Last updated on February 19, 2025! If we add more twists, turns, or surprises later, don’t worry—
we’ll attach the updates like little treasures waiting to be discovered!

PART 6: MODULE 3: 85°C / 185°F
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Sustainability, Creativity, and the Creation of Leaf Cards for Tangible Impact
(The perfect temperature of the formula—representing nurturing, transformation, and the balance
required for effective system replication.)

A Story to Spark Your Imagination
Tea, like systems, requires balance. Brew it too hot, and the delicate leaves burn, losing
their flavor. Brew it too cold, and the essence never emerges. This delicate balance mirrors
the process of replication:
o Too aggressive, and the system risks collapse under the strain of rapid expansion.
e Too hesitant, and the potential remains unrealized.

In 2025, the "Lavender Tea Symphony" workshops aim to expand from Montpellier and
Tippecanoe to 20 new locations, guided by a carefully designed replication system. However,
this vision begins with a deliberate focus on restraint and foundation. Mei Lin and Pierre’s
initial efforts involve nurturing their starting locations, cultivating the right people, and
rigorously testing the system. Only when these elements are fully developed will the path for
replication be pursued.

As Laozi wrote in the Tao Te Ching:“##k8k =z, DEKZ; HMKBZ, DEERZ. ”
(“If you want to shrink something, you must first expand it. If you want to weaken something, you
must first strengthen it.”) This module will show you how to balance patience with action,



ensuring your system is scalable, sustainable, and impactful.

What You'll Discover in This Module
By the end of this module, you will:
1. Learn how to cultivate local talents as the foundation for system replication.
2. Understand the principles of equity incentives to encourage innovation and
duplication.
3. Explore the wisdom of balance in the replication process, inspired by the Tao Te
Ching.
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Building the Foundation: Key Concepts to Explore
1. The Balance of Replication (Water Temperature as a Metaphor)
e Too Hot: Expanding too quickly can overwhelm the system and dilute quality.

o Example: A startup café chain scaled to 50 locations within two years, but
inconsistent quality control and untrained staff led to 40% of outlets closing
within the next three years.

o Lesson: Rapid scaling without readiness risks long-term viability.

¢ Too Cold: Moving too slowly risks missing opportunities and stagnation.

o Example: A boutique art gallery hesitated to expand despite growing
demand, resulting in competitors entering the market and capturing their
potential audience.

o Lesson: Hesitation can lead to missed market opportunities.

e Optimal Temperature (85°C): A deliberate, balanced approach ensures
sustainability and transformation.

o Example: IKEA’s slow but steady expansion into new countries ensures that
their supply chain, cultural adaptation, and local partnerships are strong
before launch.

2. Steps to Build and Replicate the System



Step 1: Give Unconditional Love to Foundational Locations
e Focus Locations: Montpellier and Tippecanoe as core starting points.
o Investments: Prioritize relationships, trust-building, and engagement without
immediate return.

o Example: In Montpellier, host 30 workshops in local museums like Planet
Ocean Museum over two years, involving 10 local artists and educators. In
Tippecanoe, partner with Explore & Learn Museum to run 25 events in
community spaces.

o Outcomes: Increased community awareness, strong partnerships with 50+
local stakeholders, and a clear model to replicate.

Step 2: Cultivate Talents Locally
o Identify and Train: Engage individuals passionate about creativity and connection.

o Example: Train 20 educators and 10 shop owners in basic workshop
delivery and customer engagement. Conduct bi-annual training sessions
with measurable milestones.

o Real-World Parallel: Starbucks’ investment in training baristas globally
ensures consistent customer experience, with over 4,000 employees trained
in China before expanding significantly in the region.

Step 3: Teach and Replicate the System
¢ Define the System Clearly:
o Use equity incentives to encourage local ownership.

= Example: Museums and shops implementing Leaf Card workshops
receive 15% of workshop profits. Educators earning a 90%
satisfaction score from participants receive a 5% bonus per event.

