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M Y  P R O M I S E  T O  Y O U

YOU WILL NOT

FINISH THE SAME

This manual will not make your decisions for you. No book can. What it

will do is put the right question in front of you, at the right time, on one

clear page.

Spend one honest hour with it each week. Within a season you will know

what you want, who you need beside you, what your business really runs

on and who you are built to serve.

Every tool here is one I use with founders and business owners. Use what

works. Leave the rest for the season you need it. Do the work, and you

will not finish this manual as the same person who opened it. That is my

promise.

Alexandru
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WHY  TH I S  MANUA L

PRINCIPLES THAT
NEVER GET OLD

Tools change every year. Today a machine can write your

emails, analyse your numbers and draft your strategy. It

cannot decide for you who you want to be, what you can

carry, where you go and how big you are willing to grow.

That is leadership, and it has never been worth more.

This manual holds 32 frameworks I use with founders

and business owners. Some are mine; some are classics I

have tested and rewritten. Each fits on two pages: the

tool on the left, and on the right how to use it, a worked

example and a few thoughts that will still be true in

fifty years.

Do not read it like a novel. Use it like a toolbox. Open the

page your week needs, work with a pen, and come back in

90 days.

ONE  TH ING  TO  DO  TH IS  WEEK

Read the contents and circle the three frameworks your
business needs most right now.

Alexandru
A L EXANDRU  COJOCAR I  ·  ROME

PHOTO  0 1
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Natural light or black and white
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B E FO R E  YO U  B EG I N T H E  FO U N D E R ' S  M A N U A L

HOW THIS MANUAL WORKS
Four domains, three layers of wisdom and four rules to hold before you pick up any tool.

FOUR  DOMA I N S

SELF
PERSONAL  INTERNAL

Who am I, and who am I

becoming?

PEOPLE
PERSONAL  EXTERNAL

Who am I for others,

and who are they to me?

WORK
BUSINESS  INTERNAL

What do I truly care

about, and does it pay?

MARKET
BUSINESS  EXTERNAL

What does the world

want and need from

me?

PERSONAL BUS INESS

THREE  LAYERS  ON  EVERY  SPREAD

PR INC IPLE  ·  WHY
The bold line at the top of each framework. The law that does not
change.

STRATEGY  ·  WHAT
The drawing and the five moves: the method you can repeat.

TACT ICS  ·  HOW
The worked example, the questions and your quick note: what you do
this week.

HOW  TO  USE  I T

ONE  FRAMEWORK  A  WEEK
Pick the page your week needs. Work with a pen, on the page or on a
separate sheet.

DEC IDE  WITH  P.A .C . E .
Pause, assess, choose, execute. Every framework ends in a decision and
a date.

RETURN  EVERY  90  DAYS
Your answers will change, because you will.

FOUR  RULES  BEFORE  THE  TOOL

1
IDENTITY RULES
EVERYTHING

You will act like the person you
believe you are. Start there.

2
MASTERY IS THE WAY,
NOT THE END
There is no final level. There is
only the next honest step.

3
THE OASIS IS COMING
Every desert season ends for
those who keep walking.

4
WHAT YOU NEED TO
START IS ALREADY IN
YOU

Tools help. Decisions, courage
and character are yours.
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ON  L EAD I NG  YOURSE L F

THE FIRST BUSINESS
YOU RUN IS YOU

In my late teens I built kitchens and wardrobes to

measure. I loved the work and the clients. I did not

manage the money, the orders ran late, and my father

closed the business. The lesson took three years: the

business was never stronger than the person running it.

Years later, in 2019, I won in Classic Physique at an IFBB

competition. Nobody can lift the weights for you, eat for

you or sleep for you. Business is the same. Your team can

do many things. Leading you is not one of them.

This part is about the founder’s inner operating system:

goals, decisions, identity, focus and discipline. Start here,

even if you are tempted to skip to sales.

ONE  TH ING  TO  DO  TH IS  WEEK

Score yourself on the Five Forces before you read any
further.

Alexandru
A L EXANDRU  COJOCAR I  ·  ROME
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P A R T  0 1 S E L F  ·  P E R S O N A L  I N T E R N A L

01
SELF
L E A D  YO U R S E L F

Who am I, and who am I becoming?

