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Welcome!  
 
Thank you for downloading this eBook and congratulations on taking your first step 
toward becoming a ‘vapreneur!’  
 
What’s a vapreneur? It’s anyone with an entrepreneurial spirit who wants to build a 
business in the vape space. Many aspiring vapreneurs want to open a vape shop 
and think their enthusiasm and knowledge of vaping are all they need to succeed.  
 
Unfortunately, nothing could be further from the truth. While their intentions are 
good, they lack a business plan or model and have no idea where to start and where 
the pitfalls lie.  
 
That’s why we created VapeMentors and our flagship programs, VAPE U and 
VapeMasters. We’re true believers in this industry and want to help vapreneurs 
succeed. We’ve seen what works and what doesn’t, and want to save you from the 
pain of failure. 
 
Most businesses fail because the owner didn’t take the time to understand 
themselves, their market or their business. Or as we like to say, “Businesses don’t 
fail. People fail.”  
 
We created this free guide to help you better understand yourself, what you want to 
accomplish and make some suggestions that we hope will set you on the right path. 
 
Check our website frequently for the latest VAPE U courses. And if you’re truly 
committed and serious about becoming a vapreneur, we strongly encourage you to 
join our exclusive VapeMasters community.  
 

      To your success! 
      
      Norm Bour 
      Founder and Chief Business Mentor 
      VapeMentors 



	  
	  
	  
	  
	  

Question #1

Why?



	  
	  
	  
	  
	  

My favorite example of someone embracing the “Why” is Elon Musk. 
 
In the history of space travel, there have been just a few countries that successfully 
put a man into space, but only one man who operates a private rocket company.  
 
Elon Musk isn’t just the genius behind SpaceX. He also started PayPal, Tesla Motors 
and Hyperloop, a new transportation system that’s cheaper and faster than a high 
speed train. 
 
Despite the fact that Elon Musk has failed several times, he continues to endure. 
“Failure is an option here,” Musk says. “If things are not failing, you are not 
innovating enough.” 
 
Musk succeeds because he knows precisely why he does what he does. In his 
words, “If something is important enough, even if the odds are against you, you 
should still do it.” 
 
Knowing why you want to open a vape shop is key to realizing your ultimate dream. 
Is it because:  
 
•  You want to help people stop smoking cigarettes? 
•  You found vaping to be an enjoyable hobby? 
•  You think it’s the quick path to riches? 
 
Success as a vapreneur is far from guaranteed. But knowing why you’re getting into 
it will help you persevere. 
 
And at VapeMentors, we can provide you with the tools, skills, knowledge and 
resources you need to succeed in this volatile, explosive and expanding business.  
 



	  
	  
	  
	  
	  

The first step is to establish that something 
is possible; then probability will occur.  

Elon musk

1.	  	  

2.	  	  

3.	  

4.	  

5.	  

6.	  

7.	  

8.	  

9.	  

10.	  

Write down the top motivators for opening your vape shop now. Keep this for 
future reference. You may be surprised how it changes.   
 
 

“



	  
	  
	  
	  
	  

Question #2

What are 
My

 S.W.O.T.s?



	  
	  
	  
	  
	  

 
Vapreneur: know thyself! 
 
You’ve heard of the 80-20 rule. Well, about 80 percent of all businesses are all the 
same.  
 
But that last 20 percent is what truly separates one businesses from another. Whether 
you’re talking about a tire store, florist shop, restaurant or a vape shop, everyone 
wants more revenue, more income, less expenses, better employees.  
 
This 20 percent is the key ways in which you differentiate your business from others. 
It’s also called your competitive position or USP (unique selling proposition).   
 
It’s what makes you and your shop like no other. It’s that special personal touch and 
connection that compels your customers to buy from and remain loyal to your store. 
 
How do develop your competitive position? Begin with a SWOT analysis. 
 



	  
	  
	  
	  
	  

 
 
SWOT stands for: 
 
•  Strengths 
•  Weaknesses 
•  Opportunities 
•  Threats    

Address these four areas, and you’ll be well 
on your way to developing your unique 
competitive position. 
 
