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and a BA magna cum laude from the University of Notre Dame.   

Thereôs more information about him at timberry.com.  
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Why Lean Planning 

ñThe plan is useless. But planning is essential.ò 

~Dwight D. Eisenhower 

 

 

What do you want from your business? Wealth? Fame? A better living? Maybe you want more 

independence or time off to coach your kidsô soccer team. With this book Iôm going to help you get what 

you want. I will show you how focus, set priorities and expectations, and track results to help you get 

what you want from your business. I promise.  

Donôt sweat the big business plan. Skip the descriptions and explanations. Just do a lean plan. It will 

help you get where you are going without bogging you down. Itôs fast, easy, and practical.   

Who doesnôt like planning a vacation? You decide where youôre going to go, look at the activities, 

attractions, restaurants, hotels, and the route. When I was a kid, weôd get together before our big 

backpacking trips and plan routes, food, and what to pack. As an adult, I join my wife in planning our 

family vacations. Planning is part of the fun.  

And planning your own business? Thatôs fun too. Set your strategy and the tactics to execute it. 

Figure out pricing, marketing, and product. Dream and tell stories, and then add what it takes to make 

them come true. Itôs making things happen. Itôs going from a vague, daunting, hard-to-manage uncertainty 

to specific educated guesses, linked together, so you can address them. Get things done.  
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This is the LivePlan-Specific version 

ñLivePlan has reinvented business planning. It's the only tool that helps entrepreneurs track their progress with 

a unique dashboard specifically designed for small business.ò 

~John Jantsch 

This is a special version of this book, tailored for use with LivePlan, the online tool for planning, 

tracking, and managing a small business, developed by Palo Alto Software. LivePlan is an excellent 

platform for your lean planning. Iôm founder and chairman of Palo Alto Software and Iôm proud of 

LivePlan and how well it works with my vision of lean business planning.  

LivePlan is ideal for doing your lean business plan. Use its pitch page as a strategy summary. Use its 

easily modifiable outline to manage your lists of tactics and concrete specifics. Live Plan simplifies the 

financials to give you both easy, guided inputs, and outputs that automatically interpret your assumptions 

to create formal financial projections and estimate cash flow.  

If you donôt already have an account at LivePlan, you can sign up at www.liveplan.com. And if you 

would like the main (generic) version, it is available for sale in bookstores, at amazon.com, and 

elsewhere. You can find more information about that book at leanplan.com.  

  

http://www.liveplan.com/
http://leanplan.com/
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One-Page Summary 

About Lean Planning 

Lean business is a better way to do anything in business. Take small steps, look back, track results, 

see what works, and change often. Lean business planning is a way to optimize your business with focus, 

specific steps, tracking results, and changing quickly. The principles of lean business planning are to do 

only what you need, track and review often, expect change, develop accountability, and remember itôs 

planning, not accounting.  

Do a Lean Business Plan 

Section 2, Lean Business Planning Step by Step, is all about how to do a lean business plan. First you 

define your strategy, such as focus on specific target markets and business offerings to match. Then 

you set execution, such as pricing, messaging, and location, to execute strategy. Then you 

develop concrete specifics, including dates and deadlines. And you also do the essential business 

numbers, including sales forecast, expense budget, and cash flow.  

Then Track, Review, Revise, Manage 

The point isnôt the plan, but the business you get from it. Do the plan and then adopt an ongoing 

process of run-review-revise-repeat. When do you revise? When do you stay the course? Thatôs in Section 

3, Keeping it Live.  

Appendices 

Appendix A shows how to calculate starting costs. Appendix B covers sharing your plan with 

summaries, doing your business pitch, and doing an elevator speech. Appendix C is about planning for 

angel investment. Appendix D includes a complete sample lean business plan. Appendix E is a second 

complete sample lean business plan.  
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Section 1: Fundamentals 

Note: Do you like to just dig in? Skip the fundamentals and background. Just skip 

to Section 2 to just get going.  

