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The 5 Secrets of a Phenomenal Business

Dedication

To the late Zig Ziglar.

Zig, you inspired millions. I am grateful and honored to help carry your
legacy forward. I'll see you - and yes, I do mean you - not just at the top, but
hey, I'll see you OVER the top!



Foreword by Tom Ziglar

“Will You Partner
With Us?”

In 2007, our top sales lady Margaret Garrett came into my office and said,
“Tom, there is a businessman in our conference room you need to meet.”
After 45 minutes of sharing our stories and asking each other questions, it
became clear to me that this guy was different. Not only was it obvious that
he was a big Zig fan, but he had the same mission that we had—to make a
difference in the lives of others. That was the beginning of one of the most
fulfilling personal and business relationships I have ever had. Today, I claim
Howard Partridge as my business partner, my friend, and my brother.

As our relationship grew, Howard invited my dad to speak at one of his
conferences for business owners. It was a huge success for both of us and
Howard continued to invite us back. From 2007 to 2010 I was able to attend
several of Howard’s events, and he even asked me to speak! Each time I went
I was more impressed. Not just with Howard, but with the business owners
in his group, too. In a nutshell, they were real. Real people with real families,
real problems, real opportunities, and real dreams. Some in the group had
been business owners for 40 years, others were brand new. Some were trying
to figure out how to turn their “job” back into the “dream” they had when
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they started their business. Others were working hard on systemizing their
business so that they could leave it as a legacy for their kids. And some of
the long-time members of Howard’s group were helping the others. Why?
Because they could! They had gone through the process and now had turn-
key businesses, which meant they had the time and resources to do what they
wanted to do.

If you know me you know that I am a little reserved. I like to observe and
ask a lot of questions. I started asking these business owners what they liked
about Howard Partridge. In almost every case I got the same three answers:

1. | love Howard.

2. Our business is making substantially more money
than it ever has.

3. I have more time to spend with my family.

As a Ziglar, 1 have to tell you that Number 3 got me excited. Financial
success is very important, but no amount of success is worth sacrificing your
family. Howard was teaching business owners how to achieve both personal
and professional success. Not only that, but he was using many of our pro-
grams in the process!

In January of 2011 it became clear that Dad’s health would no lon-
ger allow him to travel and speak publicly. At 84, his incredible career was
winding down. In February of 2011 my two sisters, my niece and I went
to Chicago to spend a 14-hour day with a consultant whose specialty was
looking at a// of the assets of a business and then recommending opportuni-
ties that may have been overlooked. We went because we are committed to
carrying on Dad’s legacy, and we know that we have to do this in new and
different ways. At the end of the exhausting meeting, the consultant said we
had a huge opportunity in a new market for us—Small Business Owners.
He said small business owners already believe what Zig Ziglar teaches, and
what they need is a system and a coaching program to help them grow their
businesses because success as a small business owner is the combination of
being the right kind of person and implementing proven business systems.

_6_



“Will You Partner With Us?”

We agreed 100 percent, but we had two big problems—we didn’t currently
do coaching, and we didn’t have a complete business system developed.

Before we left Chicago our family started talking about Howard Par-
tridge. Howard had been doing exactly what we had been wanting to do for
nearly 15 years. He had a proven track record and we had been working with
him for over three years. We had seen it with our own eyes. On the way back
from Chicago it was decided that I would call Howard.

The Call: OWill you partner
with us?O

I called Howard and gave him the background of our Chicago meeting.
Then I popped the question. “Howard, we are going to start working with
small business owners—will you partner with us?”

To say that Howard was excited was an understatement. He readily
agreed. But I still had one more huge question for him. Our company, our
brand, our legacy, our name, depends on one thing—our reputation. “How-
ard,” I asked, “what happens if someone joins our program and it’s just not a
fit for them? What do you do? How do you handle it?”

Without hesitation he answered, “We make it right.” I was glad he got
that answer right! Now, over two years later, Howard and I have done over
50 events together all across America. We have spoken together in the United
Kingdom and in Australia. Guess what? Those who join us are getting incred-
ible results. And even those who turn out not to be a fit, well, Howard makes
it right, just like we make it right.

As you read and devour ! ¢ 5 Secrets of a Phenomenal Business, 1 encour-
age you to take notes and then implement into your own business what
Howard teaches. Why? Simple, really—it works.