Find out the 20 percent that truly makes 
your business unique.   
 
It’s the only way to truly know thyself. 
  

Read on to begin your SWOT analysis



	  
	  
	  
	  
	  

Strengths
 
Do you understand what it takes to open and operate a business, and deal with 
licensing, merchant accounts, taxes and accounting? 
 
If you said yes, that’s great! You have a head start on some of the aspects required 
to run a vape shop. These are all “left brain” functions, based on logic and 
organization.  
 
But you’ll also need to deal with branding, marketing, employee relations, social 
media and a host of other skills that require you to use your creative “right brain.”  
 
Do you have a great concept for the design of your store? Or unique ways to grow 
your community of vape fanatics?  
 
Starting a vape shop requires you to be a Jack or Jill of all trades. You will have to 
stretch yourself and will likely have to work in areas that may not feel comfortable.  
 
But don’t worry if you don’t have all the answers. We can help you figure it out. 
That’s why we’re here.  



	  
	  
	  
	  
	  

	  
	  
	  
	  
	  
	  
	  
	  
	  
	  	  

Becoming a vapreneur requires you to leverage all of your strengths. 
 
What core strengths do you bring to the table? Where do you need help? 
 
Write your top five to 10 strengths below.  

1.	  	  

2.	  	  

3.	  

4.	  

5.	  

6.	  

7.	  

8.	  

9.	  

10.	  

•  Highly 
organized

•  Customer 
service skills

•  Knowledge of 
vaping products

•  Writing skills
•  Social 

Networking

MY strengths
	  



	  
	  
	  
	  
	  

Weaknesses
 
What information or experience do you lack? 
 
The hardest part about combatting your own weaknesses may not be identifying 
them but acknowledging them.  
 
If you’re like most people, you have a healthy ego, and would rather focus on your 
strengths than your weaknesses. But nobody’s perfect. We all have areas where we 
need some help. Just because you may be weak in business strategy doesn’t mean 
you can’t develop those skills.  
 
What do your competitors have that you don’t?  
 
•  Capital? 
•  A great location? 
•  Great marketing and social media presence? 
•  A great inventory? 
•  A team of great people? 

Remember: your competitors have weaknesses as well. Exploit their weaknesses 
and then create your unique selling proposition. Perhaps their marketing and 
branding is weak. Perhaps they only appeal to a certain demographic.  
 
It’s important to understand your weaknesses so you can take action to develop 
those areas where you need training. If you need a solid business strategy, we highly 
suggest you enroll in the next sessions of VAPE U or become a member of our 
VapeMasters program.  



	  
	  
	  
	  
	  

Exploit your strengths and minimize your weakness. Take a lesson from Tiger Woods. 

Tiger Woods has won 79 PGA events, 14 majors 
and boasts the lowest scoring average in the PGA. 
He’s consistently the #1 money earner on tour.  
 
Most professional golfers never win a single major. 
Only 25 golfers in history have more than 25 PGA 
wins, and only 10 have ever won more than five 
majors. 
 
But the amazing part of Tiger’s story? He can’t 
drive.  
 
 He’s consistently one of the worst drivers in terms of accuracy. He has never ranked 

higher than 54th in driving accuracy, despite being ranked in the top 10 in nearly every 
other category that matters.  
 
His worst driving accuracy ever was in 2005 where he ranked 191 of 200.  
 
What explains Tiger’s success?  
 
He show us that whatever weaknesses you have, you can more than make up for them 
with your strengths. 
 
He dominates in strokes gained while putting and he routinely gets onto the greens 
quickly, despite his poor driving skills.  
 
He recognizes and knows his weaknesses and gets coaching/help where he struggles 
(his caddies have always been top-notch). 
 
 His ego doesn’t prevent him from seeking help. 
 



	  
	  
	  
	  
	  

When I grew up, I was never the most talented.         
I was never the biggest. I was never the fastest.       
I certainly was never the strongest. The only 
thing I had was my work ethic, and that's been what 
has gotten me this far.

        Tiger Woods

1.	  	  

2.	  	  

3.	  

4.	  

5.	  

6.	  

7.	  

8.	  

9.	  

10.	  

