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1

P R E F A C E

How to Use This Book
Over the years, I’ve coached hundreds of entrepreneurs and business 
owners who have big dreams and ambitions. And I’ve come to notice 
that there is one main trait that separates those who succeed from 
those who struggle. The winners take action. Yes, you need a good 
idea. You need to have a brand and know your customer and market 
your business. You need those things, and you’ll find out how to 
achieve them in the pages of this book. But I’d argue that those are 
not the biggest predictors of success. Action-taking is. Those who 
take action succeed. They might fail faster, but they learn faster. They 
course correct as they’re already in motion. They go for it. They don’t 
wait until everything is perfect. They fix things as they go.

That’s what I want you to do, and I want you to use this book as 
your guide. Write all over it, fold over the pages, drip your morning 
coffee on it. Rip out the pages and tape them on your wall if you want 
to! What I don’t want you to do is read half of it and then put it on 
the shelf. When you read a chapter, stop and implement the material. 



T H E  B U S I N E S S  S C A L I N G  B L U E P R I N T

2

Don’t move on until you’re ready. Reread if you want to. But please 
just take some action and make some moves. That’s my hope for you 
and the main goal for this book. I want to inspire you to get off your 
butt and get in the game.

You’ll hear a lot of my story throughout this book. I’ve achieved 
a lot, and I still have big dreams I’m working toward. I’m a serial 
entrepreneur who can’t sit still and who is always growing, improving, 
and looking forward. But I never had a huge advantage in life. My 

parents weren’t rich, and I grew 
up working my entire life. Until 
I started my own business, I 
worked at gas stations and pizza 
parlors. I didn’t go to a fancy 
school or have a fancy mentor. 
What I had was guts and a little 

entrepreneurial blood. I had a risk-taking mindset and the confidence 
that I could make it work—perhaps too much at times. I gained a lot 
of wisdom along the way, which you’ll find in these pages. But none 
of this would have happened if I didn’t keep taking action. Trying 
things, failing, trying again, succeeding, and continuing to move 
forward. If there’s a silver bullet to success, it’s that. 

I hope you use this book as your constant companion. Don’t be 
precious with it; rough it up and absorb the information. And then get 
out there and make stuff happen! I’m honored to be on this journey 
with you. If I can do it, you can do it. You just have to get out there 
and try. Let’s get to it!

Trying things, failing, 
trying again, succeeding, 
and continuing to move 
forward. If there’s a silver 
bullet to success, it’s that.
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I N T R O D U C T I O N

Stop Working in 
Your Business and 
Start Working on It

Business owners own a job; entrepreneurs own a vision . 

Four months of hurry and eight months of worry. That was my family’s 
motto growing up on the Jersey Shore. I was born into an entrepre-
neurial family. My dad worked three jobs to provide for our family. 
He was a milkman, a police officer, and a construction worker, and 
he owned some rental properties. My mom had a macrame business. 
Living in a touristy area, we knew we had to work hard to make up for 
the lull during the winter months. My two siblings and I contributed a 
lot and inherited my parents’ work ethic. We had a big, warm, loving 
Italian family, but my parents ran a tight ship, too.

I officially started my first business at eight years old. I went 
down to the wholesale candy store and bought a bunch of bubble 
gum and candy bars. Then I set up a table on the oceanfront and sold 
them as people were coming off the beach. At nine years old, I was 
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already hungry to create my own thing. I began helping my mom sell 
Mexican pottery in her macrame shop. I worked sixty hours and sold 
hundreds of pots a week. I genuinely loved it. Customer service was 
in my blood. Even at such a young age, it didn’t feel like work. It was 
thrilling. I felt important, and I knew I was helping my family. My 
next business venture was selling fruits and vegetables on the back of 
a pickup truck at all the resort hotels. And on and on the business 
ventures went. I pumped gas, changed oil, made pizzas, etc. I couldn’t 
stop thinking about creating businesses and seeing opportunities all 
around me. I was blessed to learn the value of a customer at such an 
early age. My dad once handed me a five-dollar bill and said, “Flip 
it over.” I did. It read, “In God We Trust.” “No,” he said. “That’s the 
only thing you can trust. Go make a bunch of those.” And so I did.

