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THE CHAPTER COMPANION

The chapter companion

This companion is for the moment a passage stays with you and you want to think a little further. It follows
all seventeen chapters of Infinite Upside, with questions, connections and small exercises to use alongside
the book.

You do not need to complete it in order. After a chapter, choose the question that produces a real answer, an
objection or a conversation. Leave the rest. Some prompts concern a company; others concern work, a
household, an interest or how a person spends a day. Use the setting you actually know.

A useful way to begin

Keep two kinds of notes: what you understood differently, and what you still disagree with. When a result
appears successful, ask which part of the original decision the result supports. When a choice looks troubling,
consider what the person knew and could use at the time.

For a discussion, agree which chapters everyone has read. You can use imagined examples instead of
disclosing private finances, health or family experiences. There is no answer key. The point is to make a
distinction clear enough that it changes how you think.

If you want a shorter route, choose a reading path. For a group meeting, the book-club plan provides a
sequence and room for disagreement.

Notes
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CHAPTER 01

The Car I Still Love

Before asking what a passion could earn, ask which part of it you actually enjoy. Designing a product,
practicing a craft and being available whenever a customer needs something are different jobs. A person can
want one without wanting all three.

Pay attention to the Camaro. It does not win a comparison of everything the author could drive. Its
importance comes from a particular wish that survived greater access. That gives the opening a more
interesting question than whether an expensive purchase is sensible: when does having more stop improving
the thing you wanted?

Talk about it. Would the business still appeal if someone else chose the hours, the standard and the
deadline? Which part would you want to remain yours alone?

Try this. Take one activity you enjoy and write two descriptions: a good afternoon doing it, and a normal
working day selling it. Include the ordinary administration in the second. The differences are worth knowing
before deciding whether the trade is attractive.

Keep that protected afternoon in mind when you reach Chapter 17. The book returns to pleasure that does
not need to become productive.

Notes
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CHAPTER 02

What My Family Gave Me

This chapter makes responsibility personal before it becomes organizational. Consider what a family
standard asks of someone who is capable. Does helping mean doing more yourself, making someone else
more capable, staying available, or choosing carefully among those demands?

Notice two kinds of account in this chapter: a story passed down about his grandfather’s early life, and a
scene Sheth remembers from his own childhood. Note what he can describe directly in each. Does the
difference change how you read the family’s idea of responsibility, or what you would want to ask about the
earlier story?

A financial contribution and a family’s influence are different things. In Chapter 5, Sheth distinguishes the
financing he arranged and owed from the advice, encouragement and support his family gave. What would
disappear from your account of someone’s progress if you recorded only financial contributions?

The account of mathematical ability introduces a different limit. Seeing something clearly is useful only if
another person can understand enough of it to participate. More expertise in the original skill may leave the
missing communication skill untouched.

A question worth sitting with: what ability of yours becomes less useful at the point where it has to reach
another person? The answer might concern explaining, listening, teaching or following through. It need not
be a failure of the original talent.

Choose a recent conversation that did not land. Describe what you intended the other person to understand,
what you actually explained and what they may have needed first. Resist writing a better argument until you
have considered whether you were answering their question.

Later, Chapter 8 puts a harder test on the idea of carrying responsibility. Keep your first definition. See
whether the hospital stay changes it.

Notes
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CHAPTER 03

Learning to Run Someone Else's Business

A smooth service often hides the work that made it smooth. Read the restaurant passages from the
employee's side as well as the manager's. A demanding shift may reveal admirable effort, inadequate
preparation, or both.

Take one failure in a service you know: an incorrect order, a missed appointment, a delayed delivery. Before
choosing a remedy, distinguish willingness, skill, information and available capacity. A more forceful
instruction cannot supply a missing person or make an impossible schedule feasible.

For discussion: when does praising someone's ability to cope become an excuse for leaving the cause of the
problem alone? What evidence would help you distinguish an extraordinary day from a recurring condition?

Trace one customer promise backward. Write what must be prepared before the customer arrives, who
notices a change in demand and who can respond. You may find that the person receiving the complaint has
little authority over the condition producing it.

The early jobs also complicate an easy account of later success. They matter as experiences of being
accountable to customers and coworkers. Ask which understanding would have been difficult to acquire by
studying only the owner's figures.

Notes
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CHAPTER 04

The Door That Opened

It is easy to give a disappointing event a neat meaning after knowing what followed. Try reading this chapter
without borrowing the author's later information. At the moment the original plan changed, what was
actually available to choose?

The UCSD story also makes a useful distinction between meeting people and treating them as a collection of
potential uses. Relationships acquire substance through participation and conduct. A useful introduction
later on does not have to be the reason the relationship began.

Discuss the difference. How would you choose where to spend time if you could not predict which person
would become important? What could you contribute or learn there before any commercial opportunity
appeared?

The rental property introduces a less romantic part of beginning. Getting into an asset and living with it are
separate decisions. Notice the attention and recurring money needed after the purchase.