You may have heard of the lean startup movement, or lean manufacturing. This 

is lean business planning. It gives you planning so you can follow up with tracking, 

management, and course corrections, to get the benefits of accountability, have 

strategies and tactics aligned with specifics, and manage your cash flow. But it also 

saves you from the drawbacks of the traditional formal business plan document, which 

is obsolete. Itôs easier, faster, and better. Plan with lean bullet point summaries, a few 

lists and tables, just the essentials that you need to achieve your business goals.  
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Chapter 1: Lean Business 

ñLean manufacturing, Lean Enterprise, or lean production, often simply, ólean,ô is a production 

philosophy that considers the expenditure of resources in any aspect other than the direct creation 

of value for the end customer to be wasteful, and thus a target for elimination.ò 

~ Wikipedia 

 

In general, lean means strong with muscle but no fat. Lean means useful. No frills. Itôs not thin, not 

skinny, just lean.  

Lean Manufacturing 

 

The concept lean manufacturing started with the Japanese automaker Toyota more than 70 years ago 

and was adopted by manufacturers worldwide. It focuses only on what adds value. And that avoids waste.  

Early on, the lean manufacturing people adopted a four-step process called PDCA, for plan-do-check-

adjust. PDCA came from quality control expert Dr. Edwards Deming. PDCA itself (the idea of the cycle, 

although the acronym PDCA has various versions) became the gold standard for manufacturing 

efficiency.  
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The essential idea is to take small steps, analyze often, and keep watching results and correcting. 

Thatôs instead of developing big elaborate plans first, then executing in big steps. Thereôs more review, 

more revision. Thatôs what is called lean.  

The benefits are obvious. Consider how the pace of change is constantly increasing. Technology 

advances faster every year. Adopting a lean process seems like common sense to me.  

My business experience has been mainly computers and software, but my formal education was 

literature first, then journalism, and then business. I learned software by doing. And, I confess, I never had 

the patience for the big software development plan that some of the larger companies and more schooled 

developers did. I was the kind of entrepreneur who built the product in a way that got it to market as 

quickly as possible. There were always new versions to come. I never thought it was finished, and I 

worked with the next steps and a broad larger vision. I moved in the right direction without taking a long 

time trying to imagine, in detail, the final product. That was right for me. And it was lean by instinct, 

before I knew anybody called that lean.  

Lean Startups 

Eric Riesô book The Lean Startup first appeared in 2011 and became the biggest thing in startups in 

this century.  

What is it? Itôs what the book says, but thatôs a different book. For the purposes of definition in this 

book, hereôs the Wikipedia definition:  

 

ñSimilar to the precepts of lean management, Ries' leanstartup philosophy seeks to eliminate 

wasteful practices and increase value producing practices during the product development phase 

so that startups can have a better chance of success without requiring large amounts of outside 

funding, elaborate business plans, or the perfect product.ò 

~Wikipedia 

The emphasis there is mine. Keep this phrase ñelaborate business plansò in mind when we move to 

the next section, on the lean business plan.  

First, however, more about lean startups (continuing the Wikipedia text above): 
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ñThis is done primarily through two processes, using key performance indicators and a 

continuous deployment process. Because startups typically cannot afford to have their entire 

investment depend upon the success of one single product launch, Ries maintains that by releasing 

a minimum viable product that is not yet finalized, the company can then make use of customer 

feedback to help further tailor their product to the specific  

needs of its customers.ò 

~ Wikipedia 

The lean startup applies the idea of continuous improvement in steps, or cycles, to starting a new 

business. The lean startup begins with what they call a minimum viable product, then improves in 

repetitive cycles, each one involving plan, action, checking results, and revising the plan to start again. 

The lean startup idea took off. Experts loved it. Both the lean startup and its suggestion of the 

minimum viable product now appear nearly everywhere that startups are discussed. There are steadily 

growing numbers of companion books, follow-up books, conferences, blogs, and lean startup experts and 

consultants. Most serious attempts at funding new startups pay homage to the lean startup and minimum 

viable product.  

Is this a fad? No. I donôt think so. This is evolution related to real changes in the business landscape, 

accelerating technology, and world economies splitting into ever smaller and potentially more efficient 

pieces. And the fundamental idea is sound: plan more fluidly, take shorter steps, analyze results, and then 

take more shorter steps. Change is constant, and the pace of change is increasing, so change the way you 

do business. Make it lean. And that is as true for established businesses as it is for startups.   
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Chapter 2: Why Lean Business Planning 

ñHowever beautiful the strategy, you should occasionally look at the results.ò  

 ~ Winston Churchill 

 

So weôve seen in the previous section that using the term lean in business means focusing on what 

adds value and avoids waste. Itôs also about taking small steps and evaluating results often.  

