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Blog entry 

ave you heard that the famous Guinness beer has quite a bit of fluctuation in taste? 

Yes, it’s true. There is a place in Dublin, Ireland, called the Gravity Bar. Many people 

who’ve ever drunk Guinness there think that the company makes special batches of 

Guinness especially for the Gravity Bar.  

But that’s not true. 

What is true is that every 3C temperature change between brewing and serving drastically alters 

the beer’s taste.  

It’s not a problem with Gravity because Guinness owns it and guards the temperature like a 

junkyard dog.  

So, the even temperature preserves the taste and generates comments from guests that Guinness 

tastes significantly better at Gravity than anywhere else. 

In business development, a modest 3C change can make the difference between growing a 

business as opposed to merely enlarging it.  

Enlargement is good for big public corporations because Wall Street judges them based on gross 

revenue.  

But entrepreneurial SMEs have no option but to turn profits or they go down the toilet faster than 

you could say pneumonoultramicroscopicsilicovolcanokoniosis. 

The interesting observation I’ve made over the years is that many IT business leaders are willing 

to pay good money to their lawyers, accountants and technical people, but they are horribly tight-

fisted with their business development folks. 

And that reminds me of team sports, like soccer. 

In soccer too, you have your defence team and the offence team. 

In business, your defence team consist of your lawyer and accountant. They protect you from 

falling victim of the legal and tax authorities. I could say, your lawyer can keep you out of 

criminal prison and your accountant can keep you out of debtor’s prison. 

Your offence team consist of your business development folks, including all marketing, sales and 

client service folks. They bring in the money. 

Your defence team can protect your existing money, but in order to have money to protect, you 

need an offence team to create it. 

The other day I went to a Salesforce conference, and one of the speakers, Coleen Francis of 

Engage Selling mentioned a typical case of a company that keeps an eye on people’s 

performance, except the salespeople. They can get away with slacking off and produce way 

under par, and no one says a word. 

Many of those companies put too much emphasis on their defence teams and neglect their 

offence teams. 

And what is the result?  

H 

https://www.engageselling.com/
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Impressive gross revenues, but impressively pathetic net profit per employee. 

IBM may well have all the gross revenues in the world, but its revenue per employee is a mere 

$244,447. 

By contrast, Apple can boast $1,865,306 revenue per employee. 

Can the reason be that Apple has been growing, but IMB has been enlarging? Maybe. 

What I’ve also observed over the years is that it’s easier for smaller companies to stay blazingly 

profitable than large behemoths. 

Again, Apple and Google ($1,154,000 revenue per employee) are anomalies.  

Interestingly, based on a study by Business Insider, IBM, the most prestigious member of the 

group, is the number last among 12 tech companies. 

And this revenue per employee factor makes me raise the question whether or not it’s a good 

idea to keep your IT business small. 

If you stay below or go above 

that magic number, you 

compromise performance.  

Now look at your team... 

There is an ideal number of 

associates that allows you to 

optimise your cost of doing 

business, yet able to deliver 

premium products and services.  

If you go stay under or exceed 

that number, your costs are likely 

to increase... often quite 

drastically. 

And now let’s look at another 

performance indicator, probably 

the most important lagging 

indicator as the function of 

headcount... 

Productivity (profit per 

employee) requires the optimal 

number of associates in your IT 

SME.  

Remember, you’re not running a 

big corporation in which, as per 

Pareto, 20% of people generate 80% of the revenue, while 80% are appearing to be strategically 

 

 

http://static4.businessinsider.com/image/5526da026da811e019c0dd8f-804-232/apple_revenue_per_employee_over_the_past_10_years_-_wolfram_alpha.png
http://static3.businessinsider.com/image/562816679dd7cc01308b866d-1200-1010/bi-graphics_how-much-tech-companies-make-per-employee.png
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busy but otherwise doing precisely dick. 

Returning to the horse and cart example, four is the ideal number of horses to pull a cart. Under 

four, the pulling power is less than optimum, but over four, while you have higher pulling power, 

the effort required to manage the horses goes up significantly.  