For a decision of your own, write what the first milestone would leave you responsible for the following week.
If the milestone is buying, being accepted, launching or getting hired, include the ordinary obligations that
begin rather than end there. That is a fuller description of the opportunity.

Notes
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CHAPTER 05

One Car, Two Loans

Follow the down payment back one step. It is easy to treat money contributed to a purchase as a settled part
of the story. Here, its source creates another claim on the same person's resources.

The transport decisions add a second kind of connection. A choice can use less cash today while costing more
over time. Knowing the more economical option does not make it available when its supplier needs payment
immediately.

Bring a real distinction to the conversation: when have you removed a cost, and when have you
merely moved it into your time, another asset or a later date? Avoid judging the past choice solely by the
alternatives available now.

Make a short private list of what an operation receives from its founder without an invoice. Include
introductions, guarantees, explanations and availability alongside visible labor. Then choose one
contribution and ask what replacing it would require. A title on a hiring plan may not be enough.

The chapter's sales passages belong in the same picture. A sale makes a promise that someone must keep.
What would have to change in the offer if the person selling it also had to explain every ordinary exception to
the customer?

Notes
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CHAPTER 06

Buying a Business That Was Losing

Keep three things in view while reading: what the assets might be worth, what they contribute while retained,
and when a sale could actually provide cash. Those questions can point toward different choices.

The turnaround is also a test of whether a smaller operation can still deliver. Removing a location or position
does not remove the work it quietly performed. Before deciding a cost was unnecessary, find out where its
responsibilities went.

Choose a disagreement: should an owner accept a lower sale price to buy more time? One reader may
emphasize value given up; another may emphasize the next payment. Ask each to name the missing fact that
could change their view.

For a decision you are considering, draw the period between commitment and improvement. Include
transition expenses and the earliest date each saving can begin. Mark the weakest point during that period,
rather than looking only at the ending balance.

The existing acquisition reading follows the transaction. This companion asks what the result cannot tell you
on its own. When you reach Chapter 13, revisit the timetable as one judgment among several, not as a verdict
on the entire deal.

Notes
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CHAPTER 07

Trust, Money, and Control

Two reports can agree because both leave out the same event. That possibility makes this chapter more
demanding than a general argument for checking the numbers.

Follow one ordinary transaction through the customer's agreement, the use of an asset, payment and receipt.
Each establishes something different. A useful record allows someone other than the original participant to
understand an exception without guessing at that person's motives.

Consider both sides. What would a trustworthy employee need to show that a refund or discount was
authorized? What event could remain missing even after the recorded totals reconcile perfectly?

Choose one ordinary service process you are entitled to examine. Make a row with four entries: what was
promised; an independent trace that the work happened; the amount due or received; and the person who
resolves a mismatch. If every entry comes from the same file, mark that dependence. A second total is not
necessarily a second view.
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CHAPTER 07 / CONTINUED

Ability and intention answer different questions

Return to the passage comparing ability and intention, and continue through the qualification about a
responsibility someone cannot safely perform. Keep the comparison and its limit together.

Make two annotations in your own notes. First, name something demonstrated competence could establish
about a particular task, then identify the claim about a person's intentions that does not follow. Second,
explain why willingness to learn does not itself establish readiness for that responsibility. Keep that second
annotation beside Sheth's preference for helping a willing person improve.

Now read a short invented practice record. Morgan correctly completes a supervised practice pack against
the current contents list. In a later practice, Morgan notices using an older list and reports the mistake before
handing the pack over. Both exercises use sample materials; no customer is relying on the result.

Keep both facts in your note: the older list was used, and Morgan reported it. The report does not erase the
error. The error does not establish a dishonest intention. The first successful pack shows what Morgan did on
that supervised occasion; it does not settle readiness for every packing responsibility.

What remains untested? Can Morgan find the current list and check a new practice pack against it without
prompting? Keep the exercise supervised, using sample materials. Write what that practice would need to
show, not a prediction about Morgan's character.

Return to your annotations. Have you kept ability, the conduct actually observed and the capability needed
for this responsibility distinct? Leave one capability question open if the supplied observations cannot
answer it.

Do not let the discussion stop at whether people deserve trust. The later question is how an organization can
grant real responsibility without losing visibility. Compare this chapter with Chapter 10: one experience
could encourage the owner to hold more tightly, while another shows why keeping everything with the owner
would be a serious loss.

Notes
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CHAPTER 08

When I Couldn't Keep Going

Read the hiring problem carefully. The company needs another person's capacity at precisely the moment the
founder has less capacity to explain the job. Recruitment and learning also use money before they restore the

operation.

The chapter asks a question that applies to much more than an emergency loan: what will be different after
the next contribution is used? Extra money or effort can complete a change, bridge a delay, or sustain the
same unresolved condition. Those are different reasons to continue.

For a private reflection: name one recurring responsibility that people bring to you because you
remember its history. What would another capable person need to know, access and decide before they could
finish it? Do not assume they need to become you.