It Starts with a Lean Business Plan 

Lean business planning adopts the ideas of small steps, constant tracking, and frequent course 

corrections to planning. It includes only what adds value, without waste. It starts with a core business plan 

for internal use only, just big enough for optimizing the business. A lean business plan has four essential 

parts:   

1. A strategy summary, which is a bare-bones description of strategy for management use only.  

2. Execution, also a bare-bones description, for management use only. It lays out tactics to execute 

strategy, like pricing, marketing, product or service development, financing, and so forth.  

3. Concrete specifics including review schedule, assumptions, milestones, tasks, and performance 

metrics. Milestones include dates, deadlines, and budgets. Tasks include responsibility assignments 

and budgets.   

4. Essential forecasts including sales, spending, and cash flow. And, if you are starting a new business, 

also your starting costs.  

This lean plan is clearly not the ñelaborate business planò that lean startup experts reject. Unlike the 

elaborate plan, the lean plan doesnôt include carefully worded summaries or detailed business information 

for outsiders. It is not even a document. Itôs a collection of lists, tables, and bullet points.  
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Keep it Live. Use it Well. 

 

 

Just like lean manufacturing and lean startups, lean business planning is a process of continuous 

improvement. It takes small steps, analyzes results, and makes corrections. Iôve revised the classic PCDA 

cycle to make a lean planning version that I now call PRRR, for plan-run-review-revise.  

So lean business planning is more than just the lean plan itself. It's the plan plus regular review and 

revisions. You donôt ever finish it because if your plan is done, so is your business. Your live lean plan is 

easy to revise, and you revise it as often as you want to.  

 Add More Only as Needed  

Much as the lean startup experts complain about what they call the elaborate business plan, real 

businesses, in the real world, do occasionally need to present a business plan to outsiders. They have what 

I call business plan events, when a business plan is required.  

But times have changed. You still donôt need the big plan. Do your lean plan and keep it up to date 

with regular review and revisions. And when somebody asks for a traditional business plan (if they do), 

then add the extra ingredients you need. That might be a market analysis, maybe an exit strategy, maybe a 

detailed description of product or marketing plan. Do them as summaries, presentations, or appendices.  
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Chapter 3: Principles of Lean Business 
Planning 

ñIt is not the strongest of the species that survive, not the most intelligent, but the one most 

responsive to change.ò 

~Charles Darwin 

 

This chapter describes the principles of lean business planning. You might decide, as you read them, 

that they apply to all good business planning. I believe they do; but thatôs up to you.  

 

1. 5ƻ hƴƭȅ ²Ƙŀǘ ¸ƻǳΩƭƭ ¦ǎŜ 

Lean business means avoiding waste, doing only what has value. Therefore, the right form for your 

business plan is the form that best serves your business purpose. Furthermore, for the vast majority of 

business owners, the business purpose of planning is getting what you want from the businessðsetting 

strategy and tactics, executing, reviewing results, and revising as needed. And that purpose is best served 

with lean planning that starts with a lean plan and continues with a planning process involving regular 

review and revision. You keep it lean because thatôs easier, better, and really all youôre going to use.  

Consider Illustration 3-1. I put the lean plan at the center because the plan is about what is supposed 

to happen, when, who does what, how much it costs, and how much money it generates. Itôs a collection 

of decisions, lists, and forecasts. It doesnôt necessarily exist as a single document somewhere. You use it 
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to track performance against plan, review results, and revise regularly, so the plan is always up to date. 

Use LivePlan to keep all of this in one convenient place, where you can access it whenever you want to. 

And itôs only as big as you need for its business function.   

Illustration 3-1: Form Follows Function 

 

Donõt confuse the plan with the document, the summary, the slide deck, or elevator speech.  

The plan is whatõs going to happen. The other forms are just output.  

