
 
 

 
 
Divinity Magazine is a digital company. Digital is not about technology. Digital is about two 
things: Speed and agility. Externally to our customers and marketed internally within our 
organization. It’s about speed and agility wrapped in new business models. It’s about moving 
in one direction very efficiently and very precisely. Operational excellence at scale is the 
business equivalence to speed. Agility is the attribute or skill to sense key facts, indications, 
and market shifts and to quickly make changes and adjustments. Innovation in business is 
driven by agility. The ability to make both big and small change happen.  
 
Becoming digital is about a business building these traits and competing differently. We must 
believe in the transformational powers of data, technology, innovation, and the pursuit of 
perfection applied to all disciplines. To succeed, it is vital to take the long view.  
 
For winning, and for our mission, together we need to implement:  
 

● Efficiency: Creating better processes that yield better quality with lower costs.  
 

● Integration across disparate processes, data, systems, and ecosystems to create 
seamless capabilities.  
 

● The development of new business models and capabilities allowing us to compete 
differently.  

 
 To win in digital, we must all be deeply connected to our customers and users, because 
that’s where the insights are.  
 
Being digital is about changing and improving not just the organization but also yourself. 
Being digital is about speed and agility, not just for your customer but in how you get work 
done and collaborate as an organization. To drive permanent and lasting change, we need 
to be deliberate in the different habits we start to practice as part of this mission.  
 
Compete Differently. 
 
An appetite for change is what separates innovators from laggards, entrepreneurs from 
bureaucrats, and digital winners from digital losers. The professionals, teams, and 
companies who learn to love change, who are addicted to challenging everything about the 



status quo, are the digital winners. You must wring out the last drop of capability every single 
day until you and the organization are great. Then wash, rinse, repeat.  
 
Digital is neither the technology or the social networks. Digital is competing differently by 
leveraging new customer experiences, lean business practices, and innovative business 
models, which are powered by the convergence of a wide range of technology and computer 
science capabilities such as cloud computing, social and mobile collaborations, and artificial 
intelligence and predictive analytics.  
 
This Time, It’s Personal.  
 
Digital transformation is both the organizational change and personal change needed to 
thrive as a business or a professional in the digital era. Digital transformation is new beliefs, 
new management philosophies, and new techniques, at both the organizational and 
personal level.  
 
The personal changes needed are being a builder, writing narratives, designing metrics, 
seeking root causes, and innovating by solving a problem. You need to be much more of an 
owner or direct contributor rather than always delegating.  
 
Speed Matters. 
 
Digital equals speed and agility. Speed is operational excellence. Agility is the ability to make 
change happen. To win in digital, make everything faster and more nimble. This includes 
what you offer your customers and how you go about your work. Both inside and outside, 
you need to deliver and get things done with shorter time frames, and you need to be able to 
adapt, react more nimbly, shorten cycle times, and improve the data from the customer 
experience and processes.  
 
Digital competition is about convenience and choice for the customers, empowering them to 
choose how and when they want to do business with you. It’s about erasing steps that don’t 
add value, cut costs, improve quality, or save time. It’s about providing transparency and 
access to your customers.  
 
Divinity Magazine and all its companies will remain completely transparent about how we 
operate our organization. We will help you build your businesses, teams, and departments. 
Investing in you benefits us all.  
 
 
 
 
 
 

 
 



Divinity Magazine’s 14 Leadership Principles 
 
Divinity Magazine uses these Leadership Principles every day, in every business we develop 
and run, with in-house teams. Whether we are discussing ideas for a new project or deciding 
on the best approach to solving a problem, these are our guiding principles.  
 
The leadership principles play a key role in scaling the company by  keeping a balance of 
speed, accountability, risk-taking, and getting the right results.  
 

1. Customer Obsession 
Leaders start with the customer and work backwards. They work vigorously to earn 
and keep customer trust. Although leaders pay attention to competitors, they obsess 
over customers.  
 

2. Ownership 
Leaders are owners. They think long-term and don’t sacrifice long-term value for 
short term results. They act on behalf of the entire company, beyond just their own 
team. They never say “that’s not my job”.  
 

3. Invent and Simplify 
Leaders expect and require innovation and invention from their teams and always 
find ways to simplify. They are externally aware, look for new ideas from everywhere, 
and are not limited by “not invented here”. As we do new things ,we accept that we 
may be misunderstood for long periods of time.  
 

4. Are Right, A Lot 
Leaders are right a lot. They have strong judgment and good instincts. They seek 
diverse perspectives and work to disconfirm their beliefs.  
 

5. Learn and Be Curious 
Leaders are never done learning and always seek to improve themselves. They are 
curious about new possibilities and act to explore them.  
 

6. Hire and Develop the Best 
Leaders raise the performance bar with every hire and promotion. They recognize 
exceptional talent, and willingly move them throughout the organization. Leaders 
develop leaders and take seriously their role in coaching others. We work on behalf 
of our people to invent mechanisms for development.  
 

7. Insist on the Highest Standards 
Leaders have relentlessly high standards- many people may think these standards 
are unreasonably high. Leaders are continually raising the bar and drive their teams 
to deliver high quality products, services, and processes. Leaders ensure that defects 
do not get sent down the line and that problems are fixed so they stay fixed.  
 



8. Think Big 
Thinking small is a self-fulfilling prophecy. Leaders create and communicate a bold 
direction that inspires results. They think differently and look around corners for ways 
to serve customers.  
 
 
 

9. Bias for Action 
Speed matters in business. Many decisions and actions are reversible and do not 
need extensive study. We value calculated risk taking.  
 

10. Frugality 
Accomplish more with less. Constraints breed resourcefulness, self-sufficiency and 
invention. There are no extra points for growing head count, budget size or fixed 
expenses.  
 

11. Earn Trust 
Leaders listen attentively, speak candidly, and treat others respectfully. They are 
vocally self-critical, even when doing so is awkward or embarrassing. Leaders do not 
believe their own teams body odor smells of perfume. They benchmark themselves 
and their teams against the best.  
 

12. Dive Deep 
Leaders operate at all levels, stay connected to the details, audit frequently, and are 
skeptical when metrics and anecdotes differ. No task is beneath them.  
 