Discuss where responsibility ends and an expectation of unlimited availability begins. A founder can care
deeply and still have a finite body, household and borrowing capacity. Which parts of the plan acknowledge
those limits, and which simply assume they will not become inconvenient?

Return to the standard of broad shoulders in Chapter 2. Preparing someone else to carry a responsibility may
be one way of honoring it.

Notes
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CHAPTER 09

Growth Through Contracts

Instead of beginning with the size of the fleet, begin with a map of the parties. Who owns the asset, who can
promise its availability, who brings the customer, who collects and who has to pay when another person is
late?

The same money may pass through an account without belonging to the operation. Compensation may also
arrive as an ownership interest rather than a bank receipt. Keep those differences visible before comparing
arrangements.

A useful debate: when is giving a distributor a substantial share worthwhile? Compare the distributor with
the actual work, cost and time of replacing it. Comparing its share with zero selling expense would answer a
different question.

Then examine the next addition. What happens if the team can manage three more assets but the fourth
requires another person? The current average may be a poor description of the next step.

Draw a simple arrangement of your own using an owner, operator and distributor. Write each party's
contribution and one obligation that survives a weak month. You do not need to choose percentages. The first
task is to discover which questions a percentage leaves unanswered.

The existing contract reading provides the book's context; Chapter 12 changes the question from what the
company earns to what its owner can use.

Notes
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CHAPTER 10

The Company Kept Going

The director's response shows the value of a person who can act without transferring every difficulty back to
the founder. It also leaves an organizational question: why did a capable person have to cross into a gap?

Choose one decision a team member should be able to finish. What information is available to them? What
may they authorize? If the ordinary limit is exceeded, who is reachable while there is still a useful choice?

Discuss the owner's response. If a reasonable decision differs from the one the owner would have
preferred, what should happen next? A disagreement in taste is not automatically poor judgment. A lucky
result is not automatically good judgment either.

Write a handoff for an unfinished commitment. Include what has been promised, what has happened, the
next deadline and the evidence that will show completion. An approval is a stage in that account, not
necessarily its ending.

Finally, consider the capable employee's life. Good pay can recognize an extraordinary contribution without
making an indefinitely overloaded role sustainable. Ask what support would let that person keep doing good
work without becoming the new person whom everyone has learned to wait for.

Notes
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CHAPTER 11

Getting My Life Back

Progress can be real before it restores the former best. Read for what renewed capacity lets the author do,
rather than treating recovery as a score that counts only when it reaches an earlier standard.

The wedding and housing choices also make money concrete. Something worth paying for may improve
participation in ordinary life. It does not have to outperform another investment to have a purpose.

For discussion: what important part of life would you stop postponing if it did not have to wait for every
surrounding problem to be resolved? A smaller version may be meaningful now without replacing the larger
hope.

Choose one recent gain and describe it through an activity it makes possible. More comfortable travel, a
manageable routine or time with someone can be a useful answer. Then decide when you will actually use
that gain. Otherwise it can disappear into the next demand.

The chapter's interest in longevity carries the same question forward: more time for what? Keep the
discussion with the experiences, relationships and pursuits someone hopes to remain able to enjoy.

Pair this with the closing chapter, where having time and being present finally meet.

Notes
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CHAPTER 12

What Ownership Pays For

Begin with where the money is. Cash in the company, cash available for distribution and money the
household can spend after its own obligations are not interchangeable.

The chapter's connected examples are worth reading as a whole. A home purchase, an expansion and an
operating reserve can each look affordable when the same money is silently assigned to all three. The
collision becomes visible only when the commitments share one calendar.

Ask the group: what does a reserve permit someone to decline? Its usefulness may appear in a decision not
to borrow, sell or accept bad terms, rather than in an impressive yield.

For a private exercise, give each available pool of money one owner, one purpose and one earliest usable
date. Mark any amount that has already been promised elsewhere. You can use invented figures if you prefer;
the distinction matters more than the balance.

When the chapter turns to selling shares, follow the payment rather than the headline. Does the company
receive it, does the owner receive it, or do both? Then ask what rights accompany the new investor. A
percentage is not a complete account of what changes after the money arrives.

Notes
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CHAPTER 13

Choosing the Next Bet

A successful result can contain an excellent insight, a weak timetable and a favorable circumstance. Read the
return to the acquisition with those judgments separated. Which deserves to be repeated, and which would
you change?

The expansion example offers a second discipline: ask what the test actually tested. A service using spare
capacity can work without proving that a separate operation, with its own fixed costs, will work.

Before discussing the result, write the decision. Choose a small trial and name the next commitment
it is meant to inform. Before seeing the result, finish two sentences: “I would go further if...” and “I would
change or stop if...”. List one cost or condition removed from the trial that would return in the intended
operation. If the result could never change the choice, what is the trial doing?