*k*k
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Tom is uniquely qualified to bring the Ziglar philosophy and wisdom
to your business. For 48 years Tom has steeped himself in the techniques of
living a successful life and running a successful business. He is the CEO of
Ziglar, Inc., and the proud son of Zig Ziglar. Prior to being named CEO,
Tom began his career in retail and direct sales. He joined the Zig Ziglar Cor-
poration in 1987, learning every aspect of the business as he climbed from
working in the warehouse, to sales, to seminar promotion, to sales manage-
ment and then on to leadership.

Visit www.ziglar.com for more information.



Introduction

Do you remember why you went into business for yourself?

Was it to make a lot of money? Or was it to “be your own boss”...to
<« » . <« » .
chart your own course”...to have a little more “free” time?

Yeah, right!

The brutal reality of most small business owners’ lives is that you feel
like a slave to the business. There's very little family time, major stress, no
real freedom, the business consumes your minds 24/7, and you feel like you
have a “job” rather than a business. Your days are consumed with putting
out “brush fires.”

Can you relate to that? I sure can.

My StoryNFrom the Trunk of My Car to
Living the OAmerican DreamO

I'm originally from L.A. (Lower Alabama!). I grew up on welfare
in Mobile, Alabama, where there were seven kids crammed into a little
600-square-foot shack. The roof on that house was so bad that every time it
rained, we had to get out all the pots and pans to catch the leaks.
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My mama somehow fed us on $100 a month from the welfare depart-
ment. [ still remember getting Christmas presents from the social workers.

When you grow up like that, how are you likely to turn out? For me, I
was an 18-year-old rebellious teenager with hair down to my shoulders. I got
in a fight with my stepdad and he kicked me out!

My friend and I scraped up enough money for me to get a Greyhound
bus ticket to Houston, Texas. This is where my real dad lived—he left when
I was a year old and I had only met him twice in my entire life. My sister was
there with him, and I figured I needed a change.

When I stepped off that Greyhound bus, I actually had only 25 cents in
my pocket. And that was @// the money I had to my name! [ wasn’t even sure
my dad would be there for me—but he was, and I lived with him and his
wife for about a year.

After a few odd jobs, I became a professional waiter and worked in
high-end restaurants where I presented flaming tableside cooking, wearing
a tuxedo. I learned how to make a lot of great dishes at the table—Steak
Diane, Pepper Steak, Caesar Salad Dressing from scratch, Hot Spinach
Salad, Bananas Foster, Cherries Jubilee, and many more. Setting stuff on fire
inside was very cool indeed!

During my years as a waiter, | learned a great deal about the customer
service experience. I've always been an entrepreneur at heart. As a kid, I cut
grass, picked up pine cones, sold stuff door to door, and did anything I could
to make money.

As a waiter, I made just enough to pay the rent.

Then I met my wife—Denise Concetta Antoinette Pennella. Now, #hat’s
Italian! I went to New Jersey to marry Denise, and when you marry into an
Italian family, you don’t get wedding presents like dishes, toasters, and blend-
ers. Instead, what do you get? You get CASH!

We received $3,000 in wedding money! While we were in New Jersey, a
friend of the family who was my age (23 at the time), was tooling around in
a little red Mercedes convertible. I said to myself, / want to know what THAT
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guy does, and I want to know if it’s LEGAL! Turned out he owned a business.
So as soon as we returned to Houston, I spent all of our wedding money
to start my first business—out of the trunk of my car. My wife was really

thrilled about that, let me tell you!

After being in business for 13 years, I felt like a slave to my business. I
loved to travel, but when I did, much of the "vacation" was consumed talking

to customers and employees back home.

Do you know what I'm talking about? Do you have to take your appoint-

ment book and cell phone with you wherever you go?

Two Secrets that Changed
My Life Forever

After spending 13 long years becoming a slave to my business, I learned
two big secrets that changed my life forever. My mentor would come to my
office once a week to talk and pray with me. He noticed how involved I was
in every little detail of the business and how dependent it was on me; he rec-
ommended I read ! e E-Myth Revisited by Michael E. Gerber.

That book changed my business and my life forever.

After reading ! e E-Myth, 1 took a week off and traveled to my favorite
place in the world, Destin, Florida, and sat on the beach and re-created my
future. The first secret I learned was that you've got to have systems set up in
your business if you don’t want to be a slave to it. I learned how to work on
the business instead of just in itas ! ¢ E-Myth says.