I made my first pizza when I was fifteen. I was working at a 
gas station at the time, and the owner came in one day and said, 
“Kid, come here. You’re going to learn to make pizza today.” He also 
owned a pizzeria, and his pizza guy had just quit. That day changed 
my life, and very soon I knew I eventually wanted to own my own 
restaurant. It made sense and combined all the things I loved: family, 
food, and selling. I continued working in restaurants, moved up to 
the Manhattan area for a while, went to college, and eventually was 
ready to open my own pizzeria.

I did some research and decided Virginia Beach was where I 
would open my restaurant. At twenty-one, I jumped in the car with 
my girlfriend, who later became my wife, and we moved down south. 
But opening a business is expensive, and you often need capital or a 
loan, and no one would give me one. My parents weren’t in a position 
to help, either. So I went to my step-grandfather, Bucky, who was also 
an entrepreneur and believed in my vision. He wrote me a $60,000 
check. I was enormously grateful, but even thirty years ago, that was 
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barely enough to open a restaurant. I had already decided where I 
wanted our first location to be, but I kept hitting roadblocks. The 
landlord told me over and over that nothing was available, so I took 
a job at another pizzeria and waited. I would not compromise on 
location, as I just knew this was it. Two years later, the location opened 
up, and I signed a lease. Even though we barely had enough money, 
we made it work, and in 1993 I opened the first Ynot Pizza. Ynot is 
Tony spelled backward, and it is also a childhood nickname that was 
given to me because it embodies my entire outlook on life: “Why 
not?” I got so comfortable selling and growing a business in front of 
strangers at such a young age that it helped me develop this mindset. 
I was allowed to do that sort of thing back then, something I know 
likely wouldn’t happen today. There are a lot of reasons for my success, 
but this early entry into entrepreneurship is definitely one of them.

Two months after opening, we were in trouble. We were already 
drastically underfunded when our air conditioner broke, and we spent 
the last of what we had to fix it. I thought we were going to have 
to close. But I learned from a young age that quitting was never an 
option, so I found a way forward. I talked to one of my food distribu-
tors, who floated me a $12,000 loan to keep going. Six months later, 
we had another loss, and the future of the company was in jeopardy 
again. And again we kept going. I have had plenty of losses and failures 
that I’ll share with you throughout this book, and each one has made 
me stronger and smarter. They made me better and taught me lessons 
that I now teach to others.

Within a year, Ynot took off, and I was able to pay back both 
of my loans. Now it’s a booming business with seven franchises. It’s 
also a family affair, as my three daughters and my brother work with 
us. And Ynot is only one of many businesses I have started. I have 
founded more than thirty-one businesses with over 450 employees in 
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a variety of industries, including real estate, construction, restaurants, 
commercial buildings, manufacturing, and SaaS. Looking back on 
those early days, I was so fortunate to have been born in that small 
Jersey town where I learned how to communicate with customers at 
such a young age. Even today, many years, over thirty businesses, and 
a few million dollars later, I tell my coaching clients that we’re all in 
the same business: the people business. Whether it’s employees to hire 
or customers to sell to, it takes 98.6 degrees to accomplish your goals.

All of this experience has led me here, to write this book and 
share these ideas. In addition to running my businesses, I’m now a 
coach and mentor. Running a business is hard. Those early days can 
be rough. I worked over a hundred hours a week for years. I missed 
the first five years with my oldest daughter. I ran myself ragged, and 
it affected everything about my life. I also wanted to grow and soon 
learned that I couldn’t do it like that. Something had to give. But I 
didn’t have a mentor. I didn’t have anyone coaching me or teaching 
me how to market, delegate, train, and scale my business. I had to 
figure all of that out on my own. And now the most important thing 
I do is to be the coach for others that I never had.