Invite a concrete objection. Someone who sees a route, staffing or price problem is more useful than someone
who merely says the idea is risky. The objection still needs a basis; disagreement is an input to judgment, not
an automatic veto.

Finally, separate persistence from repeating the same funding request. What can the next month of support
accomplish that the last month could not? A smaller useful operation may be a worthwhile outcome. A large
project may genuinely require a large first stage. The chapter asks the reader to examine the difference rather
than adopt one rule for both.

Notes
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CHAPTER 14

The Land Deal

This chapter rewards a map of rights and dates. Ownership, a right to buy later and a lease permit different
actions. Treating them as one position makes the deal simpler to describe and harder to understand.

Read the seller's financing as time supplied on particular terms. What must happen during that time? Which
obligations continue even if improvements or refinancing take longer? An attractive later value does not by
itself answer an earlier payment date.

Discuss the fallback. If a plan depends on selling, assigning, extending or refinancing, where does that
possibility come from? Is it permitted in the agreement, dependent on a new person's decision, or merely
hoped for?

Make a calendar for an agreement you can safely examine, or invent a modest example. Separate payments,
option deadlines and maturity. Mark one decision that needs to begin well before the date money is due.

Look again at the lease between companies. A payment received by one can still be a payment funded by the
other. What has the combined undertaking gained, and what remains for customers or investors to fund?

Use the existing land reading for the transaction's distinctions. Here, the larger question is how changing an
arrangement creates an opportunity without removing its obligations.

Notes
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CHAPTER 15

Macau of the Americas

Read the destination from the visitor's position. A person making a short stop, someone staying several
nights and a resident need different things. They may reach the same island without supplying demand to the
same businesses at the same time.

The hotel's capacity example is an invitation to question averages. Guests cannot always move their plans to
the quiet day that makes the spreadsheet work. A smaller opening can reduce costs and still leave too much
of the intended experience unavailable.

Design a complete first offer. Choose a service you understand and follow its first customer from arrival
to completion. Write the steps in order, with the person, equipment and information each needs. Mark
anything that will not be ready on opening day. Can the customer still finish what was promised, or has the
smaller offer removed something essential?

For a group conversation, divide attention among customer, employee, supplier and operator. Each person
should name one dependency the others might overlook. Then bring the dependencies together. Do all the
dates still fit?

Keep the stages in the book distinct. Plans, provisional approvals and financing still being organized belong
to a developing project. Ask what must become true next, and who can make that happen.
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CHAPTER 15/ CONTINUED

Read commitment beside the choices still open

Near the end of Chapter 15's discussion of the first opening, a strong statement of commitment follows an
examination of spending choices. Read those passages together, continuing through the ordinary operating
work the author expects to carry for years.

Make two notes in your own copy. In the first, describe what the commitment passage asks him to accept.
Keep its time, responsibility and difficult analysis in view. His list of drainage, deliveries and maintenance
makes the commitment more specific than an opening date.

In the second note, choose one spending decision in the preceding passage. It distinguishes infrastructure
that could support several versions of the destination from a building suited to one use. Explain why their
timing may differ. The passage places that examination before signing; it does not say an existing
commitment can simply be reversed.

Now test a proposed reading: full commitment means making every project expenditure irreversible
immediately. Which part of the commitment passage might lead a reader there? Which choice in the
surrounding discussion would that interpretation have to account for?

You may read the passages as complementary: accepting a substantial responsibility includes examining how
to carry it. You may still find a tension between the force of the commitment and the choices being
considered. Either interpretation needs to explain both passages. The later statement should not erase the
preceding analysis; the analysis should not turn full commitment into enthusiasm that lasts only while the
work is convenient.

Finish with one sentence naming the accepted responsibility and one execution decision that still needs
analysis in the passage. Keep any unresolved tension beside it. For the separate practical question of what a
delayed stage keeps spending, follow the worked comparison of a staged opening.

Notes
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CHAPTER 16

A Company That Can Think

Define completion before evaluating speed. A useful draft, an authorized message sent to the right person
and a decision carried into an operation are different outcomes. A fast beginning may leave most of the work
with the user.

Choose a recurring process you know. Include preparation, checking, correction and follow-through when
comparing time before and after automation. The capacity released is worth considering even if payroll stays
the same. What will someone be able to do with it?

Take the editing story seriously. Which improvement could make an individual passage more complete
while making the book less worth reading? Name something that should survive every proposed change.
More is easy to produce; preserving the experience requires judgment.

The chapter’s case for universal basic income brings another scale into view. Helping a team work faster and
helping people adapt when work disappears are different tasks. Which questions would a proposed income
floor still need to answer about funding, existing support and the goods people need to buy?

The chapter also asks how context stays current. A polished answer based on an old agreement can be
internally consistent and wrong for the decision. Identify one fact whose change should cause related work to
be reconsidered.