= Real-World Parallel: The Body Shop’s franchise model allows local
entrepreneurs to own stores while adhering to strict ethical
guidelines.

o Include Guidelines for Replication:

*= Replication Allowed:
=  When the foundational location has hosted 50+ successful
events.
=  When local leaders demonstrate readiness through
certifications (e.g., 15 hours of training completed).
= Replication Restricted:
= Until community awareness exceeds 70% (measured
through surveys).
= Ifrevenue per event falls below a sustainable threshold (e.g.,
$2,000 per event).
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Real-World Case Studies: Copy or Not Copy?
1. LEGO’s Expansion Strategy:
o Copy When:
= The market demand aligns with the company’s core audience.
Example: LEGO identified a strong market for creativity-focused
toys in Japan before launching dedicated stores.
= Teams in local regions undergo rigorous cultural and operational
training.
o Do Not Copy When:
= The local market lacks awareness of the product’s value.
Example: LEGO failed in South Korea initially due to insufficient
marketing and cultural adaptation.
2. McDonald’s Localization:
o Copy When:
= Operational efficiency is replicable across geographies.
Example: McDonald’s ensures every new location adheres to strict
standards, such as identical equipment and supplier contracts.
o Do Not Copy When:
=  Menus or cultural practices clash with local preferences.
Example: McDonald’s adapted its menu in India to exclude beef
products, offering vegetarian and chicken options.
3. Airbnb’s Market Launch:
o Copy When:
= There is a proven demand for alternative accommodations.
o Do Not Copy When:
= Local regulations make short-term rentals unsustainable.
Example: Cities like New York and Barcelona introduced strict rules,
forcing Airbnb to scale down operations.



Why and When to Replicate: Core Criteria
1. When to Copy:
o Foundational locations consistently achieve 80% satisfaction ratings.

o Financial metrics (e.g., profit margin > 20%) show long-term sustainability.

o Talent readiness: At least 10 trained leaders prepared to manage new

locations.

o Community trust: 70% awareness and approval of workshops.
2. When Not to Copy:
o Early-stage instability: Less than 3 months of consistent operations.

o Insufficient talent pipeline: Fewer than 5 trained individuals ready for

replication.

o Unstable ROI: Revenue per event below $1,000.

o Lack of cultural adaptation: No region-specific strategy in place.

Visual Example of a Replication Plan

. Event Revenue/Even|Cumulativ |[Participan |Satisfactio Replicatio
cation Count t e Revenue |t Count n Score n
(2023) Readiness
. ||130 0
Montpellie || /0 1 shop [$2,500 $75,000  ||900 92% Ready (75%
r S Awareness)
Tippecano 25 Ready (80%
PP workshop [[$2,200 $55,000  ||750 89% y 807
e s Awareness)
New Not Ready
Target N/A N/A N/A N/A N/A (Awareness
Location 1 40%)
New 5 Not Ready
Target workshop (|$1,500 $7,500 150 70% (Awareness
Location 2 |Is 50%)

Insights from the Data
1. Montpellier:
o Hosted 30 workshops in 2023, reaching 900 participants with a strong

satisfaction score of 92%.

o  With $75,000 in cumulative revenue and 75% awareness, Montpellier is

ready to replicate.

2. Tippecanoe:

o Hosted 25 workshops, engaging 750 participants and generating $55,000 in

revenue.

o The 89% satisfaction score and 80% awareness demonstrate a strong

foundation for replication.
3. New Target Location 1:
o This location has no workshops yet, with only 40% awareness, making it

unsuitable for replication.




o Strategy: Build awareness by hosting initial events and training local leaders.
4. New Target Location 2:
o Recently hosted 5 workshops, earning $7,500 from 150 participants.
o With a 70% satisfaction score and 50% awareness, it shows promise but
requires more engagement before replication.

Recommendations for Replication Strategy
1. Prioritize Montpellier and Tippecanoe:
o Both locations meet key thresholds for replication readiness, including
revenue, awareness, and satisfaction.
o Action: Train 10 local leaders from each region to manage new locations.
2. Develop New Target Locations:
o Focus on raising awareness and hosting pilot events in new locations.
o Set short-term goals (e.g., 10 workshops, 200 participants) to build
community trust.
3. Monitor Metrics:
o Track metrics like satisfaction, revenue, and event frequency to ensure
continuous improvement and readiness.

Tao Te Ching Insight Expanded

“RALH, K[FHEH, KFHFE, KERLF. ” (“Great form has no shape; great vessels
take time to complete. Great sound is rarely heard; great images have no form.”)