All of us get into business because we are passionate about 
something, right? You have a great skill and want to use it to help 
people. You’re what I call a technician. And then you get started and 
decide you have to do everything. Maybe you think you’re the only 
one who can do it right or you don’t have the money to hire help or 
you don’t have good systems in place. Either way, you feel stuck. You 
figure the harder you work, the more successful you’ll be. But you try 
that and it still doesn’t move the needle. You want to grow, but you 
aren’t. It’s because you’re a business owner, not an entrepreneur. You’re 
working in your business, not on your business. I see this all the time, 
and it’s the biggest obstacle to scaling. If you want to grow and start 
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making the impact you were born to make, you need to stop being a 
business owner and start thinking like an entrepreneur. When I got 
started, I thought I was the only one who could make pizzas, as I was 
the fastest pizza maker in the world in 1994. Nobody told me to get 
out of the kitchen and look at the bigger picture. It wasn’t until many 
years later, when an injury forced me out, that I realized I was the 
bottleneck and that the business couldn’t grow unless I started doing 
things differently.

According to the US Bureau of Labor Statistics, in the first two 
years of operation, 20 percent of businesses in America fail. In the first 
five years, that number jumps to 45 percent. Fewer than 25 percent 
of businesses make it beyond fifteen years. It’s even harder in the 
restaurant business. In my opinion, the closing of even a single 
business is painful. It’s excruciating for me to see people go out of 
business. It’s a broken dream, with countless hours of work and expec-
tations down the drain. There are even economic implications. Our 
economy is run by small- to medium-sized businesses. There is a lot 
at stake, and I feel the intensity of it every single time I see a business 
shut down. I have lost two substantial businesses in the past, and my 
purpose in life is to help entrepreneurs win. 
My passion is to reduce the amount of failing 
business around the world.

The purpose of this book, as well as my 
coaching practice, is to prevent that from 
happening. Compromising your dream is a recipe for depression and 
living in regret. Your passion and fulfillment are worth fighting for. 
People who start a business often give up too easily. They start with 
passion, but the fire burns out because of the stress and demands. It’s 
not because they didn’t try hard enough; it’s because they didn’t have 
the right guidance. They didn’t know what their brand stands for or 

Entrepreneurial 
resilience is 
crucial.
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how to market, delegate, systemize, and scale. That’s what you’ll learn 
here. I have helped hundreds of others with these very simple yet 
important principles. Most entrepreneurs who quit likely didn’t have 
the mindset necessary to withstand the inevitable trials of building 
a business. Entrepreneurial resilience is crucial. You can have all the 
tools you need, but if your mind isn’t in the right place, you won’t 
make it. I’ll repeat it multiple times throughout this book, so you 
better get used to it: this is all about mindset.

I’m not a pie-in-the-sky fancy businessman talking to you from 
a pedestal. I’m down in the trenches, practicing everything I preach 
all day long. I’m a mentor and a coach. Every principle in this book 
is learned from hard-won wisdom and is implemented in every one of 
my businesses every day. I didn’t just do this stuff twenty years ago. I 
did it yesterday, I did it today, and I’ll do it tomorrow. Entrepreneur-
ship has always been a way of life for me. I have always seen life as 
an exciting adventure; it’s a fun game with opportunities everywhere. 
Meeting people’s needs, creating amazing experiences for them—
there’s just nothing better than that. It’s what makes me tick. It’s why 
I get out of bed every morning. If you’re a new business owner or the 
CEO, this book will help you get it right from the start and lay a good 
foundation while helping you avoid many of the mistakes I made. If 
you’re in the thick of it and struggling to stay afloat, this book will 
help you course correct and make some changes to get your life back 
and run your business more efficiently. And if you’re ready, you can 
start scaling your business however big you want it to go. The sky is 
the limit. First, we have to figure out your why. Or your Y as I like 
to call it. It’s the Y in Ynot. It’s the foundation of your brand and the 
entire business. I’m honored to be your coach and to watch you scale 
to new heights. You can create the business and life of your dreams. 
We can do it together. Let’s create an experience.
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The Three Pillars

A defined path inspires. 

In business, experience is gold. It is more valuable than mechanical 
or technical skills. Wisdom is precious currency. One wise decision 
can save you hours and huge amounts of dollars. In the early years 
of business, if I had known what I know now, I could have avoided a 
lot of mistakes. Instead of mistakes, let’s call them opportunities for 
growth. I like to keep things positive. I don’t regret a single day of my 
life, because if I didn’t have both the losses and the wins, I would not 
be who I am today.