In numbers, effort to manage horses is (N * (N-1)) / 2 

N is the number of horses 

For 4 horses: (4 * 3) / 2 = 6 effort units  

For 6 horses: (6 * 5) / 2 = 15 effort units 

A 50% increase in the number of horses (from 4 to 6) and a 150% increase in effort to manage 

the team. 

In my experience, a small artisan type boutique IT businesses can be much more productive and 

profitable than big corporate giants. 

With that in mind, let’s walk through 15 reasons why you may consider staying small. 

Brainwork Scales Better Than Brawn Work 

Most IT businesses are light on diagnosis and strategy (brainwork) and heavy on implementation 

(brawn work).  

Buyers tell them what they want, and IT companies, faithful to their vendor status, vend out 

some of what buyers want.  

Buyers say they want firewalls, vendors stand to attention, click their heels and agree with 

buyers: “Yes, Sir! Firewall, Sir! Coming up, Sir!” 

They don’t bother to diagnose clients’ situations; they just start doing whatever manual labour 

clients dictate. 

And they give away their brainpower for free. 

The problem with brawn work is that it requires a heavily fluctuating number of people.  

It means, sooner or later, you end up with grossly understaffed or overstaffed projects. 

But... 

If you under-staff projects, clients get pissed off. 

If you over-staff projects, clients won’t pay for the extra staffing. 

Brainwork Is Age-Independent, Brown work Is Not  

While you can do diagnostics and strategy way over 65 (Or whatever the retirement age is at 

your neck of the woods), long-term implementation work can take a serious toll on you.  

Maybe not even the work itself, but rather the travel.  

If you do lots of it, even brown work can make you wealthy, but it’s a bit better to create your 
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wealth using your brain. 

In one hour, you can generate enough value, so your clients are willing to pay you a pretty decent 

bob. 

Think about facilitating a one-hour IT system diagnostics over Skype and some system 

management tools vs. pulling miles and miles of cables all over hell’s half acre. How many hours 

of cable-pulling do you have to do to make the same amount of revenue that you can make in a 

one-hour diagnostics. 

There is a good reason why in the medical field good diagnosticians are better paid than good 

surgeons. 

You Can’t Change Certain Circumstances But You Can Change Your 

Responses To Them  

As the saying goes, rising tides float all boats. 

Well, when low tides come, it’s the big ships that get stranded first and most of the small boats 

keep sailing as if nothing had happened. 

Just look at the recent recession. 

Lots of big corporations laid off tens of thousands of people. Maybe hundreds of thousands. 

And what do those laid-off people do? 

Many of them started their own businesses and have succeeded to exceed their previous incomes. 

Imagine this. 

Big corporations, managed by Ivy League MBAs, get run to the ground. 

And the laid-off people, many of them without any college education, but hell of a lot of 

common sense, go home and start their own businesses. 

What does this say about the Ivy League MBAs? Well. 

Just think about who adapted Google AdSense, AdWords, blogging and social media as ways of 

getting qualified traffic to websites and build audiences?  

No, it wasn’t the Ivy League MBAs at multinational giants.  

It was the “small fry” “spare bedroom” entrepreneurs. 

The giants were too busy planning the next million-dollar 10-second Super Bowl ad campaigns 

as advised by their Ivy League MBA marketing directors. 

As A Small Business, You Can More Easily Recover From Bad Business 

Decisions  

I don’t know the exact number, but only a small percentage of our decisions are correct. And as 

for the incorrect decisions, we just make some corrections and move on. 
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Well, again, it depends on size. 

Big companies, committing big resources, have a hard time to change direction. 

It’s like driving our car and 

missing the junction where you 

want to turn of the main road. 

If you drive a small car, you stop, 

reverse back to the junction and 

turn. 

But what if you drive an AB 

Quad road train, like the Shell 

truck on the left? 

How do you reverse that baby? 

It becomes like tattoo artistry. Every move is final and irreversible. 

But in a small operation, almost every error can be corrected. It’s just a matter of recognising the 

error early enough. But this is what business systems are for. 