For discussion, separate what a system can do from what it is authorized to do and what someone has
verified it finished. Then ask the human question at the end: if the tools release time, how much of it will
remain free?
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CHAPTER 16 / CONTINUED

Follow the work when the tool names change

An unfamiliar product name need not stop the reading. Chapter 16 dates the setup it describes and says that
the roles overlap as products improve. Keep the names attached to that account, then follow the
responsibility each has been given.

For a second pass, choose just the handoff from agreement research to the financial comparison in the
vehicle example. In your own notes, name the assigned system, the terms it can establish and what the next
stage needs to receive. Keep an unresolved condition beside the result rather than turning it into an answer.

Now write a sentence about that handoff without using a product name. One possible note is: the research
supplies the applicable terms and the remaining contractual question for the proposed addition; preparing
that information does not authorize a new commitment. Check the note against the passage. Has leaving out
the name also removed the evidence, the uncertainty or the limit on what may happen next?

Then read the later passage about keeping records separate from the model. Which agreement, reporting
period and decision would a replacement need to find? The responsibility remains to be carried; the account
does not establish that any replacement could perform it equally well.

Bring both notes to a discussion: the named assignment in the memoir and your description of the work.
Someone who knows the product may recognize a capability question you missed. Someone who does not
can still examine whether the handoff gives the next stage enough to proceed. Return to the chapter wherever
your shorter sentence has made the work look easier than the account does.

Notes
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CHAPTER 17

Enough to Enjoy, More to Build
The ending does not ask the author to lose interest in building. It asks what must remain possible while he

builds. That is a more exacting question than deciding whether ambition is good or bad.

Notice how little the day at the game needs to prove. It does not have to generate a deal, improve a metric or
establish that every difficult problem is resolved. The people and the occasion can be sufficient.

Return to your first notes. At the opening, what did you think the Camaro was doing in this book? Has
the answer changed? Consider whether the object matters because it is exceptional or because the
relationship to it remains personal.

Choose one thing already available in your life that the next milestone was supposed to improve. What would
it take to enjoy some of it now? The answer may require a clearer handoff, a smaller commitment or leaving
an interesting but nonurgent question unanswered for a day.

A final group question: when someone close needs you, which contribution are they asking for? Money,
energy and presence can each be generous. They cannot always stand in for one another.

Leave with one choice worth revisiting, rather than a promise to transform everything.

Carry a question into the next reading

The book's ideas meet in places that are easy to miss on a first pass. Follow the connections across chapters,
or use the decision notebook to examine one choice without turning the whole book into a checklist.

Notes

InfiniteUpside.Org/readers-guide 23


https://infiniteupside.org/readers-guide
https://infiniteupside.org/readers-guide/connections
https://infiniteupside.org/readers-guide/decision-notebook

INFINITE UPSIDE Reading companion

READ TOGETHER

A book club with something to discuss

A good discussion does not need everyone to admire the same decision. It needs enough shared context to
find out why their judgments differ. This plan follows Infinite Upside through six conversations, from the
appeal of ownership to what a person wants the resulting choices to make possible.

Read the assigned chapters before each meeting. Groups can divide a meeting over two occasions or combine
sessions after finishing the book. Set the pace to suit the group. Use the chapter companion when a particular
passage deserves more attention.

Before the first meeting

Agree that nobody needs to disclose private finances, a diagnosis, an employment dispute or a family
difficulty. A reader can use an invented situation or discuss only the book. Decide whether later chapters are
open for discussion; if people are still reading, keep the conversation within the agreed range.

A simple opening works well: each person names one decision they understood differently after reading and
one they remain unconvinced by. Ask them to locate the part of the chapter that affected their view. A strong
opinion is a beginning, not the whole contribution.

For each meeting, select two or three questions. Let a specific disagreement run further instead of rushing to
finish the list. End by asking what information or experience would change someone's mind.

Keep personal experience optional

Give the group a question that someone can answer from the chapter. For Chapters 8 and 11, a reader can
discuss what the author needed, what another person supplied or how an improvement changed his day.
Nobody needs a comparable experience to contribute.

For example, begin the recovery discussion by asking which gain changes an ordinary activity in the written
account. One reader might notice the ability to travel. Another might notice the author comparing progress
with his former best. Ask them to show where the chapter supports their different emphasis.

Somebody may want to connect the passage to a time in their own life; another reader may prefer to keep
following the author. Give either person a substantive part in the conversation. Finding the passage, tracing
the order of events or explaining why a comparison matters is useful work in the discussion.

Suppose a reader says, “I'd rather stay with the book.” Continue with the question already on the table. You
can ask which change another reader noticed, or return to the paragraph together. An explanation for
passing is unnecessary.

If someone volunteers a private experience, let them choose how much of it enters the conversation. The next
question can return to the chapter: how does this passage change the group's view of what the author was
trying to preserve? There is no requirement to invite a matching story from everyone else.
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Keep a reader's account of their own life separate from a claim about the text. You can accept that a passage
affected someone strongly and still examine whether a proposed interpretation accounts for the chapter's
details. Equally, somebody can question the author's choice without being asked to prove they have faced the
same difficulty.