The second secret I learned (also from ! e E-Myth) is that the only reason
your business exists is to be a vehicle to help you achieve your LIFE GOALS.
You went into business for yourself because you had a dream of having more
time for your family—a dream of doing what you want when you want.

Instead, you sometimes feel like a slave to the business.
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That’s what I felt. I was literally a prisoner of my own making. Don’t get
me wrong, | really enjoyed serving my customers and doing the technical
work of the business, but now I saw a different picture.

I saw that I could have a turnkey business—one that works just as well
without me as it does with me. I returned to Houston and started working
on the business from my new perspective, and we grew it into a multimillion
dollar turnkey enterprise. I have 40 staff members who love their work, which
allows me to do what I love to do—assist small business owners become phe-

nomenally successful.

In 1998, I began teaching my systems to other business owners through
information products, seminars, and coaching. As it turns out, I was speak-
ing at the same convention as Michael E. Gerber (author of the book that
changed my life, ! e E-Myth Revisited). The seminar promoter arranged for
us to meet over breakfast.

Since that breakfast meeting in Las Vegas, Michael has not only pre-
sented at my live events, he has become a great friend and mentor to me.
I talk to him several times a year, and I will always be grateful to him for
changing my business life. I love Michael; he is a brilliant, incredibly gifted
man.

Since that time I have owned eight small businesses, had partners, bought
and sold businesses, worked in network marketing, and even started a fran-
chise operation. My live events have included world-famous American legend
Zig Ziglar and best-selling authors Tamara Lowe (Get Motivated!, the largest
business seminars in the world, with her husband, Peter), Bob Burg (author
of Endless Referrals and ! e Go-Giver), Dr. Joseph A. Michelli (author of I ¢
Starbucks Experience), and others. And I have been recognized by Dr. John
C. Maxwell, the number one leadership expert in the world.

I am especially grateful for my relationship with the Ziglar Corporation.
I have been blessed to not only share the stage with Zig and to be featured
on his live video webcasts, but to enjoy a close personal relationship with the
entire Ziglar family and team. I recently launched Ziglar’s very first coaching
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program for business owners. Tom Ziglar and I have been traveling the world
helping small business owners get free.

*k*k

Some years ago, when my business was still very small, I was part of a
local industry group that met every week to talk about ways to improve our
businesses. There were about a dozen people who met every Monday morn-
ing. They complained about the economy and how customers wouldn’t pay
their price. They had what Zig called “stinkin’ thinkin and they needed a
“check-up from the neck up”!

Some of them were wearing cut-off blue jeans, flip-flops, and hadn’t
shaved, and they wondered why they didn’t have much business. I strolled
in carrying a briefcase and wearing a sport coat and tie—and a positive atti-
tude. They actually laughed at me and said, “Who do you think you are, Zig
Ziglar or somebody?”

The funny thing is I did not know Zig Ziglar at the time. Little did they
know they were speaking my future! Today I have the pleasure of not only
working with the Ziglar organization, but the thrill of helping small business
owners around the world achieve record sales and profits while having more
time off.

And that is what I want for you. That is what this book is all about—
helping you stop being a slave to your business by transforming it into a
predictable, profitable, turnkey operation so you can live out the one and only
reason your business exists. ..






Chapter 1

The One and Only Reason Your
Business Exists

The greatest business lesson I ever learned is that my business exists for one
and one reason only. And your business exists for the same reason: 2 be a

vehicle to help you achieve your LIFE goals!

The everyday demands of a business can have a dramatic impact on your
personal lives. The good news—no, phenomenal news—is that the impact
can be positive! It doesn’t have to be negative. So, the first step toward a phe-
nomenal business is to understand why it exists—to enhance your life. To be

a vehicle that takes your life from where it is to where you want to go.

We go into business because we have a dream. We have a dream of work-
ing for ourselves and having more free time. But then we get sucked into the
constant demands of the business. Before too long, we are enslaved by it.

The key is to design your life goals " rst. In my first published book, 7
Secrets of a Phenomenal LIFE, 1 share that LIFE stands for Living In Freedom
Every day. You must have a vision for what freedom looks like to you.

One of the tools we use is the Wheel of Life that has the seven core areas

of life. You rate yourself on the seven areas on a scale of 1 through 10. You
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assess your life as it is now and compare each area to what you want it to

look like.