Your goals, decisions, identity, energy and discipline: the founder’s inner operating system.

01 The 10-5-3-1 Goal Ladder 8 02 The P.A.C.E. Decision Loop 10

03 Be, Do, Have, Become 12 04 The Five Forces 14

05 Unbalance for the Balance 18 06 Roots and Fruits 20

07 The CEO’s Four Boxes 22 08 The M.O.S.T. Operating Code 24

SELF PEOPLE

WORK MARKET

PART  01  ·  7
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THE 10-5-3-1 GOAL LADDER
See the summit before you choose the next step. Decide where you are going in ten years, then

walk back to what this year must prove.
EXPLORASELF  ORIGINAL

1  YEAR 3  YEARS 5  YEARS 10  YEARS

SELF

PE
OP

LE

W
O
R
K

M
A
R
K
E
T

TODAY

DES IGN  BACKWARDS :  10  →  5  →  3  →  1

1 Start at the outer ring.
One sentence per domain.

2 One solid square per ring.
The priority for that horizon.

3 Walk inward, ring by ring.
Each makes the next likely.

Empty square: one goal, one domain, one horizon Solid square: the one priority on that horizon Worked example opposite →
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H OW  TO  U S E  I T T H E  1 0 - 5 - 3 - 1  G O A L  L A D D E R

F I V E  MOVES
45 minutes once a year · review every 90 days · work on a separate sheet or in your journal

1 Start at ten years. For each domain, write one sentence that would make you proud. Let the dreamer speak; don’t edit yet.

2 Walk back to five, three and one. Each horizon must make the next one likely. If a step feels too big, the ring below is
missing something.

3 Choose one priority per horizon. Which goal, once reached, makes the others easier? Fill that square. Everything else supports it.

4 Invite the critic. What could stop this? What will you stop doing this year to make room?

5 Turn year one into this quarter. One result, one weekly habit, one date in your calendar. Review with P.A.C.E. every 90 days.

WORKED  EXAMPLE Luca, 41 · accounting firm in Milan · 9 people

10  YEARS MARKET The firm family businesses in Lombardy trust first. He teaches young founders one evening a month.

5  YEARS WORK Two offices, 25 people. The firm runs a full month without him.

3  YEARS PEOPLE Two partners who lead client work and hire without asking him.

1  YEAR SELF He stops doing the books himself and protects two mornings a week for strategy.

WHAT  HE  STOPPED
Taking every small client himself.

TH IS  QUARTER
Hire one senior accountant by 31 March.

REFLECT IVE  QUEST IONS

If nothing changes, where will I be in ten years,
and can I accept that?

Which goal am I choosing because it
impresses others?

Who do I need to become to reach each
solid square?

YOUR  QU ICK  NOTE

NOTES  THAT  NEVER  GET  OLD
PH I LOSOPHY

A goal is a decision about who you
will become. The result is the proof,
not the point.

LEADERSH IP
People follow a leader who can say
where we are going and why. Clarity
is a form of kindness.

BUS INESS

Most founders overrate one year
and underrate ten. Compounding is
patient, and it rewards the focused.

PERSONAL
Write your ten-year goal for your
family and health first. Wealth that
costs them is a loss.

“When a man does not know what harbour he is making for, no wind is the right wind.”
SENECA ,  L ETTERS  TO  LUC I L I U S

PA IRS  WITH  THE  P.A .C .E .  DECISION  LOOP  (P.  10)  ·  UNBALANCE  FOR  THE  BALANCE  (P.  18)  ·  9
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THE P.A.C.E. DECISION LOOP
Between what happens and what you do there is a gap. Leaders widen it. Pause, assess, choose

and execute, and stop reacting your way through the week.
EXPLORASELF  ORIGINAL

PAUSE

Stop. Breathe. Name what
is happening.

ASSESS

Facts, options, costs,
people affected.

CHOOSE

One option. Say why.
Accept the trade-off.

EXECUTE

First step within 24
hours, then review.

DEC IS ION
Every loop makes
the next one faster

TRIGGER

1 Enter at the trigger.
Name it in one line.

2 Assess before you choose.
Write two options, minimum.

3 Execute, then loop back.
Review the result.

Write your notes inside each stage Gold stage: the moment you commit Worked example opposite →
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