13. Have Backbone 
Disagree and Commit. Leaders are obligated to respectfully challenge decisions 
when they disagree, even when doing so is uncomfortable or exhausting. Leaders 
have conviction and are tenacious. They don’t compromise for the sake of social 
cohesion. Once a decision is determined, they commit wholly.  
 

14. Deliver Results 
Leaders focus on key inputs for their businesses and deliver them with the right 
quality and in a timely fashion. Despite setbacks, they rise to the occasion and never 
settle.  
 
 
We maintain a culture committed to its values and not just to the bottom line.  
 
 

 
 
 
 



The 14 Leadership Principles Deep Dive 
 
These principles operate together to help Midira and all its businesses grow and 
scale unlike any other company.  
 
We understand that there are really only two kinds of risk: risks of commission and 
risks of omission. The risks you take and the risks you don’t. And there is an 
essential link between risk and business growth that many individuals and companies 
overlook. Every business takes risks, but haphazard risk-taking is like rolling a dice. 
You never know what’s going to come up. We take risks with intentionality to achieve 
better results.  
 
From the owner to the receptionist, everyone in business understands that everything 
we do has a cost and a benefit. Every dollar we spend to advertise, pay salary, buy 
materials, deliver goods and services, build a website, and everything we do, should 
create more than a dollar in return. Every minute we spend working on something 
should similarly create an income worthy of the time spent.  
 
We are always testing to see what the market wants and inventing on behalf of the 
customer, even when they don’t know what they want. Risks are intentional and 
calculated.  
 
Divinity Magazine’s Leadership Principles are a set of standards all of us aspire to 
everyday. They are ingrained in our culture. They clearly explain the kinds of 
behaviors we value. They are referenced throughout our halls as a shorthand for 
doing the right thing. They are a universal approach to how we work here.  
 
A company cannot grow to its fullest potential without great leadership. Leadership is 
at the core of our business growth and deeply ingrained in the core of Divinity 
Magazine.  
 
 
The Growth Cycles and The Principles 
 

3 of the principles help Midira and its businesses grow through strategic testing:  
● Encourage Successful Failure 
● Bet on Big Ideas 
● Practice Dynamic Invention  
● Innovation 

 
3 of the principles help Midira and its businesses build for the future:  

● Obsess over Customers 
● Apply Long term Thinking  
● Understand Your Flywheel 

 
4 of the principles help Midira and its businesses accelerate its growth:  



● Generate High Velocity Decisions 
● Make Complexity Simple 
● Accelerate Time With Technology 
● Promote Ownership 

 
4 of the principles help Midira and its businesses scale:  

● Maintain your culture 
● Focus on High Standards 
● Measure What Matters, Question What’s Measured, and Trust Your Gut 
● Believe It’s Always Day 1 

 
We have invested and will continue to invest aggressively to expand and leverage our 
customer base, brand, and infrastructure as we move to establish an enduring legacy 
company.  
 

Growth Cycle: Test 
Testing is a way of life; it means encouraging all team members to try new things to improve 
the way Divinity Magazine and its companies do business. If something doesn’t work, they 
aren’t punished- they’re encouraged to examine what didn’t work and learn from it.  
 
When something works and has big potential, Midira bets big. We give everyone the tools to 
be inventive at every level. Testing makes Divinity Magazine and its businesses an 
extremely creative organization.  
 
Principle 1: Encourage “Successful Failure” 
 
Unless you take risks, invest in risks, and intentionally create opportunities for “failure”, 
you’re not growing or thinking big enough.  
 
Successful failure is what you learn from failure and how you apply what you’ve learned, and 
that makes all the difference. The process of failure, and learning from failure is when the 
most profound learning takes place.  
 
If you try something and it works, that’s great. But if you try something and it doesn’t work, 
look for ways to not only make it work but to make it worth it.  
 
Just to be clear, failure isn’t about incompetence or laziness. Failure is expected when new 
ideas or ways are tried. But we will not tolerate anything less than giving your very best.  
 

● When is the last time you used a failure as a “case study” to improve your business?  
 

 
The most impactful and under appreciated aspect of innovation is challenging common and 
long-held assumptions about how things work. When you create an alternative to these 
assumptions, expect many doubters.  



If you’re going to innovate, you not only have to be willing to be misunderstood but you must 
also have a thick skin. If you aren’t upsetting someone, you likely are not disrutping much of 
anything.  
 
We don’t make money when we sell things. We make money when we help customers make 
purchase decisions.  
 
Anytime you do something big, that’s disruptive, there will be critics. And there will be at 
least 2 kinds of critics. There will be the well-meaning critics who genuinely misunderstand 
what you’re doing or genuinely have a different opinion. And there will be the self-interested 
critics that have a vested interest in not liking what you’re doing, and they will have reason to 
misunderstand. And you have to be willing to ignore both types of critics. You listen to them, 
because you want to see, always testing, is it possible they are right? But if you hold back 
and say, “No, we believe in this vision”, then you just stay heads down, stay focused, and 
you build out your vision.  
 
Experiment, fail, rinse, repeat.  
 
Digital success depends on moving quickly and measuring the impact of changes through 
tests. It depends on identifying the right type of failure vs the wrong type of failure and 
carefully deciding how to define a test and evaluation.  
 
The better you become at creating ways to test repeatedly in small ways, the more likely you 
are to achieve big success. Think big but act small.  
 
There is a huge difference between a failure that drives learning and a failure of execution. 
The first gives you valuable data. The second wastes your time.  
 
 
Principle 2: Bet on Big Ideas 
 
Every employee needs to be prepared to meet our exacting standards. We are obsessed 
with customer experience. If you’re going to be a merchant in our marketplaces, you need to 
be similarly obsessed because we will protect customers at all costs.  
A dreamy business offering has at least 4 characteristics:  

● Customers love it 
● It can grow to a very large size 
● It has strong return on capital 
● It’s durable in time- with the potential to endure for decades 

 
Even when an idea has great potential, we start the bets small, at least in relative terms. 
When we experience success with that, we bet bigger. The more the idea pays off, the more 
we invest in it.  
 
