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Certificate in Entrepreneurial Foundations (CEF)

 
The Certificate in Entrepreneurial Foundations (CEF) is a rigorous online program to build business leaders who can see the system, 
identify the constraint, and take decisive action using the Decalogue Management Methodology, it is designed to help you achieve fluency 
in the language of business. You will develop deep-seated problem solving skills and the confidence to contribute to business discussions 
and decision making. The program concludes with a final exam.  

Weeks 1-12: Integrated Core & Practice (Three Parallel Pillars)​
You will progress through three interconnected learning pillars simultaneously. Each pillar is a lens for understanding and acting upon your 

business. 

Pillar I: Core Business Knowledge:​
Focused on seeing the business as an interconnected system of processes.​
​
Core Question: How do we measure the performance and variation within our business system to know where to act?​
Decalogue Application: Informs Step 1 (Identify the Problem/Goal) and Step 6 (Measure and Monitor) by providing the data 
to define the current reality and track progress. 

Weekly Topics & Key Takeaways: 

Weeks Topics Key Integrated Case Studies (Concept) Key Takeaways 

1-2 Describing Your Current 
Reality: Data as a lens for 
seeing the system. 

Amazon's Fulfillment Center: Using data to 
map the flow of a package and identify process 
variation. 

1. Data is a snapshot of your system in action. 
2. Summary statistics (mean, median, range) reveal    
     where your process is stable or chaotic. 
3. You can't improve a system you can't see. 

3-4 Understanding Variation: 
Distinguishing signal from 
noise in your system. 

Walt Disney Studios: Analyzing box office 
revenue to separate the signal (quality of film, 
marketing) from the noise (random weekend 
variation). 

1. All systems have variation. The goal is to understand      
    its cause. 
2. Sampling and estimation help you predict future  
    performance of your system. 
3. Hypothesis testing confirms whether a change you  
    made truly improved the system. 

5-6 Finding Root Causes: 
Using data to uncover core 
conflicts and constraints. 

Caesars Entertainment: Using data to identify 
the true drivers of customer loyalty and 
profitability, not just surface-level metrics. 

1. Regression analysis helps quantify the relationship  
    between parts of your system (e.g., marketing  
    spend and revenue). 
2. The goal is to identify the leverage points—the  
    inputs that have the biggest impact on your desired   
    outcome. 

 
7-8 

Analyzing 
Interdependencies: 
Building a multi-factor view 
of your system. 
 

A Logistics Company (FedEx/UPS): Modeling 
how weather, fuel costs, and package volume 
simultaneously impact on-time delivery. 
 

1. Multiple regression moves you from simple  
    cause-effect to understanding the complex web of  
    interactions in your system. 
2. This analytical mindset is the foundation for  
    building a Future Reality Tree. 
 

Pillar II: Aligning Your Value Exchange (Economics)​
Understanding the motivations and constraints of everyone in your system (customers, suppliers, your own firm)​
​
Core Question: What drives the decisions of the players in our system, and how do we create a win-win exchange of value?​
Decalogue Application: Directly fuels Step 2 (Understand the Customer/Market) and Step 4 (Create an Unrefusable Offer) by providing 
frameworks to analyze customer value and market structure. 

Weekly Topics & Key Takeaways: 



Weeks Topics Key Integrated Case Studies (Concept) Key Takeaways 

1-2 The Customer's Core 
Conflict: Understanding 
demand as a function of 
customer needs. 

Ace Ticket: Understanding why a fan buys from 
a scalper vs. the box office—what core conflict 
are they resolving? 

1. Demand isn't just about price; it's about how your offer  
     helps a customer resolve a dilemma. 
2. "Willingness to pay" is a reflection of how well you  
     solve their core problem. 

3-4 Designing Value to 
Increase Demand: Tools 
for building a superior 
offer. 

The New York Times: Moving from ad-based 
to subscription-based revenue—how did they 
change the value exchange for the customer? 

1. Conjoint analysis is a systematic way to understand  
     which features of your "unrefusable offer" create the  
     most value for the customer. 
2. Increasing demand means increasing the perceived  
     value of your solution to the customer's conflict. 

5-6 Your Firm's Constraints: 
Understanding cost 
behavior and its impact on 
decisions. 

Amgen: The massive cost and complexity of 
bringing a new drug to market—how do you 
make decisions under such constraints? 

1. Costs are not just numbers; they represent the  
     limits of your current system (e.g., technology,  
     capital). 
2. Understanding cost behavior (fixed vs. variable) is  
     crucial for pricing your offer and managing your  
     constraint. 
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The Dynamics of 
Competition: How markets 
and differentiation interact. 
 

Bonobos: How did they differentiate in the 
crowded apparel market, and what happened 
to their "system" when they moved online-only 
to physical stores? 
 

1. Market structures (perfect competition, monopoly)  
     define the rules of the game. 
2. Sustainable differentiation is about creating an  
     "unrefusable offer" that competitors' systems  
     cannot easily copy. 
 

 

●​ Weeks 1-4 (Aligns with Core Modules 1-4): Identify Your Core Challenge. Learn the Conflict Cloud Process to define your 
venture's primary bottleneck or blockage (Module 1). Output: A clear statement of the problem you will solve. 

●​ Weeks 5-8 (Aligns with Core Modules 5-8): Design Your Solution. Use Future Reality Trees to map your solution's intended 
outcomes and identify potential negative branches (Module 2). Output: A validated core solution and logic model. 

●​ Weeks 9-12 (Aligns with Core Modules 9-12): Craft Your Strategy. Build a Core Conflict Cloud for complex challenges and design 
your implementation path using Prerequisite & Transition Trees (Module 3). Begin developing your Unrefusable Offer (Module 4). 
Output: A strategic roadmap and draft value proposition. 

