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Business Life Today �
INTRODUCTION





�The growth of the Internet and World Wide Web has exploded in the last several years, and it promises to continue.  This growth, together with expectations for the future, have contributed to the phenomenal stock market successes of Internet startups such as Netscape Communications and Yahoo.  While the hype is considerable, most would agree that “cyberspace” is real and that it will play an increasingly important role in everyone’s future.  





The Internet therefore will open up many new opportunities for new and established companies alike.  In a few years, many entrepreneurs who today have little more than an idea and burning drive will achieve their dreams.  Unfortunately, along with the successes there will also be failures -- the inevitable victims of bad breaks, bad judgment or bad timing.  Fortunately, with good planning, adequate funding and the application of sound business practices, the chances for success can be increased substantially.  





�Business Life Today  has been working with new and existing companies wishing to exploit the Internet for some time now, and with traditional software companies for many years before that.  They have had a chance to observe and identify many of the factors that have led certain companies to become more successful than others.  Some of these factors are unique to the Internet while others are sound general business practices that apply to cyberspace as well.  Business Life Today has condensed the most notable of these into this guide.  





Applying the “Ten Tips to Cyberspace Prosperity” won’t guarantee success, but it should help point you in the right direction and provide good food for thought in running your business.  We certainly hope that you find these tips useful, and that they can play at least some role in helping you achieve prosperity . . . 





�
SUMMARY OF THE TEN TIPS		


�				


Plan On (Almost) Starting a New Company: Your “real world” organization may become topsy-turvy when it moves to cyberspace. 


�� Pick the Way You Will Leverage the Web: Cyberspace means different things to different companies.  Your level of involvement in the Web will vary, depending on what makes the most sense for your business.


��Figure Out How You Will Make Money:  The Internet is seductive, and you don’t want to be a sucker.


���Identify And Understand Thy Niche:  Going after a 1% share of Cyberspace is almost as bad as losing a little on each sale but making it up on volume. Market segmentation is the secret.


Weeks Are Like Years:  Of dogs, fruit flies and fast reflexes.


�Give It Away For Free: Freebies have been a potent business weapon for years.  The Internet takes it to a new level.


�Cash Is Still King:  The Internet will suck cash if you do it right.  If you do it wrong, well…


Partner for Everything But Your Core Competency:  Cyberspace is too vast to make it across on one tank.  Partnerships will give you the fuel to get you where you need to go.


�Walk Before You Run:  It probably worked for you as an infant on Earth, and you are now an infant in Cyberspace.


���Take The Elevator Test: You have 20 seconds to accomplish your mission after which the prize self-destructs.


Plus, a few additional tips that we just couldn’t leave out.


�
#1.  PLAN ON (ALMOST) STARTING A NEW COMPANY


�


If you truly want to fully capitalize on the Internet, it will have a major impact on just about every department in your company.  Customers will want to contact you at 3:00 in the morning, because it’s 3:00 in the afternoon where they live (this is known 


as 24 x 7 globalization/localization).  The cost of distributing your software or information product will be reduced by orders of magnitude.  A company with one person can look (at first glance) as large and imposing as a company with 10,000 employees, based strictly on its web site.  In short, the old rules and business models won’t necessarily apply in Cyberspace.





�����We certainly can’t predict here exactly how the Internet will affect your particular business.  But, in general, if you are truly planning to use the Internet as a fundamental part of your business and not just as an extension to your marketing or customer service department, you should plan your Internet business from the ground up and then figure out how best to integrate that new business into your existing organization rather than treating it from the start as an incremental expansion. The results may legitimately turn out the same either way, but it is much more likely that the former, “zero-based” planning approach will lead to fuller exploitation of the Net. 





Remember: the Internet promises to have a profound impact on our lives, much as the telephone did a century ago.  If you think of it merely as an opportunity for an incremental marketing program, you are likely to miss the boat. 








�
# 2.  PICK THE WAY YOU WILL LEVERAGE THE WEB





The Internet can provide many benefits depending on how you wish to utilize it.  There are several major levels of involvement with the Net, listed in ascending order of involvement:


�Increase sales: The Internet can provide a forum for advertising and promoting your products.  In effect, it becomes an extension to your marketing department.  At a minimum, most companies are implementing web sites that enable prospects to find out more about the companies and their products.  More ambitious companies are deploying advertising or links to other sites in order to proactively draw in prospects.   