Before we invest money in a new business, we must convince ourselves that the opportunity 
can generate the returns on capital we expect. And we must convince ourselves that the 



new business can grow to a scale where it can be significant in the context of our overall 
company.  
 
We must believe that the opportunity is currently underserved and that we have the 
capabilities needed to bring strong customer-facing differentiation to the marketplace. 
Without that, it’s unlikely we’d get to scale in that new business.  
 
Our target is always, “can we do it with low capital and high returns?” 
 
 
 
Principle 3: Practice Dynamic Invention and Innovations 
 
Failure and invention are inseparable twins. To invent you have to experiment, and if you 
know in advance that it’s going to work, it’s not an experiment.  
 
We encourage experimentation at all levels of the organization and in all departments. 
Invention is a part of each person’s job description, and it’s the one principle that helps us 
grow.  
 
Invention is something new, the creation of a product or introduction of a process for the first 
time. Innovation is when someone improves upon or makes a significant contribution to an 
existing product, service, or process.  
 
Dynamic invention and innovation means everyone’s looking for improvement, all the time. 
Look at every task and ask how you can make it better or more efficient. What can you 
experiment with that will get you better results? Questioning a status quo is required.  
 
If you try something and it doesn’t work, don’t worry. If your attitude is good and you’re 
sincerely trying, your failure is more likely to be celebrated than admonished.  
 
And if you try something new and it does work, we expect you to share it with others to help 
the organization grow. You’re encouraged to collect relevant data to support your 
conclusions, share it with your immediate supervisors, and test whether it’s repeatable and 
reliable within a small group of peers.  
 
If your initial data is confirmed at a smaller scale, you could be tasked with creating an entire 
training program for all employees and merchants.  
 
Dynamic invention helps unleash creativity.  
 

● It helps identify our most inventive team members. It helps to identify the inventors 
coming up with new products, ideas, platforms, processes.  
 

● It empowers everyone who actually perform each task to come up with new ways to 
do their jobs or to improve upon processes. The very best ideas are almost always 



initiated by people performing the tasks, rather than the people in formal leadership 
positions.  
 

● It empowers everyone to experiment and encourages you to share your best ideas 
so the entire organization can benefit.  

 
If employees (including management) experiment and fail, you’re encouraged to share your 
thinking and results with team leaders, team members, or peers. That collective wisdom of 
people closest to the task you attempted to improve can help identify what went wrong. Or 
they can help identify how to turn the failure into a successful failure that provides other 
benefits to the organization.  
 
Experiment and test to see what works best for all customers and what might improve the 
customer experience.  
 
Lessons learned from previous failures help mitigate losses and improve plans for future 
experiments, making the next projects more likely to succeed.  
 
 

Growth Cycle: Build 
Building is how we turn promising ideas into stable initiatives. We build by making sure 
everything we invest in is based on what our customers actually want. We’re not interested 
in building anything that will only make money in the short term.  
 
Principle 4: Obsess Over Customers 
 
Be afraid. Wake up every morning terrified. Not of our competition, but of our customers. Our 
customers make the business what it is. They’re the ones with whom we have a relationship, 
and they’re the ones to whom we owe a great obligation. We consider them to be loyal to us- 
right up until the second that someone else offers them a better service.  
 
Care about the customer’s wants and needs. Leaders start with the customer and work 
backwards. They work vigorously to earn and keep customer trust. Although leaders pay 
attention to competitors, they obsess over customers.  
 
It requires you to get into your customer’s heads. Consider asking questions about what your 
customer really wants in order to become customer obsessed.  
 
Emphasizing customer obsession allows all of us to become solution-focused rather than 
problem-focused. We always want to be ahead of the game. We want to solve problems 
before they happen.  
 
The questions we always ask: 

● Who is the customer? 
● What is the customer problem or opportunity?  



● What is the most important customer benefit? (singular) 
● How do you know what the customer needs?  
● What does the customer experience look like?  

 
When a customer feels understood and respected, they are more likely to return to buy 
more.  
 
Sit down right now and write a description of your prototypical (good) customer.  

● What are their 3 to 4 key traits?  
 

● What are their biggest problems that you can help solve?  
 

● What can you do today to improve that customer’s experience with you?  
 

● Challenge yourself to come up with one new idea every week to super-serve your 
customers, no matter what the cost.  

 
It’s everyone’s job to know and have empathy and passion for the customer. Find ways to 
deliberately practice and build this expectation. Dive deep into the issues experienced by 
customers, and don’t delegate figuring out the root causes. Know the details of the customer 
experience and what causes friction for customers.  
 
Everyone within our organization needs to act as chief customer officers. Being a customer 
advocate is everyone’s job.  
 

1. Use metrics that measure the customer experience. Create metrics that measure all 
phases of the customer experience. This leads to innovation. Be creative in 
measuring as much of the customer experience as possible, even in non-digital 
experiences.  
 

2. Create a voice of the customer program that not only highlights a customer issue, but 
also assigns prioritized action items and work for anyone needed to fix the root 
cause.  
 

3. Everything starts with describing “customer delight”. In your narratives, your results, 
your plans, your strategies, start with describing what delights your customer about 
this topic. If you can’t define the customer impact, should you be spending time on it? 
  

4. Spend considerable time as a customer. Don’t rely on surveys because they don’t 
deliver many deep insights. You want to understand the specific moments when you 
are disappointing a customer, gathering as many details of the situation as you can. 
Spend time with customers and in the field so you can gain better insight and 
empathy for what’s really happening.  
 
The grand slam of customer obsession is to build customer satisfaction and 
operational excellence. It’s innovation and business model evolution. Becoming 



inspired to develop and expand beyond your current products, services and business 
model.  
 
 

Principle 5: Apply Long-Term Thinking 
 
I can’t imagine the future, but I care about it. I am part of a story that starts long before I can 
remember and continues long beyond when anyone will remember me. We are building a 
legacy together that will last more than 100 years. Be a good ancestor to the business’ future 
owners and employees.  
 
Long-term thinking allows us to focus on metrics that matter. Those metrics are customers 
and revenue growth. Investing in and improving the customer experience increases repeat 
purchases and the strength of the company’s brand.  
 