This verse from Tao Te Ching highlights profound truths about growth, creation, and impact:

1. "Great form has no shape": True greatness transcends rigid structures. Systems
and ideas with fluidity and adaptability can evolve and grow without being confined
by predefined boundaries.

o Business Application: A startup should remain flexible during its early
stages, allowing room to pivot or adapt based on market feedback rather
than rigidly adhering to an initial plan.

2. "Great vessels take time to complete": Building something meaningful and
sustainable requires patience. Like crafting a large vessel, the process cannot be
rushed.

o Business Application: Scaling a business or system prematurely can lead
to collapse. Instead, nurturing the foundational stages ensures long-term
success.

3. "Great sound is rarely heard": The most profound impact often comes from
subtle, understated efforts. Quiet, consistent work can lead to significant outcomes.

o Business Application: Quiet groundwork—such as employee training,
building trust, or refining a product—lays the foundation for visible results.

4. "Great images have no form": The most impactful ideas or creations may initially
seem abstract or intangible, but their influence can become clear over time.

o Business Application: Visionary businesses like Airbnb or Tesla started
with seemingly intangible ideas (community-driven hospitality or sustainable
transportation) but grew into globally impactful brands.



Direct Application to a Business Case
Case Study: Starbucks' Global Expansion
1. "Great form has no shape":

o Starbucks adapted its business model to each region’s culture rather than
sticking rigidly to the U.S. experience. In China, for instance, Starbucks
designed spacious stores with communal seating to align with local
preferences for social gatherings. This adaptability allowed the brand to
integrate into diverse markets successfully.

2. "Great vessels take time to complete":

o Starbucks didn’t rush its expansion into China. Instead, it spent years
researching local tastes and developing supply chains before opening its first
store in 1999. Today, Starbucks operates over 6,000 stores in China, proving
that patience in understanding the market pays off.

3. "Great sound is rarely heard":

o Behind Starbucks' global success is its quiet investment in training baristas,
sourcing high-quality beans, and perfecting customer service. While these
efforts might not generate headlines, they ensure consistent quality and
customer satisfaction.

4. "Great images have no form":

o Starbucks’ brand identity is more than coffee—it represents a lifestyle of
connection, comfort, and experience. This intangible value creates a strong
emotional bond with customers, making the brand globally influential.

Key Takeaways for Your Project
1. Adaptability:

o Like Starbucks’ regional adaptations, your system for replicating Leaf Card
workshops must remain flexible. Tailor workshop content and delivery
methods to resonate with each new location’s culture and community.

2. Patience:

o Invest time in nurturing foundational locations (e.g., Montpellier and
Tippecanoe). Focus on perfecting the system before expanding to ensure
that replication efforts are smooth and sustainable.

3. Quiet Groundwork:

o Behind-the-scenes efforts—such as training local leaders, building
partnerships, and refining equity incentive plans—may not be immediately
visible but are essential for long-term success.

4. Visionary Impact:

o Your vision of connecting communities through creative workshops may
seem abstract now, but over time, its broader influence—empowering
individuals, fostering collaboration, and sparking creativity—will become
evident.

Learning Through Real-World Stories: Lavender Tea Symphony System Replication



Case Study Overview (2023-2025)

In 2023, Mei Lin and Pierre focused on building the Lavender Tea Symphony workshops
in Montpellier and Tippecanoe. Their efforts included nurturing community relationships,
developing local talent, and refining the system for future replication. By 2025, they
expanded into 20 new locations, setting the stage for sustainable growth.

Flexible Replication Plan
Key Milestones and Numbers
e Foundational Phase (2023-2024):
o Workshops Conducted: 50 (25 in each location).
o Local Leaders Trained: 15 (10 in Montpellier, 5 in Tippecanoe).
o Participants Engaged: 1,200 attendees (750 in Montpellier, 450 in
Tippecanoe).
o Revenue Generated: $175,000 total ($3,500 per workshop on average).
o System Testing: Refined workshop models, participant engagement
strategies, and training materials.
¢ Replication Phase (2025):
o Expansion Locations: 20 new sites across the U.S. and Europe.
o Regional Highlights:
= California: Lavender & Sage Tea Festival in Napa Valley.
= Kentucky: Mint & Lavender Leaf Card Workshop featuring local tea
blends.
o Impact:
= Revenue Growth: 30% increase compared to the foundational
phase.
= Community Empowerment: 100+ local leaders engaged and
trained.