The main output, and therefore the main purpose, of the lean business plan is better business, which 

means getting what you want from your business. Thatôs what your lean plan is for and that function 

determines whatôs there. Forget the additional descriptions for outsiders until you need them. Wait for that 

until you have what I call The Business Plan Event. One of the appendices, called Sharing Your Plan, 

covers how to do summaries, business pitches, and even an elevator speech.  
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Know Your Market, Yes; Describe, Analyze, ProveτNot Necessarily 

You have to know your market extremely well to run your business. Know your market like you 

know the back of your hand. Know your customers, what they need, what they want, how they find you, 

what messages work for them, what they read, what they do, and all of that.  

What you donôt have to do, however, is include any of that in your lean business plan. A lean plan 

doesnôt need rigorous market analysis. It doesnôt normally include supporting information ð at least, not 

until later, with the business plan event, when it is actually required.  

However, your lean plan is about whatôs going to happen, what you are going to do. Itôs about 

business strategy, specific milestones, dates, deadlines, forecasts of sales and expenses, and so forth. Itôs 

not a term paper. Yes, you should know your market. But you donôt have to prove it until youôre trying to 

find outside investors. 

Form follows function: The function of the lean business plan is getting what 
you want from your business, not selling something to outsiders. 

нΦ LǘΩǎ ŀ /ƻƴǘƛƴǳƻǳǎ tǊƻŎŜǎǎΣ ƴƻǘ Wǳǎǘ ŀ tƭŀƴ 

Lean business planning isnôt about a plan that you do once. Just like lean manufacturing and lean 

startups, itôs a process of continuous improvement.  

With lean planning, your business plan is always a fresh, current version. You never finish a business 

plan, heave a sigh of relief, and congratulate yourself that youôll never have to do that again. You donôt 

use it once and throw it away. You donôt store it in a drawer to gather dust.  

However, this kind of regularly updated planning is clearly better for business than a more static 

elaborate business plan. With lean planning, the plan is smaller and streamlined so you can update it 

easily and often, at least once a month. Your lean plan is much more useful than a static plan because it is 

always current, always being tracked and reviewed, frequently revised, and is a valuable tool for 

managing. You run your business according to priorities. Your tactics match your strategy. Your specific 

business activities match your tactics. And accountability is part of the process. People on the team are 

aware of the performance metrics, milestones, and progress or lack of it. Things get done.  
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Furthermore, even back in the old days of the elaborate business plan, it was always true that a good 

business plan was never done. Iôve been pointing that out since the 1980s, in published books, magazine 

articles, and blog posts. Thatôs not new with lean business planning. Itôs just more important, and more 

obvious, than ever before.  

So a business plan is not a single thing. Itôs not something you can buy, or find pre-written. You 

donôt do it and forget it, and you donôt find a business plan or have one written for you. If you work with 

an expert, consultant, coach, or business plan writer, realize that in real use a business plan lasts only a 

few weeks before it needs to be reviewed and revised. So your value added from the expert has to help 

you in the long term. If you donôt know your plan intimately, then you donôt have a plan.  

3. It Assumes Constant Change 

One of the strongest and most pervasive myths about planning is dead wrong: planning doesnôt 

reduce flexibility. It builds flexibility. Lean business planning manages change. It is not threatened by 

change. People say, ñWhy would I do a business plan? That just locks me in. Itôs a straitjacket.ò And I 

say: wrong. Never do something just because itôs in the plan. There is no merit whatsoever in sticking to a 

plan just for the planôs sake. You never plan to run yourself into a brick wall over and over. 

Instead, understand that the plan relates long term to short term, sales to costs and expenses and cash 

flow, marketing to sales, and lots of other interdependencies in the business. When things changeðand 

they always doðthe plan helps you keep track of what affects what else, so you can adjust accordingly. 

Change does not undermine planning; actually,  
planning is the best way to manage change. 

So running a business right requires minding the details, but also watching the horizon. Itôs a matter 

of keeping eyes up, looking at whatôs happening on the field around you; and eyes down, dealing with the 

ballðboth at the same time.  

Which reminds me that dribbling is one of my favorite analogies for business planning. In soccer or 

basketball, dribbling means managing the hand-eye or foot-eye coordination of the immediate detail while 

simultaneously looking up and watching opponents and teammates, and developing plays. When I was 



18 

 

 

coaching kids in soccer, Iôd try to help them remember to look up and not just down at the ball. The best 

players did this naturally. 