 
Principle 6: Understand the Flywheel 
 
We have invested and will continue to invest aggressively to expand and leverage our 
customer base, brand, and infrastructure as we move to establish an enduring organization.  
 
A flywheel is an incredibly heavy wheel that takes huge efforts to push. Keep pushing and 
the flywheel builds momentum. Keep pushing and it eventually starts to help turn itself and 
generate its own momentum- and that’s when a company goes from good to great.  
 
In business a flywheel is like a gear with spokes all around it. Each spoke on the gear is 
something that adds force to spin the flywheel- a key business activity that builds momentum 
as you move the business where you want to go. When you do more of those things, force 
gets applied to the flywheel and it will eventually start to turn, building momentum for the 
company and making it harder to stop.  
 
As a company, first we need to understand the direction we want to go. Then, we need to 
understand what activities are so aligned with our goal that they can be spokes on the same 
flywheel. To be spokes on the same flywheel, the activities need to all be pushing in the 
same direction.  
 
Otherwise, we end up wasting time and money on activities that might be profitable in the 
short-term but don’t help us build or keep our core momentum going.  
 
 



 
Growth is our primary goal. The activities on the outside of the flywheel are the 5 things we 
identified that turn the flywheel. If we consistently improve these 5 areas, it will consistently 
apply pressure to the flywheel (and it doesn’t matter where you start).  
 

1. Greater selection and convenience  
2. Customer experience 
3. Traffic to the website 
4. Number of quality merchants 
5. High-Quality Products/Services  

 
High-quality products/services lead to more customer visits. More customers increases the 
volume of sales and attracts more quality 3rd party content developers and advertisers to the 
site. That allows us to get more out of fixed costs like servers needed to run the website.  
Make any part of this flywheel go faster, and it will accelerate the entire loop leading to faster 
growth.  
 
If we’re presented with a profitable activity, it must first ask itself whether the opportunity will 
improve one or more of the areas reflected on the flywheel. If so, the opportunity is worth 
evaluating further. If not, it’s a distraction at best.  
 

 
Growth Cycle: Accelerate 
 
Accelerating is how you take something that has been tested and built and then 
super-charge the growth. It involves making decisions as quickly as possible to push forward 
with an initiative that has already been examined and focused.  
 
It requires you to simplify everything that you can to remove any points of friction between 
the initiative and the market. It requires creative use of technology to move quickly.  
 
 



Principle 7: Generate High Velocity Decisions 
 
Type 1 decisions: Some decisions are irreversible or nearly-irreversible, like selling a 
company. They are one-way doors, and these decisions must be made methodically, 
carefully, slowly, with great deliberation and consultation. If you walk through and don’t like 
what you see on the other side, you can’t get back to where you were before.  
 
Type 2 decisions: Are changeable and reversible. They’re 2 way doors. You don’t have to 
live with the consequences for that long. The world isn’t going to come to an end.  
 
Most failures are not fatal and most decisions are not irreversible.  
 
Use the phrase “disagree and commit”. I know we disagree on this but will you gamble with 
me on it?”  
 
You’re empowered to voice your opinions and respect the decisions of others- even when 
you disagree. Do not compromise for the sake of social cohesion. Once a decision is 
determined, commit wholly.  
 
In this world, civility is more important than being right. Results suffer for the sake of 
harmony. Harmony is often overvalued, it can stifle honest critique and encourage polite 
praise for flawed ideas and execution.  
 
We make being right the most important thing. We set the tone from the top that we will win 
by doing the right thing, having honest conversations leading with customer obsession and 
data, seeking perfection through data, and ignoring job titles, while treating each other with 
respect.  
 
We always want to arrive at the right answer. “Truth seeking”, the goal of which is to avoid 
consensus-based social cohesion where nobody has to be wrong and to get to the right 
answer of insight. A truth seeking company competing against a compromise company will 
always win.  
 
I would rather my employees and partners battle it out with numerical swords and customer 
passion.  
 
You need to know:  

● Where you’re going  
 

● The types and amounts of risks you need to take to get there 
 

● That risk and risk-taking are assets and investments in your future 
 

● Taking the right amount and types of risk maximizes your Return on Risk and 
reduces the impact of something not working.  
 



 
The 6 page narrative is a document we use that’s created around any new idea, 
reflecting the thought process around it, and written in the form of a story.  
 
The 6 page narrative is the first step in the idea “investigation” process. The thought 
process required to create a 6 page narrative fleshes out the idea and improves it, 
making sure the idea is a great one before it’s given a “green light”.  
 
A 6 page narrative can’t be written in 1 or 2 days or even a few hours, when it might 
take a week or more. The great ones are written and rewritten, shared with 
colleagues who are asked to improve the work, set aside for a couple of days, and 
then edited again with a fresh mind. And the author’s name never appears on the 
narrative- the narrative comes from the whole team.  
 

 
Steps to Creating a 6 Page Narrative 

 
1. Write the Press Release (this is the press release you would release in the 

future when the project is launched that tells the world about the project and 
why it’s important).  
 

2. Write the FAQ (Answer the common questions people will ask, in advance).  
 

3. Define the user interaction (explain how it works).  
 

4. Write the manual (give instructions on how it works). 
 

5. Answer these questions:  
● Who is the customer? 

 
● What is the customer problem or opportunity? 

 
● What is the most important (singular) customer benefit? (choose only 

one benefit, but make sure it's the most significant).  
 

● How do you know what the customer needs? (Support the origin of the 
project).  
 

● What does the customer experience look like? (Anticipate how the 
customer will react and respond).  

 
 

 
 
 
 



Principle 8: Make Complexity Simple 
 
Solving customer frustrations pays off. Get rid of the worst thing about the 
experience.  
 

● What are the biggest barriers to entry for a new customer to doing business 
with you?  
 

● What can you do to make it easier for existing customers to increase their 
business with you?  
 

● What is the most complicated or complex part of your customer’s experience 
with you- and how can you simplify it?  

 
 

 
Principle 9: Accelerate Time with Technology 
 
Invention is in our DNA and technology is the fundamental tool we wield to evolve and 
improve every aspect of the experience we provide our customers.  
 