Decrease costs/improve customer service: The Internet is a pervasive, low cost means of disseminating information. You can distribute software updates, technical documentation and other information much less expensively than through conventional means, since the Net eliminates media, printing and shipping charges.  While the most tangible benefit is decreased costs, the larger benefit is improved customer service.  Information and software patches can be updated instantaneously and made available up to 24 hours per day, 7 days a week, anywhere in the world.  


�Electronic Commerce: This involves actually selling your goods and services over the Net.  This area has been slow to take off, relative to growth of other parts of cyberspace.  However, it is starting to catch on as secure mechanisms for sending monetary equivalents over the net become implemented and as consumer habits change. 





Until you understand the exact role you want the Internet to play in your business, it is hard to plan and even harder to communicate clearly with the developers of your web site.  Understanding the role also allows you to set expectations for your organization since, as elsewhere, the more you put in the more you are likely to get back.  And consider that you can always start at one level and increase the scope of your involvement over time.


�
# 3.  FIGURE OUT HOW YOU WILL MAKE MONEY





�Knowing where your profits will come from is an old business axiom, but it is especially true for the Internet because the Net can be seductive.  You can reach hundreds of millions of people, and you can get hundreds of thousands of hits per month with a little bit of effort.





It’s simple math.  Zero times any number, no matter how large, is still zero.  Having access to a significant portion of the entire human race counts as zero.  Millions of hits on your web site count as zero.  Until you do something to convert the potential into actual revenue.  And profit.





Understand Your Business Model





There are several business models that promise to bear cyberfruit.  These are summarized below and explained in more detail in Business Life Today’s “The Net and The Web: How Software Companies Can Cash In”.


�Access Providers: Firms providing basic Internet access to businesses and consumers.  These firms derive revenues from periodic connect fees.


Community Developers: Communities provide an environment where individuals and businesses sharing common interests may interact, participate and find items of interest that include products, services and information.  Community developers may charge fees for Home Pages, advertising, billboards and for hot links to other web sites.  


Content/Information Providers: This includes database services, research services, news and editorial services.  Revenues derive from usage time - and/or transaction-based fees. 


�Electronic Commerce: Selling tangible goods using the Internet for a major part of the transaction. Revenues derive from proceeds on the sale (if it is your product) or from a percentage of the sale (if it is someone else’s product).


Advertising: This market segment is perhaps the most controversial, yet may end up the largest segment of all. Companies are scrambling to develop tracking mechanisms and measurement systems. Out of all this will come a new paradigm for interactive advertising. 


Financial Services: These companies work with banks and credit card companies to facilitate monetary transactions in cyberspace. They typically charge a periodic fee for an account (which provides security to the consumer by eliminating the need to upload a credit card) and a transaction-based fee to the seller.


�Service Bureaus: These organizations help companies establish an on-line presence, typically by designing and/or maintaining web sites and/or procuring and maintaining the equipment.  They may charge by the page or by the job for web site development, and by the year for maintaining the site once developed.  The maintenance fee should, of course, depend on the amount of ongoing updates and revisions expected. 


Software Tool Developers: Vendors of tools that enable users to navigate the Net, facilitate the access and organization of information, publish web pages and share information.  Other tools provide security and facilitate the dissemination of information. Vendors charge for the product, similar to the models for shrink wrapped software.





Regardless of which business model you use, you should always ask yourself, “What is my value add, and can I reasonably expect someone to pay for it?  





�Remember, It’s Still About Satisfying a Perceived Need





For purposes of evaluating your value add, view the Internet as simply a new vehicle for delivering that good or service.  A cute web site, while useful for attracting prospects, does not by itself add value. Remember, at the end of the day, it still comes down to providing a product or service that fills a perceived need and that someone is willing to pay for. 