Here are a couple of additional ways dribbling is like planning: 

1. Dribbling is a means to an endðnot the goal. Planning is like that too. Itôs about results, running a 

businessðnot at all about the plan itself. Good planning is measured by the decisions it causes. 

Itôs about managing, allocating resources, and being accountable. Iôve written this in several 

places: ñYou measure a business plan by the decisions it causes.ò And this: ñGood business 

planning is nine parts execution for every one part strategy.ò 

2. Think of the moment when the player gets the ball in the wrong end of the court or field. Thatôs 

either a defensive rebound in basketball, or a missed shot on goal in soccer. The tall player gets the 

basketball and gives it to the one who normally dribbles up court. Or the goalie gets the ball and 

gives it to a defender. At that moment, in a well-coached team: 1) there is a plan in place, and 2) 

the player knows the plan but is completely empowered to change it instantly, depending on how 

the play develops. Business planning done right is very much like that. The existence of a planð

take the ball up the side, pass to the centerðhelps the team know what ought to happen. But 

changesðthe opponents doing something unexpectedðare also foreseen. The game plan doesnôt 

lock the players in to doing the wrong thing or failing to respond to developments. It helps them 

make instant choices, changing the plan correctlyéand when they do, the other players can better 

guess the next step because of the plan. 

4. It Empowers Accountability 

Itôs much easier to be friends with your coworkers than to manage them well. Every small-business 

owner suffers the problem of management and accountability.  

Lean business planning sets clear expectations and then follows up on results. It compares results 

with expectations. People on a team are held accountable only if management actually does the work of 

tracking results and communicating them, after the fact, to those responsible. 

What gets measured is what gets done. 
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Metrics are part of the problem. As a rule, we donôt develop the right metrics for people. Metrics 

arenôt right unless the people responsible understand them and believe in them. Will the measurement 

scheme show good and bad performances? 

Remember, people need metrics. People want metrics. You and your business need metrics.  

And so you have to track. Thatôs where the plan-as-you-go business plan creates a management 

advantage, because tracking and following up is part of its most important pieces. Set the review 

schedules in advance, make sure you have the right participants for the review, and then do it. 

In good teams, the negative feedback is in the metric. Nobody has to scold or lecture, because the 

team participated in generating the plan and the team reviews it. Good performances make people proud 

and happy, and bad performances make people embarrassed. It happens automatically. Itôs part of the 

planning process. Besides, guilt and fear tactics are the worst kind of fake management.  

And you must avoid the crystal ball and chain. Sometimesðactually, oftenðmetrics go sour because 

assumptions have changed. Unforeseen events happen. You manage these times collaboratively, 

separating the effort from the results. Your team members see that and they believe in the process, and 

theyôll continue to contribute. 

рΦ LǘΩǎ tƭŀƴƴƛƴƎ bƻǘ !ŎŎƻǳƴǘƛƴƎ 

One of the most common errors in business planning is confusing planning with accounting. This is 

true for lean planning too. Your projections, although they look like accounting statements, are just 

projections. They are always going to be off one way or another, and their purpose isnôt guessing the 

future exactly right, but rather setting down expectations and connecting the links between spending and 

revenue. Then when you do your monthly reviews, having made the original projection makes 

adjustments easier. 

They are two different dimensions. 

Accounting goes from today backward in time in exact detail. Planning, on 
the other hand, goes forward into the future in ever-increasing summary 
and aggregation.  

Understanding this difference helps you with the educated guessing involved in making projections. 

The reports that come out of accounting, called statements, must accurately summarize the actual 
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transactions that happened in the past. For example, a proper and correct Profit and Loss statement in 

accounting is a report summarizing all the actual transactions recorded as sales, costs, and expenses for a 

specified period of time (month, quarter, or year). 

 

But projections, unlike financial statements, are just educated guesses. They arenôt reports of a 

database of actual transactions. Where accounting reports on records in a database, for projections there is 

no database. We guess what the totals might be. 