Develop a Vision First

If you don’t have a clear vision for the life you want, you won’t build the
right kind of business. You must get the fact that your business works for you.
You don’t work for the business. Your business is a vebicle to help you live
out your life goals. It’s #he vehicle you have chosen. You design the business
to facilitate your life goals.

Don’t get me wrong, you will still work just as hard—and if you don’t
have money, you may have to invest more “sweat equity” than you ever imag-
ined to get it where you need it to be. You may have to work long and hard in
the beginning. But if you design your life goals " 75z and build your business
around that vision, you will avoid being a slave to your business. Your busi-
ness will add to your life instead of taking away from it.

When I first read ! e E-Myth Revisited, 1 finally understood how to stop
being a slave to my business. Michael Gerber talks about the primary aim.
When you design a compelling, purposeful, phenomenal picture for your
life and design your business around your life goals, you will approach your
business with more purpose and direction.

You will have a compelling reason to build it. With a compelling vision
for your life, you are willing to learn what you need to learn and, more
importantly, implement it.

The other side of the proverbial coin is that your personal habits also
have a dramatic impact on your business. To grow a phenomenal business,
you've got to become a phenomenally successful person with positive habits.
Just knowing how to build a business is not enough. I encourage you to
read my book, 7 Secrets of a Phenomenal LIFE, to discover how to have a
phenomenal life.



Chapter 2

GPS for Phenomenal Success

Have you ever used a GPS (Global Positioning System)? Of course you have.
GPS is used by many to get from “here to there” these days. When I started
my business 28 years ago, we used something called a “map,” and it was

made of this interesting material called paper!

But today, we simply get out our smart phones (that knows where you
are...scary), and open our maps application. Or we get out our Garmin and
type in where we want to go. It knows where you are, and gives you turn-

by-turn directions to get you to your destination.

Do you know where you want to go? Are you clear about where you want
to go in life and in business? And more importantly—do you really know

where you are now?

The first thing a GPS does is determine where you are. I had the amazing
honor of being quoted in the last chapter of the last book Zig Ziglar wrote,
Born to Win. And I helped Tom Ziglar put together a phenomenal business
assessment that reveals exactly where you are in your business right now. The
assessment in Born to Win asks ten questions under each of these important

five areas of business:
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1. Marketing - Everything you do to attract prospects to your
business.

2. Sales - Everything you do to convert prospects into paying
customers.

3. Operations - Everything you do to serve your clients.

4. Administration - Everything you do to track your numbers and
the internal office systems to run the business.

5. Leadership - Everything you do to lead and guide your business.

The assessment reveals how solid your systems are in each area (or not).
You find out where you really are in your business. Most small business own-
ers don’t really understand how to assess where they are. The answers to these
questions reveal where you are in your business compared to where you want
to go, and that is extremely important.

In fact, in coaching small business owners for many years, I've found that
most don’t really have a grasp on where they really are in their business. This
assessment helps you see where your business really is right now.

Back to GPS. Let’s say I want to go to my favorite spot in Florida, but I
have been blindfolded, driven around for hours, and dropped off on the side
of an unmarked road. Unless I know where I am, I can’t get to Florida. The
GPS picks up where I am. Then I can type in the location in Florida and it
will give me step-by-step directions to get there.

So, the first part of GPS for phenomenal success is allowing the GPS to
determine where you are. Once you know where you are, you can then use
GPS to guide you to your destination:

GPSNGoals, Plans, Systems

G is for Goals. Without clearly defined goals, you will never know where
you are going, or if and when you get there. You must have clearly defined life
goals and business goals. They must be written down. They must be yours.
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They must be meaningful to you. They must be specific and measurable. And
of course, this entire book could be about setting goals, but you get the point.

P is for Plans. You need a map. Would you try to go somewhere you've
never been without a map? A simple business plan that includes your business
goals, your mission, a 12-month budget, and a marketing plan. It sounds like
a lot, but I'll show you how to make it really simple. It is vital that you create
a really good map and follow it closely.

Sis for Systems. You must choose what vehicles you will use on this
amazing and exceedingly important journey. Your business is a vehicle; and
like any vehicle, it has a number of systems that work together to operate it.
A bicycle has the wheel system, the gears, the frame, the braking and steering
systems, all working together as a system. An automobile has a number of
systems such as the combustion system, the drivetrain system, and the steer-
ing system that work together.