�
# 4.  IDENTIFY AND UNDERSTAND THY NICHE





����Hopefully none of you are still thinking, “this is such a huge market that all we need is 1% market share and we’ll become rich!”  The “we may have a small market share but the market is really large” approach is in the same league as “we’ll lose a little on each unit but make it up in volume.”  Unfortunately for the myriad of businesses who learned the hard way, the math is more subtle.  (If at this point you are still excited about going after a 1% market share, please call the business failure prevention hotline listed on the cover of this CEO guide immediately.)





Attack the Hill that Nobody Owns





����Which hill do you attack first: the one with the enemy troops firmly entrenched on top, or the one that’s unoccupied?  This is not a trick question.  A frontal assault on the entrenched market leader may provide a short-term testosterone rush but it doesn’t make good business sense (unless you have more troops and ammunition than the enemy, and you can afford to lose a quantity of both).  The secret is to attack where the competition isn’t present, isn’t paying attention, is vulnerable.





Plan To Be a Leader





True sustainable value in any business is derived from having a commanding market share.  Customers are most comfortable buying from a leader, because they believe the leader will have the products that are the most “complete”, best support infrastructure and highest level of third party support, and it is always “safe” to buy from a market leader.  Leaders will reach critical mass most quickly and erect barriers to entry for competitors.  And, of course, leaders have the most perceived value to potential investors.





Segment the Market





The secret’s in the sauce.  Actually, it’s in the market segmentation.  The trick is to define a market that is small and focused enough that it is penetrable and defensible, while large enough that it is meaningful.  It’s difficult for mortals to sustain a 30% share of the worldwide market for goods and services involving some form of information.  It’s usually not attractive investing all of your resources to achieve 100% share of a market whose total size is less than your desired annual salary.  





�Good segmentation also produces meaningful groups of customers who knowingly have something important in common (e.g., all are attorneys) and who can be reached economically (e.g., most subscribe to the ABA Journal), and the segment has natural barriers to entry.  It’s meaningless to define a segment consisting of the driver of every third car that purchases gasoline on Memorial Day, since these customers are likely to have little else in common that would predict their buying habits, and it would be impossible to reach them economically. 





Good market segmentation is an important leverage point for your company, since segmentation done well enables you to target your customers most efficiently, erect barriers to entry and dominate your niche.  Segmentation is part science, part art, and it becomes easiest when you thoroughly understand your customers.  Further, it is not static, and there are many examples of companies who do an end-around on established vendors by segmenting the market in a fresh and new (but always meaningful) way.


�


Plan To Dominate





A good rule of thumb is to find a segment that meets the criteria outlined above and then plan on dominating that segment (e.g., with 30% or more market share).  While this advice applies to any business, it is particularly important for the Internet since the old trap of “1% share of a large market” is particularly seductive in cyberspace.





Once you’ve penetrated and dominated the market niche, you can leverage that leadership in penetrating related segments.  One-by-one.  Until you have the old leader surrounded.  Or until it begins paying attention and offers to acquire your company rather than try to take the hills that you now own.  Which may have been your plan all along…


�
# 5.  WEEKS ARE LIKE YEARS





�There is a common expression, “the computer industry is a dogs life. One year in the industry is like 7 years anywhere else.”  By now you’ve probably noticed that the Internet makes the computer industry seem slow by comparison.  The growth is so explosive and the paradigm so different that the pace of change is unprecedented.  If the computer industry is like a dogs life, the Internet is for fruit flies.  (The fruit fly’s life span is measured in weeks, which makes it great for genetic experiments and not so great for developing and executing long-range plans.)  





How do you deal with the hyperchange environment?


Be prepared to react quickly to change.  If the Internet is a key part of your strategy, you should plan on staying closely involved and on making decisions rapidly.  Rapid decision making also involves being highly accessible to those implementing your Internet plans, of course.  It almost goes without saying that delegating your Internet strategy to a low-level employee and checking in every 6 months just won’t do.


Take many baby steps in rapid succession.  A grandiose “boil the ocean” strategy taking 5 years to bear fruit has more risk than playing Russian roulette with all chambers loaded.  A sensible approach is to plan in small (e.g., 6-month) increments, and continuously revise your plan based on results of the previous increment and changes in the environment.  