Technology accelerates the speed (and time) in which the company and organization as a 
whole can grow.  
 
Crisis hit fast. Competition comes fast. New technology will come faster and harder, and if 
you don’t have a plan for using it to your advantage, some other company will use it for 
theirs. Right now companies around the world are trying to make our businesses irrelevant, 
and eventually, someone will succeed in doing that if you don’t take action to secure your 
position in the marketplace.  
 
The only way one can ensure the company won’t become irrelevant is through smart 
risk-taking and innovation.  
 
We need to be very intentional about how we use technology to accelerate our growth. We 
need to be constantly looking for opportunities to use technology to innovate the company’s 
existing practices to make the business grow faster and better.  
 
When we’re looking for new ways to invent, innovate, and harness technology, we take the 
lead.  
 
 
Principle 10: Promote Ownership 
 
Owners are different from tenants. Ownership is a mindset. When someone acts like the 
owner of something, they think of it differently and treat it more like their own.  
 



Think like owners of the company. Owners think about the long-term implications and impact 
of decisions, not just on the short term quarterly earnings or quick wins that don’t have 
lasting value.  
 
We set the expectation that leaders cannot point fingers at others if they don’t achieve the 
right results. Better manage dependencies so you can deliver outstanding results. Vacate all 
excuses for failure.  
 
If you cross the rubicon of accountability and there are no excuses, you’re acting like an 
owner. Those around us- colleagues, team members, those in other departments who touch 
our work- contribute essential elements that make us effective. This means that when they 
let us down, they can also cause us to fail, sometimes miserably.  
 
It is all of our jobs to identify and tenaciously manage every potential business-derailing 
dependency we have. It’s not OK to fail because of a breakdown in dependencies. That’s a 
failure of leadership.  
 
Our success is intrinsically linked to the success of our people and what they have achieved 
over the course of their career and association with us. Your success is intrinsically linked to 
your customers and your obsession with them.  
 
Even when leaders are not directly responsible for all outcomes, it’s their method of 
communication and guidance, or lack thereof, that leads to the results.  
 
Be committed to creating insanely good products and services for customers. Like jaw drop 
to the floor good. Successful innovation results in an incredible experience-at the right price 
point. It surprises users, and it very quickly becomes indispensable to your customers.  
 
The success of the strategies depends on strong leadership. Leaders must be deeply 
involved, have great instincts, and be willing to stick with it when the going is difficult.  
 
 

Growth Cycle: Scale 
Scaling is how we achieve tremendous growth without sacrificing who we are or what we 
offer. It requires creating and maintaining an innovative culture- a culture that’s willing to take 
risks on behalf of the customer.  
 
It involves a committed focus on maintaining high standards and not sacrificing quality to 
achieve greater profitability. It involves measuring only what matters and continually 
questioning what we measure to make sure we’re always focused on the right metrics- but 
not ignoring our intuition in the process. It requires us to always- above all things- make 
decisions as if it’s our first day in business, with passion and focus on customers. Be lean, 
be focused, and remember what mattered on Day 1 still matters.  
 
 



Principle 11: Maintain Your Culture 
 
We are working to build something important, something that matters. We consistently follow 
the 14 Leadership Principles.  
 
Our focus is on creating small teams and the creative power that is harnessed through small 
team cooperation. We maintain a culture committed to its values and not just to its bottom 
line.  
 
Our focus is on creating innovation through frugality. One of the only ways to get out of a 
tight box is to invest in your way out. Every dollar saved is another opportunity to invest in 
the business. Eliminating cost structure from the business drives low prices, which drives the 
flywheel. Attention to frugality minimizes complacency.  
 
Frugal does not mean cheap. Designing to constraints such as cost, helps to reframe the 
situation and drive innovation. Frugality informs an attitude of being lean, scrappy, humble, 
and innovative, creating a culture that pays attention to details and understands operational 
excellence. Frugality and the customer experience are the magic ingredients to both 
innovation and scaling.  
 
Principle 12: Focus on High Standards 
 
Building a culture of high standards is well worth the effort to us. We’re going to build better 
products and services for customers. People are drawn to high standards- they help 
recruiting and retention. A culture of high standards is protective of all the “invisible” but 
crucial work that goes on in every company. The work that no one sees. In a high standards 
culture, doing that work well is its own reward and it’s part of what it means to be 
professional.  
 
High standards are an investment we need for our businesses to scale. Investing in high 
standards with our people and products allows us to move fast and scale big. Fast and 
accurate workers allow us to sell more products. Attentive employees reduces the resources 
we need to dedicate to correcting mistakes. And quality components reduce refunds, 
negative reviews, and customer service demands.  
 
For those reasons, if you want to do business with any of Divinity Magazine’s, expect to be 
held to tremendously high standards.  
 
Bar raisers are a group of hand-picked people within the company who have demonstrated 
success at hiring people with very high standards and who have received specialized 
training.  
 
During our interview processes there is usually at least one Bar Raiser present. Bar Raisers 
have veto power that no one can override- including the owner, head of merchants, or the 
hiring manager. No one gets hired or remains without the Bar Raiser’s “blessing”.  
 



You can work long, hard, or smart, but you can’t choose 2 out of 3. We are working to build 
something important, something that matters to our customers, something that we can tell 
our grandchildren about. Such things are not meant to be easy.  
 
During our hiring meetings, we ask those present (Bar Raisers, Hiring Managers, etc) to 
consider 3 questions before making their decision:  
 

1. Will you admire this person? If you think about the people you’ve admired in your life, 
they’re probably people you’ve been able to learn from or take an example from. 
  

2. Will this person raise the average level of effectiveness of the group they’re entering? 
Visualize the company 5 years from now. At that point, each of us should look around 
and say, “The standards here are so high now, I’m sure glad I got in when I did.”  
 

3. Along what dimensions might this person be a superstar? Many people have unique 
skills, interests and perspectives that enrich the work environment for all of us. It’s 
often something that’s not even related to their jobs. We’re looking for specific traits 
for high achievement.  

 
Only A-Players make it through. A-Players not only perform well but they also want to be 
surrounded by other high-performers. They want to work with other high-performers because 
it helps the group achieve bigger and better things.  
 