Yes, your accounting system gives you the lagging indicators, like revenue and profit, but by the 

time you see the n umbers, you can no longer correct to mistake. 

But number of white paper downloads, number of generated sales leads, n umber of submitted 

proposals are leading indicators. They tell you what is likely to happen down the road, so you 

still can change things. 

You Can Stay Closer To The Fire  

This is all about hierarchy. 

In a big company, as the owner, you are a fair distance away from the frontlines. You have direct 

connection and communication neither with your clients not with your people. 

You are in your ivory tower, looking down on the masses as they’re doing the work that keeps 

the company in business. 

What it also means that the information you receive from your managers are heavily filtered. 

Managers’ objectives are not to keep you informed, but to create circumstances under which 

their jobs are safe and secure and their promotions and pay increases are as guaranteed as 

humanly possible. 

Just watch a few episodes of the old BBC comedy series, Yes, Prime Minister (Some episodes 

are on Youtube) low- and mid-level cabinet ministers do their level best to keep the Prime 

Minister in the dark and to make sure he knows as little as possible about current affairs, so he 

can be properly manipulated. 

Being close to the frontlines means that you can have your finger on the pulse of your company 

and don’t have to rely on hearsay, grapevine and gossip to find out what is going on. 

 

Source: Wikipedia  

https://en.wikipedia.org/wiki/File:Road_Train_Australia.jpg
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You Can Recruit Perfect People Only  

This sounds obnoxious but it’s not.  

It simply means you have a perfect profile for the position that you’re recruiting, and you match 

applicants against that profile. 

For instance, if you’re recruiting a bookkeeper, then don’t ask applicants to prove their abilities 

to use Photoshop or Infusionsoft. 

You can ask applicants to submit their Strengthfinder and Kolby A profiles. 

Some applicants are likely to kick up a fuss because the Strengthfinder test cost about $15 and 

the Kolby A test cost about $50. 

Well, if they’re not willing to invest a small amount of money in their own futures, then, you 

have your answer. 

When you keep your talent attrition very low, then you can recruit the best person you need.  

Just stay away from recruitment agencies. 

Sure, engage a recruitment consultant to help you with the recruitment process, but make certain 

you’re driving the initiative and you interview applicants. 

And get a good copywriter to write a good ad. You can even model after this career ad. Actually, 

this is the second stage after the applicant has responded to the short ad, which I can’t find. This 

document (15 pages) describes the position and the company in some detail. 

And to write a good recruitment package, you may consider Frame It Right: Structuring Content 

For Impact.  

If you run a company that deserves perfect people, then you find them. But note that those 

perfect people have high expectations of their leaders. 

Few People Small Stress, Many People Big Stress 

The more people you oversee, the bigger headache it can cause you. 

Just we’ve discussed, the more people you have, the less focused you can be. 

It’s like trying to spread a small jar of Nutella on 100 slices of toast. 

It’s possible, but you can hardly taste the Nutella; you taste only the bread. 

I believe in involving your clients’ people in projects and asking them to do the manual labour 

work, so you can focus on the brain work that is your people’s real expertise. 

The idea is that you don’t want to employ manual labour people. You want to employ IT experts 

in different areas, and your clients’ own people can pull cables and unpack hardware. 

Your clients must understand that you get paid for the brainpower that you bring to the table not 

the brawn power. 

After proper, onboarding, this shouldn’t be a problem. 

http://varjan.com/writings/career-advertisement-director-of-business-development.pdf
http://www.varjan.com/information-products/frame-it-right-structuring-content-for-impact.shtml
http://www.varjan.com/information-products/frame-it-right-structuring-content-for-impact.shtml
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No One Can Hide In Your Company  

As it turns out, one of the key skills business schools teach students is how to manoeuvre in the 

corporate maze. 

And a big chunk of this manoeuvring is all about how to get through the day without much work.  

This may sound a bit shocking, if we consider a Toronto Star study 5,000 MBA students from 11 

Canadian and 21 US graduate schools, entitled “Academic Dishonesty in Graduate Business 

Programs: The Prevalence, Causes, and Proposed Actions. 