Flexible Adjustments for Real-World Scenarios
1. Flexible Timelines
¢ Challenge: Delays in meeting awareness or talent readiness goals.
¢ Response:
o Extend project timelines by 3-6 months for regions needing additional
support.
o Example: If a location like Italy struggles with recruitment, provide online
leadership training sessions to bridge the gap.
2. Localized Metrics
e Challenge: One-size-fits-all metrics may not align with local culture or expectations.
¢ Response:
o France: Focus metrics on forming partnerships with museums and tea
vendors.
o U.S.: Track engagement with families through school events and local
community centers.
o Japan: Prioritize satisfaction scores for green tea-focused workshops to



reflect local preferences.
3. Scenario-Based Adjustments

e Challenge: Unforeseen issues like economic downturns or changing regulations.
e Response:

o

o

Introduce shorter workshops or digital versions to reduce costs.

Example: Use virtual platforms to train leaders remotely or deliver

workshops to participants directly online.
4. Real-Time Monitoring

¢ Challenge: Slow identification of issues due to lack of feedback mechanisms.
e Response:

o

o

Create a monthly reporting system for mentors and local leaders to share

progress, challenges, and participant feedback.

Use this data to adjust strategies dynamically.

5. Empowering Local Leaders

e Challenge: Uneven growth across locations due to variable leadership skills.

¢ Response:

@)

Implement a "growth mentorship" program where leaders from successful

regions mentor emerging leaders.

Example: A mentor from Montpellier guides new leaders in Italy, earning a

bonus for successful training.

Replication Case Highlights

‘Location HChallenge HAdjustments Made HOutcome
California Low awareness |[Hosted free workshops and Achieved 70% awareness
(Napa Valley) {|(40%) partnered with vineyards. in 6 months.
Kentucky Talent shortage Exteqded leader training and ||Trained 7 leaders within 9
recruited volunteers. months.
Ital Cultural Replaced lavender with Participant satisfaction
Y mismatch chamomile for workshops. increased by 20%.
Japan Budget Introduced tiered pricing and ||Attendance rate reached
p constraints shorter workshops. 85%, meeting budget.

Enhanced Equity Incentive Plans
Key Additions for Flexibility
1. Growth Mentorship Bonus:

O

O

Mentors from successful regions earn 5% of event revenue from mentee

locations for one year.
2. Tiered Profit-Sharing:
Museums hosting 10+ workshops receive an additional 5% equity share.

3. Dynamic Performance Metrics:

O

Equity allocation based on regional milestones, such as achieving 80%

awareness or $50,000 revenue in the first year.

Interactive Prompt

Consider the following:




What unique challenges might your community face when implementing this system?
How could you adjust timelines, metrics, or training methods to ensure success?
What local resources or cultural traditions could you integrate to create a stronger
connection with participants?

Miniature Course: Equity Incentive Plans
Key Elements of an Equity Incentive Plan:
1. Clarity: Define who is eligible and under what conditions.
2. Fairness: Ensure the plan rewards effort and innovation.
3. Transparency: Provide clear guidelines on how equity is earned and used.

Visual Example of a Replication Plan:
e Foundational Locations (Montpellier + Tippecanoe):
o Profit-sharing agreements for local partners.
o Training sessions for future leaders.
e New Locations:
o Equity stakes for local participants who meet performance goals.
o Clear guidelines to maintain the system’s quality and integrity.
Deep Dive: Understanding and Applying What You've Learned
e Balance in Action: Learn to identify the right timing for expansion.
e Systems vs. Individual Effort: A strong system minimizes the reliance on
individual goodwill, making replication scalable and sustainable.

Let’s Get Creative: Your Turn to Think Big

Activity:

Design a miniature equity incentive plan for a product or idea you’d like to replicate. Think
about how to reward local participants while maintaining quality and sustainability.

Inspiring Ideas: See What’s Possible

Example:

"Imagine an equity incentive system for a global art project connecting indigenous crafts from
Australia and Peru. Local artisans could teach workshops, and profits from the global exhibits could
be shared to empower their communities."

A Personal Note to End

As Laozi reminds us, “If you want to expand, you must first shrink.” True growth
begins with restraint, care, and a willingness to give before receiving.