�This is not to say that you shouldn’t have a longer range plan and vision of where you think you are headed.  A vision is important to you, in guiding your company, and to your customers and investors, who like doing business with someone who appears to know where he is headed.  As the saying roughly goes, “If you don’t have a clue where you want to go, you’ll never know if you are headed in the right direction.”  Just plan on a ride with many curves and some detours, and perhaps a change in destination before it’s all over.


�
6.  GIVE IT AWAY FOR FREE





�Giving away software or services for free is not a new idea, and software companies have been doing it for years. However, the Internet takes it to the next level.  While the incremental cost per copy of software has always been small, the cost of physically distributing the software in order to get it into the hands of the intended recipient has been non-trivial.  This placed a limit on the extent of the giveaway.  The Internet now reduces this distribution cost to almost zero, which in turn allows the floodgates to open. 





Now that you can give software away, why would you want to do so? 


�You can develop a large installed base, into which you can then sell upgrades, product extensions and companion products for revenue.  This has been id Software’s plan as it gives away copies of its new game, “Quake”.  Further, flooding the market with the right product can lead to dominant market share, which leads to market leadership, which is a invaluable asset in growing a business.


You can set a defacto standard, which often occurs when you develop a large installed base. This defacto standard then becomes a barrier to entry for new entrants, providing you with market leadership and increased leverage for selling upgrades, extensions and related products. This has been Netscape’s strategy in giving away its browsers.  


You build awareness and good will for your company, which will help you sell other products. Netscape will have an easier time getting selling server products if their prospect already has heard of the company and, better yet, already perceives it as being a leader in a related category. 


�You will gain quality names for your customer database.  Anyone downloading one of your products is a highly qualified prospect for upgrades or your other products. For example, TouchStone Software is giving away one of their utility products in return for obtaining the name, contact information and certain other data from the recipient.





In summary, giving away software or services is a new strategic and tactical weapon that you must consider, particularly since it is much more powerful in Cyberspace where the cost of distribution is next to nothing. 


�
# 7.  CASH IS STILL KING





�It applies everywhere else, and cyberspace is no exception: money is a major determinant of success or failure.  If you have been in the software industry for very long, you probably know several entrepreneurs who will tell you, “we were on the verge of becoming the next Microsoft but we ran out of funds.”  Stated another way, it takes money to make money.





The Internet Costs Money, Really





But isn’t the Internet virtually free?  Sure it costs for space on a server and access to the backbone, but that is relatively insignificant. There are larger costs to doing business on the Internet:


Marketing: It’s one thing to get your web site up on the Net, it’s another thing to get people to come visit.  Passive links to other sites help, but to generate any significant traffic you probably will need to proactively advertise and promote your site so that prospects will seek you out.  Advertising on the Net itself is a first step, but most companies have found that that alone is not enough (at least for now). It takes advertising and promotion in the conventional media that most of your prospects are used to reading.  All of that costs money.  Traditional marketing dollars.  


�Product/Service Development:  The cost of developing and maintaining your web site is only the beginning. You want to sell a product?  You should plan on being “deep” in your category (another word for comprehensive). It costs money to round up and organize all the valuable information, products and/or services that will attract your prospects and retain your customers. It costs money to develop exclusive products and/or information that customers can get only from your site.  In short, it generally takes money to develop some form of value that will encourage people to do business with you, especially at the beginning.


Infrastructure: The cost of web-site equipment is included here, but the bigger expense is customer service, administration and all the other costs inherent in making sure the phone gets answered if someone decides to call.  Fortunately, the scope and cost of the typical cyberspace infrastructure is relatively benign compared with, say, that of an automobile manufacturer or the US Postal Service, but it must be planned and budgeted. Ultimately, if you want to continue to be a guy operating alone out of your spare bedroom, the long-term potential for your business will be limited.  


�


Almost worse than having no money is having a little bit of money.  That seduces you into getting started and then stalling out at an important juncture when money gets tight.  Or limiting your growth due to cash flow constraints while your well heeled competitors capitalize on your pioneering efforts and blaze past you. A business with too little capital is like having a Boeing 747 with half the necessary amount of runway.  Just enough to get up some speed to make the crash more spectacular.  