So you donôt try to imagine all the separate transactions in your head, for the future, and then report 

on them. You estimate the totals. Thatôs not only easier, but better. Itôs a better match to how the 

projections help you manage, and how we humans deal with numbers. 
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Section 2: Do A Lean Business Plan 

Benefits, definitions, and principles aside, this section takes you step by step 

through the process of creating a lean business plan. Itôs four steps: strategy, tactics, 

concrete specifics, and essential projections.  

Keep it simple. The lean plan is just what youôll use. Yes, you should know your 

market. Yes, you should have a marketing plan. But almost everything in your lean 

plan is lists or bullet points, for your own use only.  
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Chapter 4: Set Your Strategy 

ñThe essence of strategy is choosing what not to do.ò 

~ Michael Porter 

 

 

Pull back from the keyboard. Put down that pen. Donôt write anything, please, until youôve thought 

through your business strategy. Start your lean plan with practical strategy.  

Itôs harder to write about strategy than just to do it. They give out PhD degrees for strategy studies, 

which can be extremely elaborate. People spend entire careers studying strategy as it applies to large 

corporations.  

Strategy is like driving and sexðwe all think weôre pretty good at it. But simplifying, doing today 

what will seem obvious tomorrow, is genius. I say the best strategies seem obvious as soon as you 

understand them. Furthermore, it seems to me that if they donôt seem obvious after the fact, they didnôt 

work.  

I chose the Michael Porter quote above because I believe itôs a great way to see strategy in real world 

small business and startups. Strategy is what youôre not doing. My favorite metaphor is the sculptor with a 

block of marbleðthe art is what he chips off the block, not what he leaves in. Michelangelo started with a 

big chunk of marble and chipped pieces off of it until it was his David. Strategy is focus.   
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Strategy is Focus. 

There is a very real business use for a strategy summary as part of every business plan, even a lean 

plan. Since strategy is focus, it leads to some difficult decisions as time goes on. New opportunities arise. 

Some new opportunities are great additions, offering healthy evolution and growth. Others are dangerous 

distractions that dilute the business, blur the focus, and bring the business down. The owner, owners, or 

core management team have to make these decisions, and they are hard. Normal entrepreneurs want to go 

into every new market in order to please everybody they can. So a good strategy summary helps to frame 

the new opportunities.  

Thereôs no obvious formula for making these decisions. They donôt teach it in business school. Itôs 

something business owners have to do for themselves. There is always risk and opportunity. So you refer 

to your strategy summary first, and then think about it.  

This should come up in the monthly review sessions I recommend for every lean business planning 

process for every business.    

Strategy has to be easy to define. The LivePlan methodôs Problem-Solution-Market-Why-Us works 

just fine for me. But Iôve also worked in depth, during my consulting years, with several competing 

strategy frameworks, and every one of them works well if itôs applied correctly and executed.  In fact, I 

say you can also define strategy with a story, or a small collection of stories, which I explain in Lead with 

Stories.   

And letôs be clear about this: Methods donôt matter. Itôs what you focus on, and you need to remind 

yourself to execute consistently and over a long time. Use the LivePlan method here, or use stories, or 

some other method. What matters is focus, what you do and donôt do, and whether it works.  

The LivePlan Lean Strategy Method 

Think of it as the heart of the business, like the heart of the artichoke: itôs a group of four core 

concepts that canôt be separated: Problem, Solution, Market, and Identity. Donôt pull them apart. Itôs the 

interrelationship between them that drives your business. Each affects the other three. 
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The Problem You Solve 

We forget this too often: Your business is not about you, what you like to do, or what you want from 

it. Itôs about your customers. And, most important, the problem you solve for your customers.  

Theodore Levitt changed marketing with his pivotal piece Marketing Myopia, which includes this 

important reminder:  

People don't want to buy a quarter-inch drill, they want a quarter-inch hole. 

And this also famous quote, about railroads: 

They [the railroads] let others take customers away from them because they assumed themselves 

to be in the railroad business rather than in the transportation business. 

Real businesses solve problems. And to have an effective business strategy they have to know what 

problem they solve. In a social media company that posts updates for its clients, the problem it solves is 

not social media; itôs getting the word out; getting people to know you. My favorite restaurant doesnôt just 
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feed me a meal; it gives me healthy, delicious food, in a comfortable environment, a place I like to be for 

an hour or two with my wife.  