A few years into the success of Ynot, many people asked me 
how we’d been so prosperous, especially in the cutthroat restaurant 
business. I had beaten the entrepreneurial odds, and Ynot was ahead 
of the game. I wasn’t a mentor yet, but people were starting to ask me 
about my success. I was also getting frustrated with our employees 
because I had created an awesome mission statement that was a few 
sentences long, but when I walked around our restaurants talking to 
team members, no one knew what it was. Some people had worked 
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for me for years and still couldn’t recite the mission statement! I was 
annoyed. So I sat down that day to think this problem through.

What came out of me was a tool that has been nothing short 
of amazing for my business and for hundreds of others that I have 
worked with. It streamlined my vision and every process in my brand. 
And best of all, it’s easy for my team members to remember, and it 
gave them a clear vision, too. The system is the three pillars.

Three Simple Words, One Big Purpose
The three pillars are three words. They are the Y—the personality and 
the vision of your brand. The three pillars will become the founda-
tion of every aspect in your brand. They will help you define your 
training programs, how you hire, how you delegate, and how you 
develop focused marketing campaigns. The three pillars will develop 
the founder’s or CEO’s vision and make sure it resonates with the 
customer. When I start working with companies, this is my first step, 
because from here I create the foundation to scale any business. This 
process can be daunting, but I promise that if you put the work in, 
it will pay off in huge dividends. The three pillars encompass every-
thing. They become the lens through which you see everything in your 
business and through which every decision is made. You think about 
them when you hire, market, train, and delegate. They are not just 
the mission of the managers and owners but of everyone, customers 
and employees alike. Everyone has to feel them, know them, and 
embody them. I am fanatical about this. If people don’t get this part 
right, nothing else will work. It is worth thinking through deeply and 
spending a lot of time to figure it out. It’s the first thing I always do 
when I speak publicly and coach entrepreneurs privately. It always 
starts with the three pillars.
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The three pillars of Ynot Italian are family, quality, and 
community.

This is the Ynot way. We are so dedicated to this that if you walk 
into any Ynot restaurant, you’ll notice that everything from the decor 
to the food is the product of these three pillars. Let’s look at the family 
aspect first to help explain this concept.

We are the restaurant where people come to create memories that 
span a lifetime. When I first sat down and wrote out the Y behind my 
business, my vision included everyone from children to grandparents. 
When I built my first restaurant, I tiled the floors, added high chairs, 
and designed kids’ coloring books. My vision was to create a neigh-
borhood restaurant where families felt welcome. On the first day, I 
noticed that everybody who came in was there with family. I always 
wanted to open a family restaurant, and initially I thought people 
would come to the counter and order like they do at Panera. But when 
the first customer came in, they sat down right away. They asked if a 
server was coming over. Of course! I thought. People are coming here to 
sit down and break bread together. They want to enjoy a meal, laugh, and 
look each other in the eye. The pillar of family in my business came very 
quickly and naturally. I’m Italian, so everything I ever did was always 
about family. When I was young, if you walked into my grandma’s 
house and didn’t give her a kiss right away, you were dead. I grew up 
having big, loud, loving family gatherings around meals. And now 
I share all of those traditions with my three daughters. It was only 
natural for this to become the foundation of my business.

This pillar filters down and affects every part of my business. 
We’re family-friendly. We use tiles everywhere so that if kids come in, 
they can spill drinks, stomp on food, and do what they like, and it 
will be quick and easy to clean up. But it’s about a lot more than that. 
Family is a mindset perspective. We are mindful of everything we do 
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so that we treat our customers and employees like family. We have 
customers who started coming as kids and still visit when they’re back 
in town from college. When I hire employees, I have legacy on my 
mind. I want my staff to be so satisfied with their work environment 
that they would want their family members to come work for us. I 
don’t believe in just managing my employees but coaching them into 
becoming whatever they want to be. I take a personal interest in their 

lives and their professional goals for 
growth. I sit with them and map out 
plans. I make sure that work is engaging 
enough to keep them interested and 
fulfilled. We have had many employees 
whose children come work for us when 
they’re old enough. This makes me 

incredibly happy. Sustainability in a business is not just about cash 
flow or growth; it is about relationships. It’s about keeping people 
happy and holding on to those who really matter. It’s about family.