MY weaknesses
	  •  Technology 

limitations
•  Social Media 

execution
•  Internet 

Marketing
•  (that is why I 

have others on 
MY team)

How about you? One common weakness I learned from my mentor was that many 
business owners are emotionally attached to their own bad ideas. 
  
Write down your top five to 10 weaknesses now. 

“



	  
	  
	  
	  
	  

Opportunities

Think back to a time when you felt really good, when you were in the “flow.” You 
were inspired, excited and compelled to succeed. What made you feel that way? 
 
I had one of my life-altering moments in the summer of 2013. 
 
I was in Newport Beach on the 4th of July. After the Independence Day parade, I 
decided to walk to the beach. I happened to walk past a store sign that said “Vape 
Shop.” I literally did a double take and walked back again, went inside and asked 
“What the hell is a vape shop?”  
 
Of course, the owner explained what it was all about. I was totally intrigued. After 
talking with him for a while, I could see that his store had issues that I could help 
solve. Indeed, I could see there was there was a place for me in this new industry, 
the vape space. 
 
Clearly, my work over the last 40 years helping other small business owners would 
be valuable in this new frontier. I could bring all of my experiences and business 
expertise to help new entrepreneurs, or ‘vapreneurs’ as I call them, succeed.  
 
That conversation forever changed my life. 
 
Since then, I’ve been speaking, writing, coaching and mentoring vape shop owners.  
I’ve worked with many and diverse vape shop owners all across the country, and I 
absolutely love what I do.  
 
I’m 100 percent committed to this crazy, volatile, exciting industry. And I’m completely 
committed to you, to budding vapreneurs who want to make a go in the incredible, 
fabulous vape space.  
 
 



	  
	  
	  
	  
	  

“Luck is what happens when preparation meets 
opportunity 

      Seneca the Younger

1.	  	  

2.	  	  

3.	  

4.	  

5.	  

6.	  

7.	  

8.	  

9.	  

10.	  

My Opportunities
	  

•  Fast growing industry
•  Constantly changing 

environment 
•  Few others know 

vaping as well as I do
•  No other vape shops 

within 10 miles or a 
half-hour

Before I could launch my business, VapeMentors, I had to conduct a thorough self-
examination and assess my own strengths, weaknesses, opportunities and threats. 
 
What are the top five to 10 opportunities you see in the vape space today? 
  



	  
	  
	  
	  
	  

FEAR has several meanings. It can mean Forget Everything And Run.  
 
Or it can mean Face Everything And Rise. Or False Expectations Appearing Real. 
 
The vape space is treacherous and volatile. It’s full of potential threats from every level: 
Federal (can you say FDA?), state and even local governments. Many people in 
positions of power have unwittingly reached wrong conclusions about this industry.  
 
And what about Big Tobacco? Friend or foe? Many think big tobacco is simply waiting 
until the dust settles to swoop in and make their big move. Until then, many small 
business owners face increasing competition and encroachment on their business. 
 
Then there’s the issue of the public perception of vaping. Hysterical and hyped-up 
reports in the mainstream media certainly don’t help our business. Nor does the fact that 
Google and Facebook lump us together with cigarettes and disallow all advertising.  
 
While I truly believe that we will prevail in the long run, vapreneurs will have to face a 
slew of different obstacles:  
 
•  You city may limit tobacco licenses (and they treat e-cigarettes like cigarettes) 
•  Vaping may be banned from your city/county (even inside vape shops)   
•  Your local city council thinks you’re trying to sell e-cigarettes to minors  
•  The property owner where you want to locate your store is clueless about vaping 

Until we reach a time when there’s universal understanding that we are helping smokers 
and not creating a new breed of nicotine addicts, it’s your job (and mine as well) to 
educate everyone you come into contact with. That includes potential customers of 
course, but it also includes your city council and others in leadership positions.    

Threats



	  
	  
	  
	  
	  
 
 
You certainly can’t live your life or run your business frozen by the fear of threats.  
 
While you can’t control your “threats,” you can learn to understand them and work 
around them.  

“He who is not courageous to take risks will 
accomplish nothing in life

      Muhammad Ali

Write down your top five to 10 threats now.  