Pillar III: Stewardship & Transparency (Accounting)​
Focused on accounting as the language for transparently telling the story of your business system's performance to all stakeholders. 

Core Question: How do we faithfully record and communicate the financial story of our business system's activities?​
Decalogue Application: Provides the language and framework for Step 7 (Financial Planning & Management) and Step 9 (Communicate 
Progress) , ensuring your venture's story is credible and clear. 

Weekly Topics & Key Takeaways: 

Weeks Topics Key Integrated Case Studies (Concept) Key Takeaways 

1-2 The System at Rest: The 
balance sheet as a 
snapshot of your system's 
resources and obligations. 

Cardullo's Gourmet Shoppe: How does a small 
deli's balance sheet tell the story of its operations, 
inventory, and debt? 

1. The Accounting Equation (Assets = Liabilities +  
     Equity) is the fundamental statement of your system's  
     resources. 
2. Every transaction tells a story about an interaction  
     within your business system or with the outside world. 

3-4 The System in Motion: The 
income statement as the 
story of value creation over 
time. 

Hometown Diner: How do their daily sales and 
expenses translate into a monthly story of 
profit or loss? 

1. Revenue is the value your system created for  
     customers. 
2. Expenses are the resources your system consumed to  
     create that value. 
3. Net Income is the measure of your system's efficiency  
     at creating value. 

5-6 The System's Lifeblood: 
The cash flow statement 
and the reality of timing. 

Hipzone (a tech startup): Why can a startup 
be "profitable" on paper but still run out of 
cash? 

1. Profit is an opinion, but cash is a fact. 
2. The Statement of Cash Flows reveals the timing  
     mismatches between creating value and getting  
     paid, a critical constraint for any growing venture. 
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Judgment in Storytelling: 
How accounting choices 
shape the narrative.. 
 

PepsiCo & Mahindra Finance: How do two 
very different companies decide when to 
recognize revenue or value an asset, and why 
does it matter? 
 

1. Accounting requires judgment. Different estimates  
     (e.g., depreciation, bad debt) paint different  
     pictures of the system's health. 
2. Understanding these choices (under GAAP/IFRS)  
     helps you read between the lines of any financial  
     story. 



9-10 Advanced Storytelling: 
Complex transactions and 
the full picture. 

Morgan Stanley: How does a global bank 
account for complex financial instruments, 
and what story does that tell about risk? 

1. Advanced topics (leases, taxes, M&A) add layers of  
     complexity to the story. 
2. The core principles remain: faithfully represent the  
     economic reality of the system's transactions. 

11-12 Analyzing the Whole Story: 
Using financial statements 
to assess system health. 

Comparative Analysis: Use the tools from 
Pillar I to analyze the financial stories of two 
competing companies. 

1. Ratios and trend analysis are the tools to read the  
     story over time and against competitors. 
2. A healthy system is one where all three financial       
     statements tell a coherent and sustainable story of   
     value creation. 

Weeks 13-16: Launch & Implementation Phase 

Focus shifts to executing your venture project, applying all three pillars. 

Weeks Entrepreneurial Practice Lab 
(Project Focus) 

Supporting Core Knowledge Application Output 

13 Launch Project & Bottleneck Removal: 
Use your Understanding Your System 
skills to establish KPIs. 

Use Financial Accounting to set up your 
tracking.(e.g., customer acquisition cost). Apply 
Accounting principles to set up your initial tracking. 

Project Launch with baseline 
metrics. 

14 Roll Out Value Proposition: Activate 
your Unrefusable Offer with early 
customers. 

Activate your Unrefusable Offer (from Pillar II). Use 
your Aligning Value skills to refine product & pricing 
based on feedback. 

Market feedback and initial 
traction data. 

15 Iterate & Optimize: Streamline 
operations based on initial traction. 
Use TOC to identify the next 
constraint. 

Use Financial Accounting to review early cash flow. 
Use TOC to identify the next constraint. 

Data-driven iteration plan. 

16 Stabilize & Prepare for Scale: Finalize 
your core business model based on 
learning from implementation. 

Synthesize all three core areas to build a simple 
financial projection and data-driven plan for next steps. 

Refined business model and 
next-stage plan. 

Week 17: Capstone Presentation & Final Exam 

This final week is dedicated to synthesis and assessment, a final exam while adding a practical showcase. 

●​ Capstone Presentation (Pass/Fail): You will deliver a presentation (to mentors and peers) that covers. from the Core Conflict you 
identified, through the Unrefusable Offer you built, to the Outcomes you achieved, using the data, economic logic, and financial 
story from your three pillars.: 

1.​ The Venture: Your original concept, the problem you addressed, and your "unrefusable offer." 
2.​ The Execution: Key actions taken during Weeks 13-16, including how you applied TOC tools. 
3.​ The Outcomes: Business results (e.g., customers reached, revenue, key learnings) and how you used data, economics, 

and financial tracking to make decisions and measure progress. 
4.​ The Future: Your next steps, informed by your strategic roadmap​

 
●​ Final Exam (Graded): A three-hour, proctored, closed-book exam assessing your mastery of Business Analytics, Economics for 

Managers, and Financial Accounting, as outlined in the CEF syllabus. A passing score is required to earn the Certificate. 

Learning Requirements & Assessment 

To earn the Certificate in Entrepreneurial Foundations (CEF) , you must: 

1.​ Complete all module work in all three pillars by stated deadlines. 
2.​ Actively participate in course discussions, reflections, and mentor huddles. 
3.​ Demonstrate core content mastery by satisfactorily completing all module quizzes for the three CORe-based courses. 
4.​ Submit a passing Capstone Project presentation that demonstrates application of both TOC and core business skills. 
5.​ Earn a passing score on the integrated three-part final exam. 
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