Define Your Brand 
So what is your brand? Do you have any idea yet? It’s okay if you don’t. 
Let’s talk through it. Here’s a helpful exercise. Write down three words 
that you believe represent your brand. What does your brand stand 
for? What are you known for? What do your customers perceive? 
What do your employees think of the brand? Brainstorm and write 
down three words. Even if you don’t feel they are perfect, you need to 
start somewhere. Now, underneath each word, write ten more words 
that mean approximately the same thing. Here’s an example from my 
construction business, Ynot Build.

Sustainability in a 
business is not just 
about cash flow or 
growth; it is about 
relationships.
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INTEGRITY QUALITY EXPERIENCE
Honesty Craftsmanship Trust

Principle Excellence Family

Sincerity Standards Tranquility

Virtue Reliability Reality

Candor Value Involvement

Thoughtfulness Dependable Legacy

Honorable Superior Exposure

Straightforward Innovative Satisfaction

Reputation Perfection Success

Ethics Longevity Dreams

All of these words are basically synonyms, but they resonate with 
you differently, right? There are similarities to the words. The purpose 
of this exercise is to help define why you’re doing what you’re doing. 
Why is the customer coming through your front door? We’ll get into 
this more in a later chapter, but everything you do creates an experi-
ence. You are an experience creator. What kind of experience are you 
trying to create for your customers and your employees? The first 
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words you come up with are almost never the words you eventually 
settle on. This method cannot be rushed; it’s a big process. Sometimes 
it can take weeks or months to land on exactly the right words. It 
might drive you crazy! You might struggle with it for a long time and 
then eventually have an epiphany. Good! Stick with it. We’re building 
the foundation here. Remember, this will affect absolutely everything, 
and I mean everything, in your business and take you to the next level. 
This process is also helpful because the more specific you can be, the 
better. These words will become the message you’re projecting to the 
world and will attract the kinds of customers and employees you want 
to work with. This is how we create experiences every day.

A big part of this process is helping you form your customer 
avatar. A customer avatar is an industry-specific term that means 
your ideal customer—the type of person you want to purchase your 
products or services. As you do this deep dive into your brand and 
think about the experience you want to create, also think about who 
you’re serving. Are they industry experts? Are they professionals? Are 
they relaxed and chill or buttoned-up and fancy? Are they young or 
old? What do they care about? Family became my first pillar largely 
because family is my customer avatar. I serve families, and I create a 
unique family experience in my restaurants. My middle daughter has 
a jewelry business. As she was defining her brand, she had to think 
through who she was selling to. Do they want Rolexes? Do they like 
gold or silver? How much money do they have to spend? Why do 
they wear jewelry? What special occasions do they have going on? 
All of this contributes to the kind of jewelry she carries and how 
she markets her business. It’s all about her customer avatar and the 
experience she’s creating.

Sophie is an all-star coaching client of mine. She has a medical 
staffing firm located in Texas and Florida that she founded in 2018. 
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They provide healthcare professionals with placement in urgent care 
centers, family practices, and hospitals. They even do some placement 
overseas. She gets a lot of joy out of helping employees find that dream 
job and workplaces find the perfect fit. I first met Sophie at a speaking 
event in Florida. She came up to me after my talk, and we clicked 
instantly. I began coaching her that month.

On our first call, we talked about her three pillars. I’m telling you, 
this is foundational stuff. It’s where I start with everyone. The first 
pillars she came up with were enthusiastic, agile, and credentials. But 
after just one call with her, I could tell these were not reflective of her 
business at all. She hadn’t gone nearly deep enough. So I kept asking 
her and asking her, forcing her to think harder about her brand and 
the experience she creates for both her customers and her employees. 
She kept listing words, and we got closer with every call. Next, she 
chose effectiveness, solution-driven, and agile. Those were better, but 
we still hadn’t thought we nailed it. See how this can take some time? 
It can be maddening! But it forces you to get deep. This process with 
Sophie lasted months before we ended up with her final pillars of 
reactive, customized, and solutions. I spent many hours pulling the 
vision out of her head. What is different about your company? How 
are you disrupting the market? Why do you think you’re better than 
your competitors? We never would have come up with these authentic 
pillars if we first hadn’t invested in this process. Here’s what they mean 
to her business.