1.	  	  

2.	  	  

3.	  

4.	  

5.	  

6.	  

7.	  

8.	  

9.	  

10.	  

My Threats
	  •  Intrusion from 

regulators
•  Inaccurate media 

reports
•  Uninformed 

customers and the 
general public

•  Other vape shops 
close by

•  Difficulty reaching 
new customers



	  
	  
	  
	  
	  

Question #3

What’s My 
Budget? 



	  
	  
	  
	  
	  

How much do you need to start a vape shop? 
 
 
 
 
 
In a recent interview, Shark Tank’s Mark Cuban said that 99 percent of small 
businesses can be started with little or no money.  
 
 
In our special report, “Open a Vape Shop with No Money,” we explain that just 
because you don’t have the capital doesn’t mean you can’t open a vape shop. It 
just means you have to take a different path. 
 
Based on feedback and reports from hundreds of shops nationwide, we know 
what it costs to open a vape shop (also see our special report, “How Much It 
Costs to Open a Vape Shop”).  
 
We know what you need to spend on your inventory, your space, and what you 
can potentially skip if funding is limited. Do not trust your gut; do your research 
based on the data we’ve gathered by working with other vape shop owners.  
 
Most businesses underestimate the necessary capital required to start. Don’t 
make this mistake! 
 
 

Most businesses don’t fail for lack of capital. 
They fail for lack of brains, they fail for lack 
of effort. most people just aren’t willing to 
put in the time to work smart.  

       Mark Cuban““



	  
	  
	  
	  
	  

	  
	  
	  

Below are the estimated costs to open a vape shop. They range from $40,000 at 
the low end to $150,000 at the high end: 



	  
	  
	  
	  
	  

Question #4

Where do 
I 

get help?



	  
	  
	  
	  
	  

Everyone dreams of becoming a success. You’re not alone.  
 
In my 20’s and into my 30’s, I thought I had all the answers. I had energy and a 
positive attitude and tons of ideas. Some were good, but most were bad, and they 
cost me more time and money than I care to admit.  
 
But I still had time. Time to try. Time to fail. Time to try again.  
 
Now that I’m older (again, than I care to admit!) and wiser, I finally realized that what 
I lacked all along was guidance. It took me almost four decades to recognize that I 
needed a mentor. 
 
A mentor is someone who helps you learn from your mistakes and the mistakes of 
others. He/she will tell you flat-out that your ideas suck. Or that you’re wasting your 
time or that you’re not focusing on the right things.  
 
A mentor helps you recognize your weaknesses, how to fix them, and will make you 
work smarter (and harder).  
 
“You can fail by yourself, but you cannot succeed alone” is one of my mantras. You 
need people around you — positive, like-minded people who will help you get to 
where you’re going. 
 
You need a mentor. 



	  
	  
	  
	  
	  

Question #5

Do I 
Understand 
This Space?



	  
	  
	  
	  
	  

Every day, the headlines portray e-cigarettes as scary products that blow up, contain 
dangerous substances and that lure in a new wave of nicotine addicts.  
 
Vaping has become synonymous with smoking, as more communities ban e-cigarettes 
and require people to vape outside with the smokers. Some communities won’t even 
let people vape inside vape shops. 
 
It’s a huge detractor for any vapreneur.  
  
Government agencies from your local city hall to the FDA make it difficult for potential 
vape shop owners to know what’s in store for them and what obstacles they must face. 
I’ve personally worked with many cities and local governments on these issues.  
 
One vape shop owner I know committed to a lease after receiving all the necessary 
permits and licenses from his city. Weeks later, the city council rescinded his business 
license. Despite the fact that advocates from the community lent their support, the city 
put him out of business before he could even open his doors. Still liable for his lease 
agreement, it cost him nearly $50,000 in lease payments for a business he couldn’t 
open.  
 
He is not the first vapreneur to be victimized and will not be the last.  
 
We have written letters to landlords, zoning and permit departments, attended several 
local hearings and city council meetings and met with many mayors and city council 
members to discuss these issues. 
  