To maintain high standards as an organization, we have to be ruthless about the people we 
hire and work with.  
 
Our interviews are rooted in behavioral based questions which ask about past situations or 
challenges you’ve faced and how you’ve handled them, using Leadership Principles to guide 
the discussion.  
 
4 Things Required of  Candidates: 
 

1. Customer Obsession: You start with the customer and work backwards.  
2. Good Leadership Skills: Leadership: You love people! You are great at leading and 

retaining a ‘team’ or group. We are looking for people who want to grow, not people 
who just want a job or income.  

3. Deliver Results: You must have a can-do attitude. You must be able to handle a labor 
intensive environment, even when challenges arise.  

4. Resilience: You’re capable of dealing with the ambiguity of a fast-paced, 
ever-changing business. Many people crumble with ambiguity, fast pace, and 
ever-changing businesses. If that’s you- we don’t want you to apply.  

 
Divinity Magazine and its companies obsess over providing our customers the best possible 
experiences. We measure customer experience in a number of ways including high-quality 
course selection with transformational effect, price competitiveness, high-quality services, 



etc. We offer several tools to help you meet our standards and sell successfully on our 
platforms.  
 
 
 
Principle 13: Measure What Matters, Question What’s Measured, and Trust Your Gut 
 
There are many measurements that stand out, but two of the most important are data and 
money. We also need to measure anecdotal information to make sure we are not letting our 
data and analytics mislead us.  
 
Our end goal organizationally is ‘free cash flow’. The amount of cash flow we have left over 
after paying the fixed expenses we need to keep the doors open.  
 
We work with our leaders to identify smaller data points that we can measure to let us know 
if we’re heading in the right direction. We do this at every level of the company, as a whole 
organization, with each department, team, position, and within each new project or initiative. 
We want to ensure that we cover our fixed costs and the company is profitable.  
 
Every anecdote from a customer matters. We research each of them because they tell us 
something about our processes. It’s an audit that’s done for us by our customers. We treat 
them as precious sources of information.  
 
No matter what your position is, when it comes to the ultimate measure of success, if your 
customers don’t trust you with their data, you’re screwed.  
 
 
Principle 14: Believe It’s Always Day 1 
 
It’s the anchor for acknowledging and remembering our beginning values and our dogged 
focus on serving the needs of customers and even delighting our customers.  
 
Day 1 is a mindset, not a list of steps or strategies. It’s the mentality through which all 
decisions are made. It’s designed to keep everyone in the company focused on doing what 
is right in each situation, not just what’s possible.  
 
On Day 1, there are few things- if any- more important than customers. On Day 1 you’re 
obsessed with earning business and repeat business. Be obsessed with understanding your 
customers, what they want, and what they want to avoid. Make virtually every decision with 
that in mind.  
 
Resist proxies. Proxies are any form of excuse people use to blame others for less than 
ideal actions or decisions. They give people an excuse to distance themselves from their 
actions. Company policy or any other proxy is no excuse for doing the wrong thing for the 
customer.  
 



Be OK with deviating from policies and procedures when it’s the right thing to do for the 
customer. Policies and procedures are intended to help guide decisions, but not at the 
expense of the needs of the customer.  
 
On Day 1, we are aware of external trends for the very reason that we are new and 
vulnerable to bigger or more established competitors. So, we look for ways to use trends to 
grow and serve our customers better. We ask: 
 

● What are customers demanding from other businesses?  
● What are other successful companies/merchants starting to do?  
● How can we use that information to serve our customers better?  

 
On Day 1, decisions are made fast. On Day 1, we can’t wait for perfect and complete 
information to make a decision. We make the best decision we can with the information we 
have. A Day 1 culture emphasizes speed over perfection when making decisions.  
 
If you make Type 2 decisions and it turns out to be a bad one, you just quickly make a new 
decision using the information you gained from your mistakes.  
 
Always maintain the focus and passion you had on Day 1.  
 
Day 2 is stasis. Followed by irrelevance. Followed by excruciating, painful decline. Followed 
by death. And that’s why it’s always Day 1. This kind of decline would happen in extreme 
slow motion.  
 
Essentials for Day 1 defense: Customer obsession, a skeptical view of proxies, the eager 
adoption of external trends, and high-velocity decision making. These are all elements of 
culture and they define our priorities and how we work together.  
 
The signs of being Day 2 are slowing growth, services and products being commoditized, 
increasing loss percentages on new opportunities, or what you’re hearing from customers.  
 
 
Customer expectations are rising across all sectors and experiences. We have opportunities 
to innovate by using data to solve problems that affect customers, competitiveness, and 
profitability.  
 
Always look for ways to make Divinity Magazine and its companies better. Make decisions 
for long-term success. Investigate and take action to meet customer’s current and future 
needs. Do not be afraid to suggest bold ideas and goals. Demonstrate boldness and 
courage to try new approaches.  
 
Continuous improvement is a way of life here.  
 

 



Divinity Magazine Company Culture and Incentives 
 
Divinity Magazine does not operate like other organizations and companies. We are very 
focused on creating the best possible environments and culture for employees, and our 
customers. Here is an outline of Divinity Magazine’s company culture. I can guarantee you 
will be hard-pressed to find another company that runs like ours.  
 
There are only 5 things that really matter to human beings, and we take care of them all 
within Divinity Magazine and all our businesses:  
 

1. Growth: the desire to become better human beings, and to learn new skills. 
  

2. Happiness: Getting out of bed every morning, excited to go to work.  
 

3. Abundance: Being able to lead a lifestyle where you feel rich.  
 

4. Significance: Feeling important, and feeling like the work you do makes a difference.  
 

5. Meaning: Giving back to humanity.  
 
 
Growth: 
 
Leadership is recognizing that we are all ONE. That every person you lead is as brilliant as 
you, as talented as you, and has the same capacity for growth and accomplishment. They 
simply need to be reminded of this fact.  
 
The goal of leadership is to groom other leaders. Help others to elevate.  
 