Get More Than You Think You’ll Need





�From a practical standpoint, build some contingencies in your financial plan and ask for more money than you think you’ll need (with reason). This is particularly important in cyberspace where things are highly unpredictable. Prudent investors will appreciate your savvy and the fact that you don’t come back to them, palm outstretched, with annoying regularity. You don’t need to get it all at once though, and a good financing plan typically calls for several rounds triggered by measurable milestones. Just make sure you can hit the milestones with no unpleasant monetary surprises.





Build Fundraising Explicitly Into Your Plans





Last but not least, consider that raising money may be the hardest thing you will do.  It takes time and energy to meet with prospective investors, address their issues and concerns, and to keep them informed once invested. It is also the most important thing you will do for your business. Set aside time and energy to pursue fundraising.  It won’t just happen in your spare time.


�
# 8:  PARTNER FOR EVERYTHING BUT YOUR CORE COMPETENCY





�By now you have probably heard of the “virtual company”, in which an organization outsources everything that is not mission critical.  A trivial example is using Federal Express rather than setting up one's own package delivery infrastructure; a common situation is outsourcing the payroll function to a company such as ADP.  In cyberspace, it is common to use a service provider to maintain your web site and the equipment it runs on.  The outside partner provides expertise, “critical mass” or economies of scale that are hard to justify in house, and outsourcing generally converts costs from fixed to variable.





Partner Or Outsource?





Partnering typically represents a closer relationship than outsourcing, which is typically a vendor-customer arrangement.  In partnering, both parties contribute to the achievement of common business objectives.  The partnership enables two (or more) sub-critical masses to reach critical mass, two complementary businesses to provide a total solution, and/or for two businesses to share risk.  Ideally, both partners receive rewards commensurate with their contribution, and it is in the enlightened long-term self-interests of both parties to continue.  Partnering is typically employed for parts of the business that are mission critical and outsourcing for those that are not.





Both partnering and outsourcing are important in cyberspace, where the environment is changing so rapidly that most companies have difficulty keeping up unless they focus on a few selected areas.  Also, since many Internet companies are startups, they are typically small and lack critical mass in many areas.  Business Life Today’s experience is that most companies don’t use partnering and outsourcing nearly as much as they could or should.  





When to Go Outside





To determine which functions are candidates for partnership and which should be kept in house, it useful to determine:


What is the value add from the customer’s perspective?  (Some of you may think of this as the “customer value proposition”.)  In general, you should plan on doing at least part of that value add in-house and partner for those portions that you are not equipped to provide.  Be sure, though, that your piece of the profit pie is commensurate with your ongoing contribution to the value add or the partnership will quickly become strained.


�What is my core competency?  As a rule of thumb, you should plan on doing that at which you are particularly good and find someone else to do the rest.  It’s worth putting some effort into defining your core competency, since this is something that may not be obvious at first glance, and executives of many companies have trouble identifying their core competency when asked.





Ideally, the “value add” is derived from the core competency, so the choices of partnering and outsourcing are reasonably straightforward.  An interesting situation develops when the core competency has little to do with the value add.  If you find that this is the case, it may be worth re-examining your business model.





Some Examples





A few examples of partnerships include developer/marketer, 


publisher/distributor, content provider/information service publisher, component vendor/solution integrator.  The number of possible combinations is endless, and the area of partnerships is fertile ground for creative thinking. 





For further information on this important topic, you may refer to CEO’s Guide #6, “How to Identify, Form and Capitalize on Strategic Alliances” from Business Life Today .


�
# 9:  WALK BEFORE YOU RUN





�Now that you have put your ambitious plans together for entirely reengineering your company around the Internet, you should plan on getting your feet wet before you jump in entirely.  Unless, that is, you like taking “you bet your company” risks.  (Stated another way: if you believe in moving products directly from development into mass production with absolutely no alpha, beta or quality testing, this section doesn’t apply to you.  You probably also like the thrill of jumping out of airplanes without a backup parachute.)