Reactive: Her business name is 24/7 Healthcare Staffing. They 
answer the phone twenty-four hours a day, seven days a week. Most 
staffing companies that offer this same service close at 5:00 p.m. But 
not Sophie. This sets her apart. It’s very unique to her brand. By being 
reactive, her clients know she is the perfect fit, which helps 24/7 
Healthcare Staffing differentiate themselves from their competition.
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Customize: Sophie finds the exact credentials her clinics and 
hospitals are looking for in a healthcare professional. Every position 
is different and looking for unique things in a person. Just because 
someone is a doctor doesn’t mean that they’ll be a good fit for this 
specific clinic or that they’ll have the exact experience to serve those 
patients best. At 24/7 Healthcare Staffing, they examine every aspect 
of urgent care needs, whether they are looking for a doctor who can 
get patients in and out or they are concerned about bedside manner. 
Then Sophie interviews each employee to make sure they are the 
perfect fit.

Solution: Sophie’s clients have an immediate problem and need 
an immediate solution. Sophie now understands that a problem is an 
opportunity and that opportunities create solutions. But they don’t 
just need a warm body for that day. They need someone who will meet 
their long-term needs, and the employee wants a job that they find 
satisfying and rewarding—or they’re just going to be calling Sophie 
again a week from now with the same problem.

This has changed everything for Sophie, as it should! It changed 
the way she talks about her business and markets it to clients. It 
changed the things she focuses on day-to-day, and it’s dramatically 
changed her cash flow. Now she is confident with her brand promise 
and is constantly hiring, scaling, and signing huge contracts. I am so 
proud of Sophie. She has worked so hard, and it’s easy when someone 
wants to be coached and puts in the hard work. That’s the power of 
these exercises.

Get the Team Involved
If you already have a business, a good way to spark more ideas and to 
get feedback on what your brand stands for is to ask your customers. 
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One of the most helpful things to do is to ask them what words 
come to mind when they think of your business. It can be scary and 
nerve-racking to open yourself up to this kind of assessment. It makes 
you feel vulnerable. But that insight into your customer’s mind is 
gold. Even if you’ve never consciously thought about what your brand 
stands for, it does stand for something. When you create a business, 
you create a brand, whether you do it on purpose or not. This is the 
point here: to do it on purpose. Remember what we touched on 
before: You got into this because you are great at something. You’re 
a technician. But what does your business really stand for? Have you 
ever stopped to think about it? So many of my coaching clients have 
never done this simple exercise and believe that their business just 
stands for “being good at X.” Whether you are a small business or 
a CEO at a large company, your employees and customers need to 
understand your vision and mission. The three pillars will help you 
articulate your mindset and develop a clear mission statement.

If you think you’ve nailed your three pillars, here’s the real test. Go 
ask your employees what they think they are. That’s a real gut check. 
If you think your business is all about integrity, but that word (or 
one like it) never comes up when you ask your employees, something 
is off and you need to figure out where. They will truly reflect back 
to you what your business is all about. It can either be enlightening 
and teach you something valuable about your business that you want 
to keep doing, or it might show you a misalignment in your vision 
and the experience that is actually being created for the customer. Be 
open to hearing this feedback, even if it’s hard, as you may need to 
recalibrate your marketing or training.

The three pillars start with you, but the real magic happens 
when you get your employees to buy into them as well. I mentioned 
before that none of my team members could remember our mission 
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statement. I have found this to be true at every business I’ve been to. 
I often ask the owners if they can recite their mission statements and 
75 percent usually can’t. And almost 99 percent of employees can’t 
recite it at all. What good is it if your employees don’t know what your 
brand stands for? The three pillars are your mission statement. Getting 
your team members to understand your three pillars is where the real 
power lies in this process. When your staff fully understands what 
they’re doing and why, that’s when you can create a real experience for 
your customer. Your staff are the true experience creators. They cannot 
execute on your vision and mission if you aren’t teaching them what 
the company stands for and the Y behind everything they do. If you’re 
still stuck on what your three pillars are, keep asking your employees 
and your customers until you nail it. Ask them what they think your 
company stands for. Ask them what three words they would use to 
describe the brand. What do they feel when they come to work? Just 
like your customers, getting into their minds can generate invaluable 
feedback.

