80/20 Principle – Richard Koch
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ABOUT THE QUOTATIONS USED IN THIS BOOK

Chapter 1: Thomas Jefferson was an American Founding 
Father, principal author of the Declaration of Independence 
and served as the third President of the United States.

Chapter 2: Michael John Bobak is a Digital Abstract Artist 
and a self-declared Funky Singer/Songwriter.

Chapter 3: Alexander Graham Bell was a scientist, inventor, 
engineer, and innovator who is credited with creating the 
first telephone.

Chapter 4: Herbert Bayard Swope was an editor, journalist 
and was the first and three-time recipient of the Pulitzer 
Prize for Reporting.

Chapter 5: Ray Kroc was a businessman who built 
McDonald’s into an international fast food corporation.

Chapter 6: Sir John Egan is an industrialist who was Chief 
Executive Officer and Chairman of Jaguar Cars as well as 
later the CEO of the London Heathrow Airport.

Chapter 7: Bill Gates is an innovator and the co-founder of 
Microsoft Corporation.

Chapter 8: Albert Einstein was a theoretical physicist who 
developed the Theory of Relativity and is best known by  
the general public for his mass–energy equivalence formula 
E = mc2.
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Chapter 9: Charles Darwin was a biologist best known for 
his publication of the Theory of Evolution.

Chapter 10: Colin R. Davis was a conductor, known for his 
association with the London Symphony Orchestra.

Chapter 11: Alfred Adler was a medical doctor, 
psychotherapist, and founder of the School of Individual 
Psychology.

Chapter 12: Nancy Duarte is an author, speaker, and CEO 
at Duarte. She is well known for her best-selling books 
Resonate and slide:ology.

Chapter 13: M. Lawrence Light is an author, an acclaimed 
marketer and former Global Chief Marketing Officer of the 
McDonald’s Corporation.

Chapter 14: Peter F. Drucker was a management consultant, 
educator, author and a leader in the development of 
management education.

Chapter 15: Brian Tracy is a motivational public speaker 
and self-development author of over seventy books on 
leadership, selling, self-esteem, strategy and success 
psychology.

Chapter 16: Steuart Henderson Britt was an award-winning 
Canadian historian, culture critic, filmmaker, author and 
musician.

Chapter 17: Henry Ford was an industrialist, the founder  
of the Ford Motor Company, and helped the development 
of the assembly line technique of mass production.
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ENDNOTES

i. Based on the author’s personal experience as a 
business coach, and his observations and monitoring 
of his clients’ challenges.

ii. The author has chosen to reduce the percentage 
amount for the increased potential of acceptance. It 
was reduced from the 80% author Martin Lindstrom 
presented in his book Brandwashed and even further 
reduced from the 90% in Lindstrom’s book Buyology – 
both based on research.

iii. Statistics Canada defines small business as those 
with fewer than 100 employees, while the US Small 
Business & Entrepreneurship Council defines it as 
those with fewer than 20. See http://sbecouncil.org/
about-us/facts-and-data.

iv. Statistics Canada 2016 data published by Innovation, 
Science and Economic Development Canada in Key 
Small Business Statistics, https://www.ic.gc.ca/eic/
site/061.nsf/eng/h_03018.html. 

v. Based in part on the findings in Dr. Albert Mehrabian’s 
work on verbal and nonverbal communication.

vi. See https://www.environicsanalytics.com/en-ca/
PRIZM5.

vii. A great benchmark from Rich Dad, Poor Dad author 
Robert Kiyosaki.
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viii. Available at www.StrengthsPerformances.com.  
For individual or team coaching, visit  
www.AntoineBCarriere.com

ix. For more information on Personality Dimensions, 
contact us at www.AntoineBCarriere.com.

x. See www.youtube.com/watch?v=lkNfW5ych64  
at 23:21.

xi. See www.youtube.com/watch?v=llKvV8_T95M  
at 23:55.

xii. Antoine is a Gallup-certified strengths coach. He uses 
this approach to help entrepreneurs and individuals 
identify their areas of natural talent and areas of 
greatest potential for happiness and performance. 
Antoine supports entrepreneurs and leaders to 
understand how their talents are currently reflected 
within them and how to intentionally put them to 
good use. For more information on Strengths-Based 
Development, visit www.StrengthsPerformance.com.