Pick Someone to Become Your In-House Internet Guru





First of all, you should designate someone in your organization to become your Internet expert.  While it probably makes sense to outsource or partner for much of your Internet activity, particularly at the beginning, you shouldn’t trust outside people entirely.  Not that they are dishonest; they just won’t understand your business as well as someone inside your organization.  And if you use more than one outside firm, you will need someone to provide continuity among the organizations.  Of course, this “someone” must be senior enough to have credibility with the top management in your company and savvy enough to manage the resources effectively.   





Try Before You Buy (and Launch)





If the Internet will be involved with a critical part of your operation, you should conduct limited trials before you undertake full scale deployment.  It’s not unlike beta testing your software with a limited group of customers before putting it into general release.  Given that the collective experience with the Internet is limited and the environment is changing so rapidly, you are likely to learn a considerable amount during your trial, which will allow you to improve and refine your approach before plunging in. 





Since the Internet provides instant worldwide presence, it is tempting to embark on a “boil the ocean” strategy to become first to market.  But don’t ignore basic business practices that you would apply elsewhere.  And wear a backup chute just in case…


�
# 10:  TAKE THE ELEVATOR TEST





�The elevator test goes like this: You get on an elevator and in walks a potential strategic partner (or customer, or investor, or…).  He punches the button for the 10th floor and then, to make conversation, he asks you what you do.  You now have roughly 20 seconds to talk before he gets off.  Your mission, should you decide to accept it, is to interest him in a follow-up meeting to learn more about your business.  Clearly, you must communicate your business in a crisp and compelling fashion.  If the elevator gets to floor 10 and you are still explaining to him about how you and your partner met in college, you lose.  





The 20 Second Test





Give yourself 20 or so seconds to explain your business.  Practice in front of a mirror.  Try it out on your partner, your wife/husband/other.  Remember that you are not going to close a deal based only on the initial 20 seconds, so there is no need to explain your entire business plan including Accounts Receivable expected in Month 6.  But you need to be compelling.  In less than half a minute. 





The 20 Minute Presentation





���������The second part to this is the follow-up meeting.  Now you have about 2 or 3 hours to go through everything in detail, right?  Maybe.  But you should plan on 20 minutes.  Perhaps with a few carefully prepared charts and diagrams to illustrate your points more clearly.  Expect lots of questions and probing on the part of the prospect.  If 20 minutes has gone by and you are only half way through all of the market research predicting high growth of Internet nodes through the year 2010, it means either that the prospect is so engrossed in your business that he asked 19 minutes worth of questions up front, or that you lose.  


�


�You get the point: the best business in the world won’t get very far if it isn’t communicated well.  Stating simply that you are doing something on the Internet is a start.  But in order to land the big fish, you will need to articulate your business proposition clearly, compellingly and succinctly.


��
A FEW “MICROTIPS”





�The Internet is worldwide.  If you want to capitalize on all the demand you hopefully will generate with your Internet-based marketing and promotion efforts, you should prepare for doing business around the globe.  Cyberspace is 7 x 24.  Consider that it’s difficult to charge different prices in different countries.  And don’t forget that different countries have different tax rates and policies toward privacy.


A major and immediate benefit is the low-cost dissemination of information.  Product literature, technical documentation, software patches etc.  


The barriers to entry for opening a cyber storefront are minuscule, for you and (unfortunately for you) for thousands of others who may have the same idea.  


It’s important to get out there, play with your idea, try it.  Be first, and be flexible.


Get into “What’s New” sites


Don’t plan on making a lot of money right away; the Internet is a long term commitment.


What makes a good web site?


“Content is King”  (Be “deep” in your category, and be sure to freshen it frequently to keep your customers coming back.)  It must be compelling.


Linking to other sites (But don’t lose customers when they go off site; consider using frames.


Ease of use (ease of navigation/ease of figuring out how to do what a customer wants to do)


Overall design: Don’t get carried away with graphics but don’t overwhelm visitors with text either; provide thumbnails and give the user the option of downloading the full graphic. 


Expect a web site to produce a sales response rate similar to that of direct mail.


Use measurement tools and/or services to determine, so that you are not flying blind.  