People want to be part of something bigger than themselves. 
Some people just want a job, but most people want something more, 
especially the younger generation. Clarifying your three pillars will 
attract the kind of people who will help you scale and further your 
mission. These factors greatly affect how I hire people. I always want 
to know if they value being part of a family. Is that important to 
them? What do they do in the community? How do they present 
themselves? Without the three pillars guiding me, I have no idea what 
I’m looking for, and I’ll end up with all the wrong people. Another 
fantastic aspect of this idea is that these words can mean different 
things to different people, but they are no less impactful. When I 
asked my team members what family meant to them, I got a lot of 
different answers. One said, “Getting two weeks off when my mom 
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was diagnosed with cancer.” Another said, “My son working here 
twenty years after I did.” Some people have a complicated view of 
their biological family, so it means something entirely different. That’s 
the beauty of the three pillars and not pigeonholing everyone into a 
specific mission statement. Your staff has to be invested in the pillars, 
but this allows for their own personal interpretation. As I’ve said, we’re 
in the people business, and people are complicated. You need to guide 
and instruct them while allowing for their humanity.

Dig a Little Deeper
Let’s expand on the pillar of quality. Quality is everything to me. I 
have a construction company called Ynot Build. The three pillars of 
that company are integrity, quality, and experience, like the example 
I used earlier. In construction, quality doesn’t just mean I’m building 
a quality home. That’s obvious. It means I’m using quality products, 
quality two-by-fours, quality paint, and even quality doorknobs. It 
applies to the workers I hire. If I hire a subcontractor who doesn’t do 
quality work or comes to work with their shirt untucked or doesn’t 
pick up after their crew, I can’t say I’m a quality builder. I have a 
framer who I trust and use all the time. Every time he walks into a 
job, he says hi to everyone and is very polite and friendly; he makes 
people feel comfortable. When he leaves, the place is immaculate. He 
understands that he’s working on people’s dreams, and he acts like it. 
At the end of the day, I’m creating an experience for my construction 
clients, and if quality isn’t one of my pillars, the chance of them having 
a great experience with me is low. This is where all three of those 
pillars intertwine. I have integrity as a builder because my clients can 
trust the quality of my work and the wonderful experience I create 
for them.
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Notice that community is a pillar for Ynot Italian but not for my 
construction business. Community might be a pillar for some construc-
tion companies if you’re building things for a planned community, like 
a gym or a public space, but I build luxury homes. I’m a custom builder 
specializing in single high-dollar houses. Many times they’re on the 
water or in the back of a neighborhood, and I don’t ever think about 
community. It’s a very different business from my restaurants, in the 
same way that McDonald’s would not list quality as one of their pillars. 
They might say something more like convenience, value, and consis-
tency. They are one of the most successful restaurants in the world, and 
I don’t think they’ve ever been focused on quality. The three pillars are 
incredibly unique and specialized, even among businesses that might 
seem very similar on the surface.

My employees and I have a dress code. We wear polo shirts with 
the Ynot Italian logo. Sometimes I walk into meetings or coaching 
sessions covering the not in Ynot with my hand so that it just reads 
Y. Then I ask, “What is your why?” There are a thousand Ys in my 
business. It’s a fun idea that people remember. And if you take a closer 
look at the letter Y, you will see the inspiration for the name of this 
three pillars tool—it’s a three-pronged letter. It’s just another visual 
reminder to always be thinking about those words. I am dogmatic 
about this, so get used to me talking about it.