We promote education at all levels. On the first Friday of every month we have a learn day. 
You don’t have to do any work for the company. All you do is come to the office with a book, 
sit down, and read it. Maybe your job is customer support but you want to learn web design. 
You get to learn new skills and explore new opportunities.  
 
By taking people away from their jobs for 1 day a month, and having them focus on learning 
something new related to their job, we give them a chance to upgrade their mind, apply it, 
and create innovation.  
 
We hire for attitude and train for skill.  
We also encourage everyone to teach others what they’re learning. Share their biggest 
learning because knowledge spreads. The best way to master a skill is to teach it.  
 
 
 
 



Happiness: 
 
Happiness is not dependent on outside circumstances, but comes from within. It has been 
proven that optimistic sales people outsell pessimists by 56%. It has also been proven that 
students who are primed to be happy outperform their neutral peers.  
 
Our brains are literally hardwired to perform at their best not when they are negative or even 
neutral, but when they are positive. One thing that elevates happiness, and thus elevates 
productivity is social support. The people around you.  
 
Close work friendships boost employee satisfaction by 50% and people with a best friend at 
work are 7x more likely to engage fully in their work. We create a culture that promotes and 
nurtures friendships. Reach out to other merchants within our platforms, create solid 
friendships and relationships with people.  
 
Because we are such a diverse culture, we celebrate ‘culture days’ within the office. Once a 
month, groups from a different culture get together and create a “Jamaican day” or “India 
day”, etc. Everyone in the office dresses up in traditional clothing for that culture, we cook 
food of that culture together and share meals, fun, and games together to celebrate.  
 
We create love, bonding, and friendship within our companies. Positive people improve team 
members performance, group performance, reduce group conflict, create more cooperation, 
and greater overall performance for the task at hand. What you walk in with, will infect 
everyone else.  
 
We also set goals differently. We set M.T.O goals. Minimum, Target, Outrageous. Those 
who are realists feel comfortable and don’t feel high pressure. Those who are outrageous 
dreamers have something to push them forwards. But the target is what sticks in people’s 
minds.  
 
When we think like this, we often exceed our realistic goals. But the real power comes from 
the minimum. It’s an easy thing to hit because we do it regularly. And if someone doesn’t at 
least hit the target goal, they are only allowed to feel bad about it for 60 seconds and they 
change their mindset and get back to working at the next goal. We do not promote negativity 
or sustained negative energy.  
 
Abundance: 
 
We create 5-star workspaces and customer experiences with all our interactions.  
 
We also incorporate flextime. We give employees 4 weeks off paid throughout the year. We 
do not believe in a 9-5 work culture. You work when you want to work and vacation when 
you want to vacation. We give you a block and you decide how you want to plan your work. 
You are an owner so plan your work accordingly.  
 



We incorporate profit-sharing. Every quarter, teams who consistently hit their goals, and who 
are responsible for increased company growth, share 10% of company revenue.  
 
Entrepreneurship is the big one that completely sets us apart from everyone else. It’s 
easier and easier for people to start their own business nowadays. More and more workers 
are becoming freelancers and thus entrepreneurs. We like to keep their talent within the 
company.  
 
If employees have an idea for a business, we fund them, and invest in them, give them our 
teams to bring it to life, and then we give them a large piece of their idea. Usually 25%-50% 
of the business. Entrepreneurship is one of the fastest growing aspects of our company.  
 
In order to pitch an idea to us, you need to understand our concept of the 2 pizza team, team 
structure, and present a 6 page narrative to us. You could become another business owner 
through us.  
 
Significance: 
 
First and foremost we value praise and appreciation within our companies. People flourish 
on praise and appreciation. You are free to show your appreciation of others on our 
platforms and within our companies.  
 
Annual Hack-a-thons:3 days of bonding and brainstorming.  
 
Day 1: Hack A Department 
 
Everyone comes up with ideas on how they can hack a department and make it more 
efficient. Each department has to choose one idea. Then as a team they work on a proposal. 
All departments come together and present their proposals. The company votes and the 
winning proposal has to be enacted. This gives the people in the company and those who do 
business on our platforms the ability to choose how the company operates so everyone 
benefits.  
 
Day 2: Hack the Business:  
 
Teams are created based on everyone throwing out new business ideas. People join these 
groups and come up with new businesses based on the 6 page narrative. They pitch their 
business ideas and everyone votes. The winning idea gets funding and becomes a new 
company. A new business is formed and the team members who were champions of that 
become entrepreneurs.  
 
By allowing everyone to perceive subtle changes and suggest new ideas, we create radical 
hacks that actually change our business model. This is a beautiful way to find new market 
opportunities.  
 
 



Day 3: Hack Your Life 
 
Within the first week of someone coming to work with us, either in the office or on our 
platforms, we have them complete the 3 Most Important Questions. These questions outline 
the experiences or objects they want for their life, their growth opportunities, and their 
contribution to the world.  
 
We have everyone post theirs in one central location where everyone can look at each 
other's list and decide how they want to support one another. We want to support people in 
their individual personal development. By having everyone post their life goals like this, we 
can individually help one another reach those goals, or we may know someone from within 
our circles who can help them reach their goals. Everyone’s goals matter, not just our own.  
 
 
Meaning: 
 
The problem with most people is that their problems aren’t big enough. We want people 
who’s problems are what our company has set out to do. Heal the world, create new 
technologies to advance humanity, create better education, etc. We want THESE to be our 
employees' problems.  
 
We want people obsessed with massive things that push humanity forward, by having 
everyone engage with the company’s mission.  
 
We also believe that every company has to take care of the city or society that it’s in. We do 
this in a few ways.  
 
We have monthly networking meetings. We want to turn Woodstock into one of the top 20 
cities in the world to be an entrepreneur in 10 years. We open our doors and our hall to 
share ideas with other businesses and specialists. Whether we gather all designers together, 
or all development teams, etc., we want the smartest people in our city and beyond to come 
to our office space (the Hall of Awesomeness) on a monthly basis. Not only does everyone 
get to learn from one another how to make their businesses and companies better, we also 
have the benefit of having the best and brightest inside our company where they can see the 
benefits of working with us :)  
 
We also believe in open-sourcing. We will have a blog where everyone in the company 
shares their deepest insights and hottest ideas on marketing, technology, etc to help other 
businesses grow. This blog will also be connected to our TV channel designed to provide the 
best information for all businesses to grow, expand, and flourish together. We want to be 
known as the company that shares and contributes.  
 