Decades ago, when I started developing business plan software, I had to remind myself that people 

donôt want business plan software; they want business plans they can have and execute and work with.   

Every business better be solving a problem. If not, its continued existence is threatened.  

For purposes of illustration, throughout this book, I use examples and illustrations from several 

sample lean business plans. Three of these are hypothetical business plans developed to serve as 

examples. They include a startup subscription soup-for-lunch delivery service for office workers, named 

Soup There It Is; a sample bicycle retail store; and a sample deli in an office park. A fourth is an actual 

business, a one-person social media consultant, Have Presence at havepresence.com. All the strategy 

examples shown here are put into the LivePlan summary page (also called pitch page in some versions).  

Illustration 4-1 shows the problem statement for the soup subscription plan, named Soup There It Is.  

And Illustration 4-2 shows the problem statement for a sample bicycle retailer.  

Illustration 4-1 The Problem Soup Subscription Solves 

 

https://havepresence.com/
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Illustration 4-2: Problem Statement for Bicycle Store 

 

Your Solution 

Your business solution is your product or service. You can already see with the bike shop example 

how one shop needs one kind of inventory and the other needs a different kind. Thatôs strategy at work. 

Your identity influences your choice of market, which influences your choice of product. Your choice of 

product influences your choice of market. They have to work together. 

Understand that you canôt do everything. The bike shop that caters to families and racers is likely to 

fail. You canôt credibly offer high-end bicycles at bargain prices in a family-friendly atmosphere.  If you 

say you do, nobody believes you anyhow. The subscription soup business canôt compete with normal fast 

foods or established sandwich delivery on price and convenience alone. So it offers healthy, organic, 

cooked soup delivered to the desks of office workers. In both cases, you see strategic focus.  
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Seth Godinôs book The Dip is about being the best at one thing. Thatôs the point of your focus. Since 

you canôt do everything, and even if you could, your customers wouldnôt believe you, you need to focus 

on something that you do well, that people want. Be the cheap and practical bars of soap that sell in 

volume in the big chain stores, or be a finely-packaged, expensive, and sweet-smelling soap that sells in 

boutiques. Donôt try to be both.  

Illustration 4-3 shows the strategic solution for the bicycle store. Illustration 4-4 shows the same 

thing for the soup subscription business.  

Illustration 4-3: Bicycle Store Solution Statement  
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Illustration 4-4: Soup Subscription Solution Statement 

 

Your Choice of Market 

The problem, solution, and your identity (why us) all influence your strategic choice of target market. 

Garrett, the bicycle store owner, matches his target market to his problem and solution strategies by 

focusing on families rather than extreme cycling enthusiasts. Illustration 4-5 shows Garrettôs bicycle store 

target market.  
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Illustration 4-5: Bicycle Store Target Market Strategy 

 

The soup subscription business focuses on the specific case of office workers and companies that 

arenôt big enough to offer built-in cafeterias for their workers. Furthermore, it hones in on specific office 

worker situations that are more likely to produce volume subscriptions. The founders realize they canôt 

make a profit trying to serve individuals. Illustration 4-6 shows how they set their target market strategy.  
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Illustration 4-6: Setting the Target Market Strategy 

 

The Business Identity 

Every business has its core identity. How are you different from others? What are your strengths and 

weaknesses? What is your core competence? What are your goals? What makes you different?  

Tip: Think of a business identity as answering the question: Why Us? Why 
are we the right people for this business? How do we relate to the problem, 
solution, and market?  

As an example, imagine the difference between a bicycle retail store owned and operated by a former 

professional bike racer, and another one owned and operated by a couple with children who like bicycles 

as a family activity. The first one will probably stock and sell expensive, sophisticated bicycles for the 

racing enthusiast and extreme long-distance or mountain biking hobbyist. The second will probably 

emphasize bicycles for children, bike trailers, carriers, and accessories for families.  

Notice, please, how the ownerôs identity affects strategy in strengths and weaknesses, knowledge and 

focus, and choice of product and target market.  

Part of your identity is what you want from your business. Some businesses are about your lifestyle 

or pursuing your passion. Some people want their businesses to grow as big and as fast as they can and 








































































































































































































