One of the most important benefits of the three pillars is the 
direction they give when you begin to scale. A consistent dynamic is 
created within your organizational structure that keeps the momentum 
going. Even in moments of chaos, you don’t lose anything, because 
everyone knows what to do and where we’re headed. If you walk into 
Ynot on a Friday night, you will witness what I call controlled chaos. 
I have my operational structure down to a science. When the restau-
rant is bursting with customers, you will walk into a hive buzzing 
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with busy waiters making a beeline from the kitchen to the tables, 
from the tables to the cash register, from the cash register to another 
table, etc. To an observer, this might look like utter mayhem, but it’s 
all happening in a controlled manner. Occasionally you might hear 
a crash of utensils or witness a near collision. But all that is expected 
when work gets busy. In fact, I even plan for mishaps in my budget. 
It’s normal. The place keeps humming along even during the busiest, 
most stressful times because the three pillars are in place. They have 
directed all the decisions I made to get us here: the staff I chose, the 
decor, the menu, the attire, the processes, the systems—everything. 
They help team members navigate daily tasks and hard situations. They 
execute the experience. We always maintain our standards because we 
know what they are. In fact, our busiest nights are the best, because 
it’s showtime! After you’ve talked through and thought about the three 
pillars enough, they become instinctual, and your team hardly has 
to stop and think. They just know what to do. Everyone has a clear 
vision, and you’re able to create the best experience possible.

Before we end this chapter, I have to address naming your company. 
I have changed the name of so many of my clients’ businesses that I can’t 
even keep track anymore. One of my favorite clients, who will come up 
again throughout this book, has a surfboard shop. His name is Nick. 
The original name of Nick’s shop was Dirtbag Surf Co. Kinda catchy, 
right? Certainly memorable. But the problem is, Nick’s unique selling 
proposition is that he makes the surfboards in-house with his customers, 
and it’s a family affair. He primarily markets to kids and parents who 
come in and make surfboards together as a fun bonding activity. Does 
having dirtbag in the title conjure up a fun, family-friendly environ-
ment? Not at all. And this didn’t click for Nick until we got deep into 
his pillars, and he began applying it in his marketing. More on that later. 
But the point here is that if drilling down on your three pillars makes 
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you realize you need a new business name, go ahead and change it. I 
know that might be scary, but it’s important. If you want to scale, you 
need to adapt. I have changed the name of my restaurant three times 
because my customer avatar changed.

Stop
Stop. Seriously. Do you have your three pillars down? Don’t turn the 
page until you can honestly say you’ve done the work here. There are 
almost no words strong enough to impress on you how important 
this piece of your business is. When you feel you have nailed your 
three pillars, your marketing will produce results, your employees will 
have confidence to execute, and you will create amazing customer 
experiences. This is everything. You market with it, delegate with it, 
systemize with it, and scale with it. The pillars are a thread throughout 
the rest of the principles in this book as well as a lens through which 
to make every decision. We won’t stop talking about the three pillars 
here. They will come up in every single chapter, and your knowledge 
and understanding of them will deepen. Once you have your three 
pillars down, you can stop wasting time, money, and effort. You can 
read on to all of the other fundamental principles in this book and 
be able to implement them tenfold because you have a clear vision. 
You’ll be ready to scale and take everything to the next level. But first 
you need to get honest with yourself: Why are you doing what you’re 
doing? When was the last time you stopped and thought about that? 
That’s where you start. Whether you’ve been at this so long that you’ve 
lost passion for your business or you’re just beginning, start here and 
don’t move on until you’re 100 percent sure you’ve nailed your three 
pillars and they resonate deep within you and everything you do. After 
you do that, you’ll be unstoppable.
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 Action Steps
1. Start with three words that you think might be your pillars. 

Look at those words and then list ten more. Don’t be afraid 
to whip out your thesaurus if you need to. Choose three to 
start with as your pillars.

2. Answer this question: Why do I do what I do?

3. Answer this question: What kind of experience am I trying 
to create for my customers?

4. Answer this question: Who is my ideal customer avatar? Who 
do I serve?

5. Interview customers about your business. Ask them why they 
buy your products or services. Ask them about their experi-
ence with you. What comes to mind when they think of the 
brand?

6. Interview employees. Ask them what it’s like to work for you. 
Why do they work for you? What comes to mind when they 
think of the products and services? What is the experience 
they create for customers?

7. Does your marketing relate to your three pillars?

8. Do your employees understand your Y?

Again, stop. Don’t move on until you fully understand this part. Reread 
the chapter if you have to. Do the work. Then move on. Let’s do it.