It seems 56% of business graduates admitted to cheating to obtain their sheepskins. 

Can we get real and assume that the real numbers are higher? 

This study points out an ongoing trend that lying and cheating in the world of business is just 

normal and they are here to stay.  

So, students learn at an early age of their studies that business is all about lying and cheating in 

order to screw people out of their money. 

In a 2005 study Wetfeet asked 800 business students, who pursued careers in management 

consulting, to select up to three factors that make their top three company selection criteria. 

Only 2 (0.25%) people said that “Ethics” was one of their top 3 factors for choosing a consulting 

firm. Even the category “Others” was rated more highly than “Ethics.” 

When you run a lean business, no one can hide and no one can play politics. Either all players 

perform or they are dead wood. 

This reminds me of the 22 July 2003 (#42) issue of The Monday Morning Memo by Roy H. 

Williams, the Wizard of Ads, entitled, Of Sharks and Pigs. 

 

It is a true but little-known fact that more American citizens are killed by pigs each year than by 

sharks. 

I believe this is also true of American businesses. 

Business owners spend most of their time worrying about the sharks - those diabolical demon 

competitors though it is far more likely to be the pigs who kill the company. 

The pigs are the employees who would rather lie in the mud and oink than jump through hoops 

for a customer. The pigs are the middle managers who are more concerned with getting the most 

out of the company than with getting the most out of their staff. The pigs are the owners whose 

only thoughts are for short-term profits. 

A healthy, pig-free company is one with a powerful sense of mission and purpose, a company 

with values that run deep enough to create a strong company culture. 

 

Small Groups Are Easier To Lead 
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One little detail here...  

Managing any size of group is easy. But leading is a different ballgame. 

When you manage a group, you’re in control... from the back with whip and electric cattle 

prodder in hand, yelling loudly threatening what happens to people who don’t live up to your 

expectations. 

When you lead a group, you’re in charge... from the front, working on yourself to make sure you 

are and remain worth following. You’re an exemplar. 

It’s always the leader who set the “behavioural tone” of the group.  

The above-quoted Roy H. Williams mentions it in another Monday Morning Memo that an army 

of rabbits led by a lion can win. But an army of lions led by a rabbit is doomed. 

A smaller company has a better chance to achieve high performance indicators, like profit per 

person, profit per project and profit per some time unit (how much value the business captures in 

per time chunk). 

 Small Firm’s Cultures Are Easier To Maintain 

You can write policy manuals until you’re blue in the face and broke, but if you can’t create a 

good culture, then it’s all pointless. As – I believe – Peter Drucker pointed out “culture eats 

strategy for breakfast.” 

Once you have a culture, which 

you have to live every day, you 

can create procedures to make 

sure things get done consistently. 

But I would stay away from 

policies. 

In most cases, policies are 

collections of legal closes to 

allow companies to wiggle out of 

commitments and obligations 

seemingly gracefully. 

Or even worse, people associate 

policies with politicians, the least 

trusted and respected people on 

the planet.  

I say, seemingly, because that’s 

what it is. Seemingly gracefully, 

but realistically damaged. 

For instance, politicians and big 
 

Source: Gallup 

http://content.gallup.com/origin/gallupinc/GallupSpaces/Production/Cms/POLL/lej-7o0ruuu_j8tilxtkga.png
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corporations, seemingly can get away with murder, but on the trust scale they are pretty much at 

the bottom. 

And as time goes by, trust is becoming an ever stronger factor in making buying decisions.  

Some years ago, Stephen Covey wrote in The Seven Habits of Highly Effective People 

“When morals are sufficient, laws are unnecessary. When morals 

are insufficient, laws are impossible to enforce.”  

As you build a culture, build procedures parallel with culture, and stay away from, policies. 

People honour good cultures, follow procedures that make sense, but in general, don’t give a shit 

about policies 

And if you have a good culture with good procedures, you don’t need policies. 