Use one-to-one marketing: personalize content and ads as much as possible.�



�
					COMPANY PROFILE





Business Life Today  specializes in helping emerging Internet software companies grow to the next stage.  More specifically, Business Life Today employs a unique blend of “CEO Coaching”, other management consulting and capital formation services to help its clients through the typical hurdles in achieving the next level of growth, including the obtaining of funds.  These services have been developed and honed during more than ten years in the business, and they rely heavily on Business Life Today’s extensive experience, expertise and business databases.  They include a combination of:


“CEO Coaching”, in which Business Life Today helps the CEO identify and choose among the alternatives in moving the company forward, as well as capitalize on specific opportunities and overcome particular challenges facing his or her company. 


Positioning the company for growth, including, as appropriate, development of a articulated growth plan and capital formation plan, refinement of the company strategy and recruitment of key management talent, and assistance with specific strategic and tactical initiatives such as strategic partnerships or channel development. 


Facilitating the funding process, at the proper time.  This includes preparing “The Five Books” (Executive Summary, Business Plan, Investor Presentation, Financial Forecast and Company Valuation), introducing the company management to appropriate funding sources (Business Life Today has relationships with over 25 strategic partners that are potential investors), managing the negotiation process and ensuring a smooth transition into the implementation phase of the growth plan.





Throughout the process, Business Life Today employs the “CEO Coaching” service, which it innovated in the mid 1980s.  It involves an extensive set of templates that have been developed and enhanced by over 200 engagements.  The service is provided by Business Life Today’s “CEO Coaches”, who themselves are former executives with related real world experience that they bring to bear.  

















�









Thank you for your interest in Business Life Today CEO Guides written by our founder Randal Walti, president and CEO of several corporations, Starting with Randal Data Systems, a computer manufacturing company, that he took public in1978.  Randal has the rare ability to foster a win-win corporate environment and is a student and developer or strategies for long-term corporate prosperity.  





You will find your free CEO Guide starting on Page 4  After studying this Guide you  will have already gained a taste of the wisdom which Randal has used over the years in his position as head of Business Life Today Consulting, assisting numerous CEO's in the management and growth of their corporations.  In this role he has coached over 200 companies and created many alliances in the software industry. He is a founder of The Southern California Software Council and VentureNet 96 and has been listed as one of the top 100 Technologists in the Los Angeles area, 1996 & 1997. He also serves as director or Chairman of a number of Technology companies.





BUSINESS LIFE TODAY’S  CEO GUIDES





For Software and Internet Entrepreneurs





#1	MAKING CASH…KING!





#2	LET’S MAKE A DEAL…EQUITY





#3	USER DOCUMENTATION AS A COMPETITIVE WEAPON





#4	GOING NATIONAL IN A VERTICAL MARKET





#5	DESKTOP MARKETING FOR HIGH TECHNOLOGY COMPANIES





#6	HOW TO IDENTIFY, FORM, AND CAPITALIZE ON STRATEGIC 


ALLIANCES





#7	GETTING MONEY FROM THE BANK WHEN YOU REALLY NEED IT





#8	BIG BANG FOR BANTAM BUCKS





#9	HOW TO VALUE YOUR SOFTWARE COMPANY





#10	INTERNET MARKETING REPORT








The guides cover such topics as marketing and sales, a specialty of Mr. Walti, as well as finance, including equity and controlling cash, something Randal has learned the hard way, and there are outstanding tips on people skills, at which he has been especially adept.  Over the last three years Randal has helped his clients raise over $30 million in outside financing.  These guides have captured the tools and techniques developed over the last 15 years through Randal's experience.





You can have all 10 guides for the cost of $99.95. Each Guide has ten tips to apply the principle. That’s over 100 tips to improve your business today. Because we know these Guides will help immediately, for the first 50 orders, we will send you a free video on Strategic Alliances. ($9.95 S &  H)





Your copy of the video “How To Win Big with Strategic Alliances” is 


filled with war stories from 6 CEOs on the secrets to successfully structuring Strategic Alliances.








You can place your order by Phone at 770-297-7228 with visa or MasterCard


Your may place your order by FAX using a credit card to (770-297-8857): just print out the form at the end of this letter. If you prefer to pay by check: Send your check to4210 Tall; Hickory Trail, Gainesville,GA. 30506.  We welcome your comments and questions. 