The family chapters offer another way to practice. Ask what the grandfather's example means in the author's
account, then examine how the closing returns to family. A participant can compare those passages even if
they do not want to describe their own family. A volunteered connection can enrich the conversation while
the shared reading remains available to everyone.

Before moving on, invite one observation the group can take back to the passage: a detail overlooked, a
comparison that changed or a question still open. The short reading practice gives everyone the same
invented scene to discuss.

Notes
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CONVERSATION 01

The attraction, and the job behind it

Read: Chapters 1-3, from the Camaro to the early jobs.

The opening places pleasure, capability and responsibility beside one another. Ask the group to distinguish
loving a product from wanting the job of delivering it. Then consider the skills needed to make personal
ability useful to somebody else.

» What would have to remain outside the business for driving to keep its earlier place in the author's life?
Could that have been protected without giving up the business?

» The family standard encourages a capable person to carry more. Does that change how you read the
restaurant passages, where employees may be coping with conditions they did not create?

« In the account of communication, what does explaining a good answer require beyond having it? Where
might a listener know something the person with the answer has missed?

Leader's note: Resist turning the grandfather into a slogan or the early jobs into inevitable preparation for
later success. Ask what each experience meant in its own setting. People can disagree about monetizing an
interest without one side being less ambitious.

Close with: one activity someone would willingly keep as a pleasure, and one responsibility they would
gladly make part of their work. Neither needs a defense.

Notes
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CONVERSATION 02

Opportunity meets the payment calendar

Read: Chapters 4-6, from the changed university plan to the acquisition.

Separate what later worked from what could have been known at the time. The personal route changes, the
first car links two loans, and the acquisition puts asset value beside a narrow period for action.

« At what point does a relationship have enough substance to support a commercial commitment? What
does the UCSD account suggest that a list of useful contacts would miss?

« Compare a cross-country drive with paying for transport. Which cost arrives now, which arrives later and
which is supplied by the founder? Does knowing the eventual cheaper choice settle the immediate one?

« Suppose a vehicle sale would bring a better price after a delay. What would you need to know before
deciding whether to wait? Try answering from the owner, employee and customer positions.

* A cost is cut from the accounts. What question should the group ask before calling it a successful saving?

Leader's note: Keep the invented acquisition calculation distinct from the actual purchase account. For the
layoff discussion, leave room for both the company's survival problem and the effects on people losing work.
One does not make the other disappear.

Close with: a fact that would have been more useful before commitment than after a favorable outcome.

Notes
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CONVERSATION 03

Trust that does not make everyone wait

Read: Chapters 7-10, covering records, the first surgery, contract growth and the director's response.

This is a deliberately longer reading block. If the group prefers, divide it after Chapter 8. One conversation
can examine the dependence the company had accumulated; the next can examine how responsibility
becomes useful in somebody else's hands.

« Why might perfectly matching records still fail to reveal a missing transaction? What would an
independent view need to establish?

» What did the hurried hiring need to transfer besides tasks? Which part would have been difficult to provide
during recovery?

« How can an owner give a capable manager real freedom without treating trust as a reason to stop looking at
what happened?

» The director handled a serious problem exceptionally. What would be an inadequate organizational
response even if the person received excellent pay?

» Compare the broker's promise, the manager's authority and the customer's expectation. Where does an
agreement create a clear duty, and where does it still depend on someone being able to perform?

Leader's note: Discuss the design of responsibility rather than turning named wrongdoing into the
meeting's entertainment. Ask each participant to distinguish a restriction that protects the company from an
approval that merely preserves the owner's habit.

”, @

Try one disagreement three ways. “We do not know whether the other party can pay”; “The payment
would not cover the work we would have to do”; and “Even if it paid, I would not ask an employee to accept
that condition.” Make the disputed condition explicit, then ask what could change each judgment. A missing
record, a revised payment and a different allocation of responsibility answer different concerns. Would the
last objection remain if the figures improved?

For a practical exercise, use Who carries the agreement? to follow an invented booking through six roles,
then test a late change. Let each participant account for a different person’s work before deciding what can be
promised.

Close with: a responsibility that would be genuinely handed over only when somebody else could finish it.

Notes
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CONVERSATION 04

What the money is for

Read: Chapters 11-12, on recovery, household choices and ownership.

Read the financial examples alongside the ordinary activities the author wants to enjoy. A home or
distribution can serve a life without being the highest-return use of capital. That still leaves the question of
what money is genuinely available.

« How does recovery alter the meaning of progress? What disappears from view if the only comparison is the
author's earlier physical best?

» What is the difference between choosing to reinvest and assuming all retained money has already been well
invested?

» Where can the same reserve be promised twice? What changes when the company and the household need
help in the same period?

« If an investor supplies money, who receives it and what authority changes hands? Why might two similar
announcements describe very different outcomes?