As a company, we also take 1% of company revenues and donate them to children’s 
organizations within our communities. It might be a breakfast program, a community kitchen, 
helping to grow new community gardens, or other children’s organizations that need the 



help. Our employees are also encouraged to participate in volunteering with these different 
organizations throughout the year as well.  
 
 
 

Team Building 
Within all of Divinity Magazine’s companies we promote team building. Empires are not built 
by a singular person. It takes a team. Before you create a 6 page narrative to pitch a new 
business idea, you must create a team. Once teams are created, and the 6 page narrative 
completed, you call for a meeting with company leaders to present the narrative and get the 
green light to move forward with the project.  
 
Before a new project is launched, the team behind it will outline its goals- whether growth, 
operational performance, customer experience, or costs- and create a set of metrics to 
measure those goals over time.  
 
If the goals and metrics are right, the team can succeed with more independence and less 
governance. That independence will lead to more creativity as team members find new ways 
to meet those goals.  
 
Create a team composed of people with a variety of disciplines and backgrounds. Unique 
ideas and the ability to execute on them usually stem from teams that can think broadly.  
 
Secondly, focus on small teams. A 2-pizza team. You should be able to feed the whole team 
with 2 pizzas. No more than 8-10 people. Two pizza teams not only own a capability, they 
are also responsible for everything from the market definition and product road map to the 
building and operations.  
 
It’s not about the team’s size. It’s about the team’s autonomy, accountability, and 
entrepreneurial mindset. The two pizza teams are about equipping a small team within the 
organization to operate independently and with agility.  
 
Two-pizza teams encourage ambitious leaders, provide opportunity and instill a sense of 
ownership. Small teams truly own something- a product or feature, a service like the 
checkout cart, or a process like the warehouse receiving process. Each team defines its 
business plan, metrics and product roadmap. This drives motivation and continuous 
improvement while providing transparency and accountability for future investments and 
results.  
 
Each team has a keen sense of customers, even if they’re external customers, and the most 
important orientation is to gain adoption and provide value to the customers.  
 
Creating small teams results in more innovation, higher-quality work, and a stronger culture.  
 



Each team member is a Chief Product Officer. Building products, services, or processes is 
not about having a large team to manage. It’s about having a small team with the right 
people on it.  
 
Leaders who can design products, define architectures, and deeply understand and 
articulate what exactly needs to be delivered are powerful within our company. You need to 
have the skills, the interest, and the insights into where to deep dive, and you need to be the 
designer.  
 
You need to designate a “senior leader” to be put in charge of the “big idea” from the 
beginning. The senior leader gets to be personally and intimately involved in the details, 
evaluating and inventing every aspect of the project from the beginning.  
 
As a Chief Product Officer, you’re  expected to write the idea, conduct the interviews, design 
the user experience, figure out the technical requirements, and rationalize the market fit 
requirements and target cost to produce.  
 
As a Chief Product Officer you must lead by example. It’s not enough to offer expertise and 
maintain an acute eye for detail. You must demonstrate accountability, primarily through a 
scorecard of metrics.  
 
There are many benefits to becoming a Chief Product Officer. First, the project will benefit 
you from your years of expertise. Your attention to the nitty-gritty details will set a fresh tone 
for the organization. Everyone needs to dive deep and understand the details from top to 
bottom. You can develop personal relationships and influence team members at all levels, 
some of whom you might not normally work with in an active manner.  
 
It’s important that your team understands that you are in the trenches with them when it 
comes to creating an excellent product.  
 

Get To A Yes 
 
Finance, Tax, Legal, and HR Teams 
 
Often, these are the people who will give our core business teams reasons why a goal can’t 
be reached, or they will give specific requirements to achieve that goal. They tend to be the 
gatekeepers and represent just another hurdle for our core business teams.  
 
It’s everyone’s job to figure out how to get to yes. Everyone in every department needs to 
understand that they’re in the business of helping our internal clients get to yes. Spend more 
time understanding the real objective, and more options become available.  
 
There is no “No” here. If you’re going to be successful here, you have to figure out solutions, 
no matter how complicated, and you need to do it quickly.  
 



If we’re going to innovate, we have to be able to present options, choices, trade offs, and 
opportunities. No one defers responsibility. Everyone works to get to yes. We require the 
mindset that “we must get to yes. All of us. It’s everyone’s job to get to yes. Everyone has 
the same amount of ownership and accountability about getting to yes as the core business 
team.”  
 
How do you get your team to a yes? Finding solutions isn’t always the obstacle. Frequently, 
it’s truly understanding the situation, problem, or requirements. Is the issue, “Why did this 
fail?” or “How do we design something that allows that component to fail?” Is the right 
question, “How do we avoid this risk?” or “How do we accept and mitigate this risk?”  
 
Steps to take to get to yes more effectively:  
 

1. Reframe the issue, and ask more questions about the situation and objectives.  
 

2. Dive deep on the real root cause factors vs symptoms. Ask the 5 whys. 
  

3. Outline and challenge your assumptions in a very deliberate way.  
 

4. Articulate and quantify the real risks. Often the perceived risks can be mitigated, 
making the hurdle a minimal factor.  
 

5. Bring in external, unbiased, cross-domain expertise to complement the expert 
mindset in the room.  

 
In the real world, the project team reports to the client engagement leader. When done 
correctly everyone pitches in on all topics to achieve the right result for the client. Serving the 
client, getting the project mission done, is the primary orientation, not the organizational 
chart within the business.  
 
We maintain our normal organizational model and reporting hierarchy. But when there is a 
project or a mission to accomplish, or a problem to solve, everyone reports to the leader of 
the initiative. Project success is measured only by the success of the initiative, hopefully to 
the delight of customers.  
 
This “all hands on deck” approach is clean, clear, and simple. It cuts down countless hours 
of meetings and extraneous communication. It leverages the most experienced talent on 
your team. It promotes a culture of yes.  
 