A Boeing 747 aircraft has many systems that work together and can take
a bunch of people a long way! I created a “747 Business Model” that is in
Chapter 4 of my book 7 Secrets of a Phenomenal LIFE.

The five systems of a phenomenally successful business make up the vehi-
cle you will use to get to where you want to go. They are also the systems that
will help you stay there. The stronger the systems, the smoother they work
together, and the better your trip will be. It's no fun running out of gas or
breaking down on the side of the road. It’s no fun having to rely on a vehicle
that is falling apart, which is the case for many small businesses.

So, set your Goals. Develop your Plan. And build Systems in your busi-
ness. The rest of this book will help you do that.






Chapter 3

How to Stop Being a Slave to
Your Business

and Transform It Into a Predictable, Pro" table,
Turnkey Operation

If you have staff, you are probably familiar with the story of Somebody,
Everybody, and Nobody:

Somebody was asked to do something that was Everybody’s job.
Everybody thought Somebody was going to do it, but Nobody did
it. When Nobody did it, Everybody asked why Somebody didn’t
do it. Somebody said it was Everybody’s job. Everybody said it was
Nobody’s job, therefore Nobody did it.

Can you relate to that story? If you don’t have staff, this chapter will
reveal how not having staff is holding you back and what to do about it.
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Why Systems are Critical to
Your Business

The key to profitable growth

Have you ever seen companies that grow big fast only to discover that
more money is going out than is coming in? I have. And it is no very phe-
nomenal! The bigger you get without systems, the more money is going out
the door in reinventing every day.

Employees perform better

When your employees don’t have to depend on you to direct their every
move because they have a system to work in, their performance increases.

Fewer surprises

Have you noticed that human beings do weird things? The stuff people
come up with sometimes is mind boggling. Like the time one of my clients
had an employee who wrecked a company truck. Instead of calling the owner
and letting him know, he hid the truck behind his house and didn’t show up
for work the next day. Of course my client didn’t have systems in place then.
Now he does. Don’t leave it to your employees to try and figure out the best
thing to do. Have a system.

Keeps the owner in line

I don’t know about you, but I like to change things, update them, and
try something new from time to time. As the owner, you may like to tinker,
or you decide which part of the system you feel like using that day. As the
owner, you have to be the example and follow the procedures yourself if you
want your staff to follow them.

Many years ago in my service business, I went out to do an on-site pre-
sentation for a prospective client. I assumed that the client wouldn’t buy and
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did not write up a proposal. Instead, I just quoted a verbal price and left.
Sometime later, the prospect called to have the work done. My salesperson
looked high and low for the paperwork and finally in frustration asked the
prospect if she was absolutely sure we had done an on-site consultation.

“Oh yes” she said. “A man drove up in a Lexus, looked around and told
me how much it would be!” Of course my sales agent knew exactly who she
was talking about—me! The owner—the one who decided not to follow the
system that day. And of course there’s another lesson there too. Don’t judge
a prospect. Do the proposal!

If you like to change things around and you have a team, they will be
confused if you don’t inform them beforehand. Customers may also become
confused. When you change something, be sure to communicate it and
update the system.

A consistent service experience

When you have a system, the customer knows exactly what to expect.
McDonald’s is the “poster child” for systems because customers can get the
same hamburger in Tokyo as they can in Paducah, Kentucky. It may not be
the best hamburger, but it’s the same hamburger. It’s consistent because they
have a system.

Takes less of the owner’s time

The idea behind building systems is so you have more time. If you are
“reinventing the wheel” every day because there is no system in place for
your team to follow, you end up doing everything yourself. Ultimately, you
want to streamline your business so you can have more time to pursue your

life goals.

As I write this section, I have been traveling for almost three weeks. It’s
July 4, and my wife and I are at our little beach condo in Florida. My staff
knows what to do. They don’t need me. We were in Australia for almost two
weeks, and I didn’t have a phone with me. My wife asked me about ten days

»

into the trip, “Have you talked to your office?” I said, “Uh, no.” “Don’t you
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need to check in with them?” she pressed. “Uh, no...they know what to do.
Remember I have a turnkey business.” “Oh that’s right,” she said.

One of my coaching clients built his business from almost nothing to
over $2 million per year—and he takes fourteen vacation weeks each year
and travels all around the world. It can be done. Now please understand
that you don’t want to be irresponsible. You still have a responsibility as the
owner of that company. You must make sure that your managers are leading
properly and that things are being implemented properly.