Leader's note: Keep discussion of health with the text, rather than inviting diagnoses or recommendations
for other readers. The financial figures are illustrative assumptions, not a test of participants' private
circumstances. No one needs to say how much money they have.

Close with: one useful thing wealth could accomplish that would not be well described by a financial return.

Notes
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CONVERSATION 05

Ambition with a sequence that can work

Read: Chapters 13-15, on the next bet, the land agreement and the destination.

These chapters connect a proposed future with the obligations needed to reach it. Read for the difference
between a smaller complete offer and a small version that has removed the very difficulty it needs to test.

« When a trial produces encouraging results, which costs or constraints will return at the next stage? Could
the trial justify remaining smaller?

» What changes when a possible exit is prohibited by an agreement? Which part of the financing plan must
become stronger as a result?

« A hotel has capacity over a month, but guests want the same nights. What does that reveal about using
averages in other kinds of plans?

« Can each participant describe one dependency from a different position: guest, supplier, employee,
investor or operator? Do those positions imply compatible opening dates?

« What would count as useful disagreement with an ambitious plan? What would make a skeptical objection
weak?

Leader's note: Keep the book's development targets and financing stages in their stated context. Ask which
stage has been reached and what still needs to happen. That is more useful than a room agreeing that very
large projects are either inspiring or risky.

Close with: one piece of evidence that should be sought before the largest irreversible commitment.

Notes
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CONVERSATION 06

Faster at everything, with room left for life

Read: Chapters 16-17. Bring back your notes from the opening.

The technology chapter returns to familiar operating questions: current information, bounded authority,
handoffs and what counts as finished. The closing asks what the resulting capacity will actually leave
available.

» Which part of a task is left unfinished by a fast first answer? What would its user need to receive before
calling the work done?

 The manuscript accumulated individually reasonable improvements until the experience was worse. What
should an editor protect that cannot be evaluated one sentence at a time?

« How would you compare time saved if checking and correction remain? What might a team do with greater
capacity before any expense falls?

« The chapter supports universal basic income while defending business enterprise. What would a transition
policy need to do for someone whose old job disappears? Keep its funding, existing support and the supply
of essential goods in view while discussing the proposal.

« What does the day at the football game add to the idea of success? Would the ending mean the same thing
without the opening's Camaro?

« Did the book change what you would delegate, retain, buy, decline or leave alone? Which answer remains
unsettled?

Try the editing question
Both passages are invented. The program lists Nina at 7:30.

A. Nina checked the program: her name, seven o’clock. Behind the hall door, she could hear chairs scraping.
Luis had asked for the front row so he could watch her feet work the pedals. Through the crack she found his
empty chair. She rubbed one thumb across the other. Then the door at the back opened.

B. Nina checked the program: her name, seven thirty. This was her first public recital, after two closed
rehearsals. Behind the hall door, she could hear chairs scraping. Her younger brother, Luis, had asked for the
front row so he could watch her feet work the pedals. He usually heard her practice from the kitchen.
Through the crack she found his empty chair. She rubbed one thumb across the other. Then the door at the
back opened.

Keep the program’s time accurate. Which other changes would you keep, move or leave out, and why? You
may prefer B as written. Put your choices into one passage and read it again. What is easier to follow? What
do you want to know next?
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Leader's note: There is no need to end with a pledge from every reader. Someone may leave with a better
question or a sharper disagreement. Do not let product comparisons displace the chapter's concern with the
actual work and the life around it.

Close with: something already worth enjoying, without first making it useful to the next project.

If your group meets once

After everyone has read the book, choose one shared question and agree on three chapters to revisit before
the meeting. The plan below allows ninety minutes. Use the times as a guide; a disagreement worth pursuing
can take longer than its slot.

For a conversation about the life around the company, choose Chapters 1, 8 and 17. The opening separates
enjoying cars from running the business around them. The recovery makes the company's dependence on the
founder consequential. The closing gives attention to a day that can belong to family while there is still more
to build.

For a conversation about making an ambitious plan workable, choose Chapters 6, 13 and 15. Keep the
acquisition's payment calendar beside the trial that needs to inform the next commitment, then the first visit
a development must actually deliver. These are different circumstances; the question is which part of an
attractive future still has to be made possible.

Before people arrive

Send the chapter choice and the shared question, rather than a long question list. Ask each reader to bring
one passage that complicated their first judgment. They can mark it in their own book; nobody needs to
circulate chapter copies. The leader should also choose a passage where the proposed reading could be
challenged.

Make room for people who remember an episode differently. Finding the passage together is more useful
than letting the most confident recollection settle the matter. The earlier agreement about private disclosures
still applies: nobody has to turn their finances, health or family into the group's example.

A ninety-minute conversation

1. First ten minutes: find the disagreement. Invite readers to name the passage they brought and the
question it raised. Choose one difference the group wants to understand. Begin with a passage from the
first or second chapter in the chosen path; keep the third for the later comparison. Keep the remaining
passages available rather than trying to discuss every nomination.