Summary 

When you sell “things”, your company’s size is fairly linearly proportional to your sales. If you 

want to increase your sales, you have no option but to increase in size: You need to hire more 

salespeople. 

But when you start selling business improvement, everything changes. 

How? 

Do you remember when MP3 player manufacturers were trumpeting bits and bytes to the 

market? And the market bought those units... as ho-hum commodities. 

Then came Apple with the slogan of “1,000 songs in your pocket.” 

It was the lowest quality MP3 player on the market with a pair of problematic headphones. 

And no one cared about the shortfalls. The market bought the iPod at a much higher price than 

the competitors’. 

In your case too, the differentiation will make the difference. 

And this leads us back to business development in which you can have Atlassian vs. 

Archimedian business development 

Atlas carries the full burden on his shoulders; Archimedes uses a lever.  

Let’s say the objective is to move the globe. That represents making a sale. 

On the surface the Atlas is more impressive.  

But he sweats bullets to balance the planet on his shoulders. 

He’s strong and muscular. Fine, but how long can he maintain his ability to hold the globe? 

What you see is a business owner who has to do all the business development using manual 

labour. He builds a sales force and sends salespeople all over the place to present the company’s 

products/services to prospects one by painstakingly one. This is when you sell through a sales 

force. 

How long do you think his people are willing to do the daily grind of cold-prospecting grunt 
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work? Not for long. 

One day someone may approach the best salespeople with better offers that the business owner 

can’t match. And when his best salespeople leave, he might as well close the business because 

the business doesn’t have the built-in capability of generating new clients. 

Brain-based (Brawn-based) business 

development 

Atlassian (brawn-based) business 

development 

 

Archimedes 

 

Atlas 

Translation: How long can a brawn-based sales force to maintain its momentum to perform? 

In the other corner, we have Archimedes. The funny old chap who moves the planet with one 

hand. And he’s grinning, not struggling.   

That happens when you have good sales copy and a highly automated delivery system. This is 

when you sell through a sales machine. 

Growing a business is not about growing headcount. This is not cattle farming.  

Growth is all about increasing outputs while reducing or levelling out inputs at certain values. 

So, before you recruit a new person, make sure your company is optimised for processes and 

systems. It’s just sad to see that people perform activities, like making personal contact with 

unqualified prospects, that can be automated with a little forethought, while busily trying to 

automate processes, like a real receptionist’s answering the phone, that should be kept manual. 

Yes, in any business firm, people are your number one assets (their genius and creativity), but 

also your number one liabilities (their inconsistencies and idiosyncrasies). 

Look at it this way... 

In the meantime, don’t sell harder. Market smarter and your business will be better off for 

it. 

With victory on high... 

 
Tom “Bald Dog” Varjan, Hucksterism Retardant Specialist 

https://images.indiegogo.com/file_attachments/329599/files/20140125151237-archimedes.jpg
http://www.greekmythology.com/images/mythology/atlas_29.jpg
https://www.youtube.com/watch?v=ZMroRj7XPcA#t=3m5s
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Additional Knowledge Products to Build Your IT Business 

Here are some knowledge products on business development for building your premium-calibre 

IT business. It’s especially for privately held “entrepreneurial” IT companies and solo IT 

professionals. 

These products are sort of workbooks. They explain what is what, then walk you through the 

"how to..." part of the process. As you read the books, you do the exercises, and by the time you 

finish reading, all the relevant bits and bobs are in front of you on paper applied to your own 

unique situation. For this reason, the materials are not long but rather dense.  

I hope you find them valuable. 

Winning Yellow Pages Advertising For Information Technology Companies  

Perfect IT Client Profile Development Toolkit 

Frame It Right: How To Structure IT Marketing Content For Maximum Buyer Action 

http://www.varjan.com/
http://www.varjan.com/information-products/yellow-pages-advertising-for-information-technology-companies.shtml
http://www.varjan.com/information-products/perfect-client-profile-development-toolkit.shtml
http://www.varjan.com/information-products/frame-it-right-structuring-content-for-impact.shtml