I liken it to investment property that is managed by someone else. You
own the property (and therefore have responsibility), but you don’t have to
do the day-to-day management.

Another caution is not to exit too soon. I have another client who did
not have the right team; and although his business was profitable and he was
able to travel a great deal, he began to travel continuously and things began
to fall into disrepair.

A saleable business

Finally, would you like to sell your business for a lot of money one of
these days? What if one day you could sell your business and retire on the
proceeds? How would that be? I have found that there are two responses
to this question. The first one is, “No! I love what I do!” And the fact is that
many times the work we do in our business is a ministry—it’s our expres-

sion—or perhaps we love the technical work we do (or some other part of the

work “in” the business).

If that is your response, you still need systems in your business! Here’s
why. What if you had to sell your business? A friend of mine has a hereditary
kidney condition that will one day take his life. It took his brother’s life. As
far as he knows, it is inevitable.

The problem is that his current business depends on him! He is a genius
at what he does, but it isn’t a turnkey system. So, he has been feverishly
building another company that will help him reach his most important life
goal: to leave his family with the finances they need to live comfortably.
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You may not want to sell your business right now. But sooner or later, you
will “leave the building,” as we all do! Whoever takes over that business will
need a system. And if you have to sell it for some reason, you can.

The other response I get to the question “Would you like to sell your
business for a lot of money one of these days?” is a resounding “YES!” Well,
here’s the bad news: first, your business isn’t worth much if it depends on
you. Second, an investor (someone who has the kind of money you probably
want for your business) doesn’t want your 24-hour-7-day-a-week JOB!

They want a set of keys.

They want a set of keys that they can take and turn the crank on the
predictable, profitable, turnkey money machine that you have created. They
want to be able to flip the ignition switch and have it run as good for them
as it does for you.

*k*k

A friend of mine asked his billionaire neighbor (who owns a /ot of com-
panies) for advice. The billionaire business owner said, “Build your business
to sell it and then keep it!”

If you are a skeptic, you may think it’s a fantasy to have a turnkey busi-
ness that allows you to travel and do the things you want to do. And you may
be the type of business owner who believes you have to be there controlling
every aspect of the business and that if you are off at the beach that your
employees won't take you seriously.

To the skeptic: I'm living proof that it’s possible. And I have helped many
people do the same. It is possible. It won’t be easy; in fact, building systems
in your business will be the hardest thing you ever do in business. That’s the
bad news. The good news is that once you have a turnkey business, you will
have something that very few small business owners have.

To the control freak: If you love running the thing every day and that fits
your life goal, go for it! But if you think that is the only way, let me ask you
this question. Is Warren Buffet on the floor of the call center at Geico? I don’t
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think so. Phenomenal leadership is required to develop leaders who develop
leaders. Leaders who can run your companies for you. Those who can handle
the day to day for you and instead of you.

This acronym sums it up well:
Saves
Your
Self
Time
Energy
Money

Here’s my acronym for SYSTEMS:
Systematizing
Your
Strategies
To
Execute
Management

Successtully

Everyone has strategies. You may not realize how many strategies you
have, but you have specific ways of doing things. You may have intentionally
decided to answer your phone a certain way rather than another, for example.
Thats a strategy. There’s a certain way you do your work. That’s a strategy.
There’s a certain way you advertise. That’s a szrategy.

A system is a group of working parts that are designed to work together.
Then and only then can you really execute successfully. Then and only then
can you really manage.

By the way, even if you are a solo operator or an independent professional
who works alone, you need systems. There is a specific order of things that
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works best. Once you find the best procedure and timing, do it the same way
each time and your results improve. Once you have tested a number of strate-
gies, you find what works best and duplicate it over and over.

The Five Vital Components of
a System

If you understand and apply the following components, you can sys-
tematize just about anything. Assembling these five components creates the
ultimate system. I believe these five components will work for any type of

business or organization:

1. 'The Mission

2. 'The Organizational Chart
Policies

Procedures

AR R

Job Descriptions

Systems Component #1: The Mission

Your company’s mission is the unique experience you are delivering every
day. It is what you do every day to accomplish the vision. Your mission is dif-
ferent from your vision. Your vision is where you are going. Your mission is

how you get there.