*** CEO GUIDE & VIDEO EASY ORDERING INSTRUCTIONS: NOTE: Please do not respond via email if you are interested in ordering or if you have questions. Email sent to the email address above is not read. Thank you. Since we realize that you may wish to start APPLING THE TIPS & TRICKS immediately, once your order is placed, We will email you your very own personal username and password to access our web site which contains our entire CEO GUIDE for easy download! 
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It’s A New Ball Game














Don’t limit your view of the Internet to that of an extension to your current business.  








Go Beyond The Nine Dots





•     •     •


            


           •      •     •


            


•     •     •


           





Understand The Role You Want The Internet to Play in Your Business





An extension to your Sales/Marketing Department





A new vehicle for reducing customer service costs (while improving service)





A venue for transacting sales of products and services, to generate revenue directly





E-mail can cut your communication costs by 50%





(10,000,000 hits per month + 100 “Top Internet Site” awards) 


times $0/hit 


equals $0.





Do you know where your profits will come from?





Forecast Market  �
1996�
2000�
�
 Access Providers �
 $2,144�
$7,864 �
�
 Community Developers �
      118 �
    2,483�
�
 Content Providers �
      129 �
     566 �
�
 Electronic Commerce �
      626 �
  10,890 �
�
Advertising�
348�
10,725�
�
 Financial Services �
      65 �
     863 �
�
 Internet Svc. Bureau �
      193 �
    2,393�
�
 Software Tools �
      413 �
  17,608 �
�
 Total  Dollars 


 (millions) �



   $4,038 �



$53,392 �
�
 Total Internet Users  


 (millions) �



        35 �
    


 165 �
�






Nothing Happens Until Someone Sells Something








Your sustainable revenue stream will be proportional to your added value.








Sustainable  Revenue = Added Value








Added Value =


Content


Commerce


Productivity











You gain incredible leverage by carefully segmenting the market





Plan on dominating a “Right- Sized niche.





There is considerable value in being a leader within a market segment.





Going for 1% share of a very large market will mean you will end up in last place.





Hit ‘em where they ain’t.











Right Sized Niche


Small enough to be of little interest to “Daddy BigBucks”; yet with your resources you can dominate.





Plan to capture at least 30% share of your market target.


Higher Customer Retention


Higher Level of Referral/ Word of Mouth Business


Higher Employee Morale


Lower Cost of Doing Business














Develop your Internet business incrementally by taking baby steps, not a giant leap.





You must have a vision to lead you, your customers and your investors through the chaos.


¦


¦


Begin with the


End in Mind.


¦


(





The cost of distributing software on the Internet is close to zero.





This removes the historic barrier to giving away software as a strategic weapon. 








What you can gain by giving away your software or services:





A large installed base


Market leadership


Setting a defacto standard; building barriers to entry


Name brand recognition


A database of highly qualified prospects





NetScape 


has 38 million users…


more than 


Microsoft Windows!





As the saying goes, it takes money to make money.





It costs money to get people to your site, to develop your product or content, and to provide a proper infrastructure to market your site.
































Once you have it, watch it like a Hawk





Get more money than you think you’ll need:  there’s lots of surprises in Cyberspace.








Raising money will be the hardest thing you will do. 





It will also be the most important thing you will do.





Build fundraising explicitly into your plans.





Don’t Plan On Doing 


Everything Yourself





Partner for pieces of the business that are mission-critical 





Buy/outsource those that aren’t.





Understand your core competency and make sure it relates to your value-add.





Start small, then expand











Designate someone to become your Internet guru - don’t rely exclusively on outside “experts.”











Test your Internet ideas before you do a full-scale deployment, just as you would beta test your software.





You should be able to explain your business, in a clear and compelling fashion, in 30 seconds or less.








You should also be able to present your business effectively to an interested party in 20 minutes.





Aligned





Alignment to the Vision





Not Aligned








Company Values





Staff Values





Company


Power





Company Values


Company Power


Staff Values





These are a few pearls of wisdom from CEOs and line managers  of Internet-based companies.  





Some of these are too specific to be appropriate for the “Top 10” list.  A few highlight points made earlier.





Hopefully some or all will be applicable in your particular situation.