In this module, we explored how to balance patience and action, building a system that
nurtures creativity and transforms lives. Your journey begins with a single step—cultivating
your talents, refining your system, and sharing it with the world.

What part of this system inspires you most? I'd love to hear your ideas. Together, let’s make
sure your tea brews perfectly—just the right temperature for something extraordinary.



Supplementary Note: Equity Incentive Plans
How to Scale Creativity Sustainably by Rewarding Innovation and Collaboration ?

1. Why Equity Incentives?
Equity incentives are powerful tools to:
e Motivate Collaboration: Reward participants for their contributions and success in
scaling the system.
¢ Encourage Innovation: Empower individuals to think creatively while maintaining
ownership in the project’s success.
e Ensure Fair Distribution: Align rewards with effort, ensuring everyone feels
valued.

Key Philosophy:

Laozi’s Tao Te Ching reminds us:

“UEHSRSE, BIRTEREZS. ”

(“Because it does not compete, nothing in the world can compete with it.”)

Equity incentives avoid competition by fostering collaboration, creating a system where
everyone benefits together.

2. The Core Structure of an Equity Incentive Plan
Step 1: Define Clear Goals
o What are the specific outcomes you want to achieve through replication?
o Example: Expanding the Leaf Card workshops to 10 new locations within
the next two years.
Step 2: Identify Participants
e Who will play a key role in replication? Consider:
o Local leaders (museum directors, shop owners).
o Talented individuals (educators, artists, or organizers).
o Community partners (businesses or non-profits).
Step 3: Allocate Equity
e Assign shares of the success based on roles and contributions.
o Example:
»  10% equity for local museums hosting workshops.
= 5% equity for educators or artists leading the programs.
» 15% equity for regional coordinators managing replication efforts.
Step 4: Create Transparent Guidelines
e How is equity earned?
o Example:
= 50% of equity awarded upon successful program implementation.
= 50% of equity awarded upon meeting participation or revenue
targets.
e Under what conditions can equity be revoked or redistributed?
o Example: If a participant withdraws before completing their commitment.
Step 5: Establish Boundaries for Replication



e Define when and where replication is allowed.
o Example:
= Replication Allowed: When local leaders meet training milestones
and demonstrate readiness.
= Replication Restricted: Until foundational locations are thriving
and self-sustaining.

3. Visual Example of a Replication Plan
Foundational Locations (Montpellier + Tippecanoe):
¢ Profit Sharing:
o Museums receive 10% of workshop profits for hosting programs.
o Local educators receive 5% for each workshop they lead successfully.
Expansion Locations:
e Equity Incentives:
o New locations receive regional equity stakes (e.g., 15% for managing
replication).
o Revenue is shared across the global system, ensuring that foundational
locations benefit from future growth.

Guideline Example:

Participant Role Equity . Conditions for Award |Notes
Allocation
o . Must meet participation
Museum Partner ||10% Hosting 5+ workshops

targets.

Educator or Artist |I5% Leading 3+ successful |[Retains equity with
0

events consistent effort.
Regional 0 Managing replication  ||Supports training and local
. 15% .
Coordinator locally scaling.

4. Key Benefits of an Equity-Based System
1. Encourages Long-Term Commitment:
o Participants are more likely to stay involved if they have a stake in the
success of the program.
2. Builds a Collaborative Culture:
o Equity-sharing fosters a sense of community and shared purpose.
3. Ensures Sustainability:
o By linking rewards to results, the system aligns incentives with the program’s
goals.

5. A Real-World Application Example
Lavender Tea Symphony Expansion
In 2023, the Lavender Tea Symphony workshops introduced an equity-based replication
system:
e Montpellier:
o The Planet Ocean Museum hosted workshops and received 10% equity




in profits.
o Local educators leading workshops earned an additional 5% equity.
e Tippecanoe:
o Explore & Learn Museum received equity for hosting events.
o Regional coordinators trained 10 new leaders, who earned 15% equity for
managing expansion efforts.
By 2025, the system had scaled to 20 locations, generating over $2 million in revenue
and empowering over 100 local leaders.

6. Mini-Exercise: Design Your Own Equity Incentive Plan
Prompt:
Design an equity incentive plan for a creative project or system you’d like to replicate.
Address the following:
1. What roles will participants play?
o ldentify the key contributors and their responsibilities.
2. How will you allocate equity?
o Define the percentage of equity assigned to each role based on their
contribution and impact.
3. What conditions must participants meet to earn equity?
o Specify measurable milestones or performance criteria for equity allocation.