For our purpose of learning together, we will define vision as being more
about your goals, the destination, where we are going (remember GPS?). Your

mission is about what you do every day.

For example, the mission of my service company is to provide the most
outstanding service experience ever. The mission of my training company is

to help small business owners stop being a slave to their business.
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Starbucks’s mission is zo inspire and nurture the human spirit - one per-
son, one cup, and one neighborhood at a time. World Famous Pike Place Fish
Market became “world famous” by adopting the mission of treating everyone
like they’re world famous.

Notice that each of these statements is only one sentence and easy to
remember. An effective mission statement is not some long boring paragraph
in a frame on the wall that no one knows. The receptionist sitting ten feet
away who sees it every day can’t even tell you what is says. The owner who
cooked it up in a business planning session with a consultant quickly forgot
about it after the conference. Until you simplify it and transfer it into the
hearts of your employees and clients, it won’t help you.

Speaking of heart and the reason mission is the first component of build-
ing systems in your business, a system without a heart is just a lifeless corpse.
If you think about the human body, as intricate as it is, without a heart
pumping, there is no life. You can have the bones, the flesh, and all the intri-

cate systems, but without blood flow, you have nothing.

Some organizations are alive, but that’s about all. The next step is to
make your mission inspirational. Your mission needs to be unique, meaning-
ful, and engaging so that your employees feel good about delivering it and
your clients get an experience that makes them feel good.

Whether youre a doctor or you sell a product online, what is the unique
experience you want your clients, members, or patients to fee/? A mission is
not a slogan necessarily, it's what you actually deliver. But you do want to
teach it to your clients so they know what they are getting. This helps you
attract the kinds of clients you want. See more about that in the chapter on
phenomenal marketing systems.

For example, the mission of my service company (to provide the most
outstanding service experience ever) means we stand out from the crowd.
Clients get a “wow” experience that makes them feel important. It makes
them feel special. It makes them happy! Zappos created a phenomenal online
business by making customers happy!
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Instead of just providing a functional service, we offer an outstanding,
engaging, meaningful service experience that leaves them with their jaws on
the ground. Our goal is to leave them with the feeling that no one cares like
we do. No one has ever provided that level of experience.

The first thing a new hire learns is our mission. In fact, they learn it in
the interview process and agree to help us provide it before we even hire
them. We have a five-page document on the mission that is the first part
of the new hire training manual. It covers what the “most outstanding
service experience ever” means. It not only talks about being on time and
doing a good job, those kinds of things are blow the minimum standard.

The document teaches that success is only achieved when clients fee/ they
have received the most outstanding service experience they have ever received
from any service provider in any industry! It doesn’t matter if we did every-
thing we were “supposed” to do, we didn’t accomplish the mission unless we
can clearly see that they feel that way.

The Ritz-Carlton does a phenomenal job with this. They have a credo
card that each one of their “Ladies and Gentlemen” carries. It has their credo,
motto, and three steps of service on it. Read all about it in my friend Joseph

Michelli’s book, | ¢ New Gold Standard.

In my membership program, our mission is to provide the most phenom-
enal community experience ever. We found that when people feel like they
belong to an organization that shares the same vision and values, they feel
accepted, appreciated, and supported.

When they feel accepted, appreciated, and supported, they implement!
The number one reason that small business owners don’t grow is FTT (Fail-
ure To Implement)! We move them from being a slave to their business into
a community of supporters, encouragers, and cheerleaders, and then on to
implementation, infrastructure, and significant business growth.

The Benefits of a Clear, Compelling Mission

* Your mission reveals who your target market is. Does everyone want
the most outstanding service experience? No, some people want
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the lowest price. Does everyone feel like a slave to their business?
No. Does everyone want the finest coffee in the world? No. If
you try to be everything to everyone, you won’t be anything to
anybody. (See the chapter on phenomenal marketing systems to

see how mission affects marketing,)

Your mission dictates what kind of marketing you do. Does every
kind of marketing attract the target market that wants the mis-

sion you want to deliver? No.

Your mission engages your prospects and clients. Your mission makes
it clear what you are actually providing—an experience, not just
a functional product or service.

Your mission helps your statt make the right client decisions. This is
possibly the biggest reason for a mission. Although your goal in
building systems is to document every step that happens in the
business, the fact is that we live in the real world and your staff
must be empowered to make decisions when the lines are grey.
How do your employees make that decision? With the mission
in mind. Obviously we can’t deliver the mission without making
a profit (an important part of the vision), but the mission helps
them make the right decision.