Do your homework! Before you venture too far, and get stuck up a creek without a 
paddle, let us help you clear the way. 
  



	  
	  
	  
	  
	  

Question #6

How Can I 
Stay On Top 

of the 
Industry?



	  
	  
	  
	  
	  

Business is risky and the vape space is riskier than most because it’s a relatively new 
industry.  
 
Hey, if it was easy everyone would be doing it. But that’s what makes it fun and profitable!  
  
The regulatory environment is uncertain. The FDA’s “deeming regulations” are a good 
indication but not an absolute prediction of how they’ll rule on our industry. 
 
Competition is becoming a bigger issue as vape shops open all the time. Just a few years 
ago, the number of vape shops was in the hundreds. Now it’s in the thousands and 
approaching five figures.   
 
The winners will be the most educated and dedicated to staying on top of the market. 
How do you stay on top of the industry? 
 
•  Attend trade shows and conventions. As the national event coordinator for VAPE 

magazine and Vape Radio, we know about the upcoming shows and can offer 
guidelines and recommendations 

•  Read. Read trade magazines and reports from CASAA.org and SFATA.org for the 
latest information 

•  Join our VapeMasters community (coming March 2015) where you’ll have exclusive 
access to our special reports, work templates, affiliate programs and more. 

While the landscape is changing constantly, the one thing we know for certain is that it’s 
still growing. Bonnie Herzog from Wells Fargo Financial currently estimates there are 
8,500 vape shops in the U.S. and 19,400 worldwide.  
 
She also projects the VTM (Vapors, Tanks and Mods) market will grow to $3.5 billion by 
the end of 2015 and possibly $10 billion by 2018. 
  
How much of that market do you want? 
  



	  
	  
	  
	  
	  

Question #7

What is My 
Ultimate 

Goal? 



	  
	  
	  
	  
	  

What’s your ultimate goal? 
 
Before we get to that, let’s talk about how far we’ve come in just a few years. Not long 
ago, you could mix your own e-liquids in your back room. The question “where does the 
e-juice come from?” rarely came up.  
 
But consumers are more educated now. They care about the quality of their e-liquids and 
want to know where the nicotine and other ingredients are coming from (hint: they want it 
to be made in the U.S., and not from China).  
 
The FDA will also be cracking down on e-liquid makers who don’t measure up (pun 
intended). We can’t emphasize enough that the days of the bathtub e-liquid are gone. 
 
 
 
 
 
 
 
 
 
If your goal is to open a new vape shop, we hope this initial guide has helped. We 
have several other special reports that will help you understand the costs, liabilities and 
upside potential of owning a vape shop. If you’re truly committed, we encourage you to 
sign up for VAPE U or join our exclusive VapeMasters community.  
 
If your goal is to develop a new line of e-liquids, there’s an easy way to skin that cat. 
In fact, we think it’s a great idea to develop your own line of e-liquids because it will bring 
customers back to your store again and again.  
 
It’s never been easier to develop a unique brand of e-juice. There is no reason to spend 
tens of thousands of dollars in equipment and supplies to do it yourself when you can 
have an expert do it for you. We know those experts. These manufacturers have invested 
thousands in ISO-compliant and technology and are creating new lines of juice every day.  

“
There is only one thing that makes a dream 
impossible to achieve: the fear of failure


          Paulo Coelho, The Alchemist



	  
	  
	  
	  
	  

God is never in a hurry but he is always on time


              Norm Bour“
 
There is a reason you are right here, right now. Reading this book.  
 
There is a reason I walked into that vape shop years ago. It was not random. 
 
That’s the philosophy that I believe and teach all my clients. We give you the resources 
and guidance to help you succeed. But you must be 100 percent committed and 
motivated. You must also be patient and willing to put the time and effort into your 
business. It’s not going to happen overnight.  
 
We live in a world of abundance and there is plenty of room in the vape space for 
everyone, especially you. 
 
We look forward to being your mentors and guides in your journey. 
 

        Norm Bour 
        President and Chief Business Mentor 
        VapeMentors 

Some final words of advice: before you jump into the vape space with both feet, 
 
!  Create a plan 

!  Find a mentor 