Example Response: Global Art Project Connecting Indigenous Crafts

Project Overview: A global initiative that connects artisans from different countries (e.g.,
Australia and Peru) to share indigenous crafts and cultural heritage through workshops and
exhibits. The project aims to promote cultural preservation and provide economic
opportunities for artisans.

Equity Allocation Plan:

Equity - . .

Role Allocation Conditions for Earning Equity
Local Artisans Hosting 10% Host at least 5 workshops, achieve an 80%
'Workshops ° satisfaction score from attendees.
Regional Organizers 50/ Organize and oversee 10+ events, ensure
Managing Events ° attendance of at least 200 participants.
Quality & Sustainability 0 Develop a sustainability plan, ensure high-

. 15% )
Coordinators quality standards across all events.

Detailed Example of Each Role:
1. Local Artisans Hosting Workshops:

o Responsibilities:
= Share traditional techniques and stories related to their craft.
= Create interactive, hands-on experiences for participants.

o Equity Conditions:
= Must host a minimum of 5 workshops within the first year.
= Maintain an 80% or higher satisfaction score from workshop

attendees based on feedback surveys.




2. Regional Organizers Managing Events:
o Responsibilities:
* Coordinate logistics for workshops and exhibits, including venue
setup and participant registration.
= Partner with local businesses and cultural organizations for support.
o Equity Conditions:
= Must oversee the execution of at least 10 events.
= Ensure a total attendance of at least 200 participants.
= Meet revenue targets (e.g., $10,000 per event).
3. Quality & Sustainability Coordinators:
o Responsibilities:
= Develop and implement a system to ensure workshops meet quality
and cultural standards.
» Train local artisans and organizers on best practices.
o Equity Conditions:
= Create a sustainability report showcasing how the project supports
cultural preservation and economic growth.
= Ensure consistent quality, achieving 90% positive feedback across all
events.

Additional Examples:
1. Tea Workshop Network Expansion:
o Roles:
» Tea Masters: Host educational tea-tasting events.
= Event Planners: Manage logistics and marketing.
= Regional Trainers: Train new tea educators and ensure alignment
with brand values.
o Equity Allocation:
= Tea Masters: 10% equity for hosting 8+ workshops annually.
= Event Planners: 5% equity for meeting attendance goals.
= Regional Trainers: 15% equity for certifying 20+ new educators.
2. Global Eco-Tourism Project:
o Roles:
= Local Guides: Lead eco-friendly tours showcasing natural and
cultural heritage.
= Sustainability Officers: Develop eco-friendly practices for tours.
= Marketing Coordinators: Promote the tours and manage digital
presence.
o Equity Allocation:
= Local Guides: 10% equity for guiding 15+ tours per season.
= Sustainability Officers: 10% equity for achieving certification for
eco-practices.
= Marketing Coordinators: 5% equity for increasing participant
numbers by 20% year-on-year.



Interactive Questions to Guide Readers:
1. What unique value does your project offer that can motivate participants?
2. How will you ensure equity allocation is fair and aligns with the project’s goals?
3. What milestones or metrics will you use to evaluate participants' contributions?

7. Final Thoughts on Equity Incentives

Equity isn’t just a tool for economic growth; it’s a way to empower people, build trust, and
create a system where creativity and innovation thrive.

As Laozi said:“SEE A, MEARH. ” (“The Way is always without action, yet nothing is left
undone.”)

A well-designed equity incentive plan allows the system to operate naturally, encouraging
growth without forcing it. It’s not just about scaling; it’s about building something meaningful,
together.

As we sip the last drops of this module, let’s take a moment to appreciate the journey so far.
Balancing systems might not be as simple as brewing a cup of tea—but hey, even tea
requires the right temperature, patience, and a dash of love to get it just right. The good
news? You've mastered the recipe for building and replicating something truly special.

But don’t put your teacup down just yet! The final module awaits, where we’ll dive into the
art of transformation—turning every lesson, every effort, into a legacy that’s as warm and
satisfying as the perfect brew. So let’s carry this momentum forward with curiosity, courage,
and maybe a biscuit or two. Who said learning can’t be fun?