2. Next twenty minutes: recover the actual choice. Return to the selected passage and its surrounding
account. What could the person decide then? What did they know, what had they already promised and
what depended on someone else? For the life path, ask which business responsibilities remained even
when the author could not carry them. For the ambition path, identify the payment or service condition
that could prevent the proposed future.

3. Next twenty minutes: give another position its own account. Choose an employee, customer,
family member or other party present in the passage. Separate what the text establishes for them from
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what a reader imagines. What question might they need answered that the owner's explanation has not
answered? Leave that question open if the book does not provide the information.

4. Next twenty minutes: let the later chapter change the reading. Bring in the third chapter from
the chosen path. Does it change the original decision, the information now available or the purpose the
reader gives to the result? In the life path, ask whether time made available has actually become time
enjoyed. In the ambition path, ask what a later stage needs that a successful smaller operation did not
have to supply.

5. Next fifteen minutes: test one proposed response. Choose one suggestion the group has made.
What would it change, who would have to carry it and what would remain unresolved? A different
schedule, more money, a clearer explanation and someone's presence answer different needs. If the group
cannot agree, name the fact or value on which the disagreement turns.

6. Last five minutes: keep the question worth returning to. Invite one revised judgment, a passage
to reread or an unresolved question. Passing is fine. There is no requirement to leave with a business plan
or a personal pledge.

For a shorter meeting, choose two passages before people arrive and spend the conversation on one
disagreement. Keep the move from the actual choice to another person's position, even if the later-chapter
comparison waits. A useful account of one difference is enough for an evening.

If the group chooses the acquisition, Whose story does the turnaround tell? offers an invented case for
separating a company's recovery from a former employee's later position. Use it when that question helps the
discussion; the original chapter remains the shared reading.

After the discussion

Keep the distinction that changed the conversation. Use the connections across chapters to follow it further,
or the decision notebook for a private choice. The next useful step can be smaller than another meeting.

Notes
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WRITE AND RETURN

A Decision Notebook

Record a choice before you know the result. Later, return to the same page to compare what you expected
with what happened.

This exercise draws on the book's attention to cash timing, responsibility, useful disagreement and records
that survive a handoff. Use it alongside a chapter or a decision of your own.

Use a fresh page for one choice. A modest decision with a clear next step is easier to examine than a plan
containing every ambition at once.

Keep an unanswered entry visible. A blank can identify the next useful question. A confident guess written as
fact makes the later review less informative.

Decision and date

What are you deciding, and what event makes a decision necessary?

Available choices

Include a narrower version, a delay or the current arrangement when each is genuinely available.

Evidence

What has been observed? Identify the source, the period and the exact question it answers.

Assumptions and gaps

What are you expecting rather than knowing? Which missing fact could change the choice?
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DECISION NOTEBOOK / CONTINUED

Resources and timing

What money, work or capacity is already promised? What would the next step add, and when?

Other parties

Who must do something for the plan to work? What have they agreed to, and what remains a request?

Decision owner and authority

Who decides, who acts and which commitment requires further authorization?

Next review

Record a date or event, the evidence to bring and what might lead to a change.

Later result

Return here after the event. What happened, what differed from the expectation and what would you now do differently?
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AN EXAMPLE AND A RETURN

A filled example

Imagine a furniture workshop considering deliveries to a second town. This business and its circumstances
are invented. The example illustrates a decision record, not a forecast or a reported result.

Decision

Whether to promise a regular delivery day in the new town.

Choices

Accept individual deliveries at an agreed charge, offer a regular day or continue serving the present area.

Evidence

Several recent customers have asked about delivery there. The workshop has their inquiries, but has not established
whether they would buy at the proposed total price.

Assumptions and gaps

The owner expects nearby orders could share a trip. Addresses, suitable dates and the loading time are not yet
known.

Resources

The current driver also helps in the workshop. A regular delivery day could remove that help when existing orders
are being completed.

Other parties

Customers must agree to dates and charges. The driver needs a workable route and time for loading. None of those
arrangements is treated as accepted yet.

Authority and next review

The owner asks the operations lead to prepare a route and staffing comparison before the next monthly scheduling
meeting. No recurring delivery promise has been authorized.

Result

Left open. The inquiry count is evidence of interest, not a completed test of the service.

Return without rewriting the original decision

When reviewing the page, preserve the earlier expectation. Add the outcome beside it. A good result can
come from a decision that left too little room for delay; a disappointing result can reveal a problem the
original information did not settle.

Ask which assumption changed, which evidence proved useful and whether an obligation was omitted. Then
name the next decision. The point is to improve the next choice, rather than make the original entry sound
more perceptive after the event.

If resources need closer examination, use the owner-contribution inventory. If the difficulty is the period
between starting and reaching the expected operation, use the first-year worksheet. Bring the conclusion
back to this page with the person and date for the next review.
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