Your mission determines what image you project. Your mission will
determine how your materials look, what kind of dress code you
have, what kind of facility you have, and many other decisions
regarding the image of your company. For example, if my target
market is corporate America, my image has to be corporate. If
my target market is small business owners, it can be a little more
down to earth, as they want to see authenticity.

Your mission helps you adopt the right customer service policies. One
of the biggest disconnects in small business is when the mission
doesn’t match the message. If the message says you provide the
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most outstanding service experience ever, but you set policies that
limit your staff from actually delivering that, you hurt the brand.

Your mission leads you to the right procedures and training processes.
Your people can have hearts as big as Texas, but if they don’t have
the training and the systems to work with, they can’t deliver even
if they wanted to.

Your mission tells you what kind of people you should hire (or not).
If your people aren’t passionate about the mission, you are going
nowhere fast. As Jim Collins says in Good to Great, “Get the right
people on the bus and then figure out what seat to put them in.”
(More about this in Phenomenal Leadership Systems.)

Your mission is the focus of coaching and discipline. When team
members miss the mark and you have to take them into a coach-
ing situation, the entire conversation is about mission, vision, and
purpose. This takes the conversation away from “me versus you.”
It’s about the mission. This takes the negative emotion out of the
equation.

Once you have a mission that you believe in, you can use it to make every
decision in your business. What kind of marketing should we do? What
should our uniforms look like? What kind of equipment should we use? In
the book Onward, Howard Shultz shares that when Starbucks got off-track,
the espresso machines that were chosen to cut expenses actually killed part
of the experience—the aroma!

You can be tempted to do things that keep you from accomplishing your
mission because you are trying to save money or you're growing so fast that
you lose sight of what got you there in the first place. That’s what happened
to Starbucks.

In the book Onward—How Starbucks Fought for Its Life without Losing Its
Soul, Howard Shultz shares how they regained their brand after losing their
way. It’s a powerful story about the importance of mission and brand.
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When you have a mission that is understood, you can “check” every deci-
sion that is made. A clear mission helps you “rally the troops” and gives you
a context for coaching. When an employee doesn’t follow procedure, you can
simply tie the correct behavior to the “why” behind the procedure—which

is the mission.

Instead of your employees thinking you’re mad at them or you don’t like
them or whatever emotional issue they have, they understand that it’s about
the mission. They understand that the mission is best for the client. Speaking
of clients, be sure to communicate your mission to your prospects, custom-
ers, and clients, as well. At our company, our UEP™ (Unique Experience
Proposition) is our mission statement. This is what the client is buying and

this is what my staff provides.
What a thing of beauty!

The mission is the very first component in building systems because we
must know what it is that we are trying to accomplish each day. While you
are getting your procedures in place, your team needs to know what the mis-
sion is so they can make the right decisions. You also need your mission in

place so you can create the right procedures.

As mentioned previously, you may have heard people use the words
“vision” and “mission” interchangeably. The difference between vision and

mission, by the way (in my mind’s eye), is this:

Mission is what your business is trying to do each day. In other words,
every time we pick up the phone, it communicates “the most out-

standing service experience ever’—or it doesn’t. Simple as that.

Vision is what you want your business to look like. In other words,
your vision is what you get when you reach your goals. We want to
do X number of dollars in business, X number of clients, X dollars in

profit, etc. We want to have X number of trucks, staff, etc.

Finally, your mission is supported by your values or what Starbucks calls
“guiding principles.” These values help us live out our mission each day. My
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company has five values that we live by and that we communicate to our
clients.

If we live out the values, we accomplish the mission. Simple as that.

To create your own mission statement, think about what you want the
client to receive. What do you want them to fee/? Put together a simple but
meaningful sentence and begin to communicate it to your staff. Post it on
your materials, your walls, and every place it can be visible to remind you,
your staff, and your clients what you are actually selling.

Systems Component #2: The Organizational Chart

Owning your own business can be overwhelming because of the number
of “hats” you have to wear. Someone not only has to do the technical work
of the business, but someone has to market, someone has to go on sales calls,
someone has to do the bookkeeping, someone has to order supplies, someone
has to fix the equipment, and the list goes on.

If you are a larger company and you have people actually doing some of
these things, you are most likely overwhelmed as you try to manage them
and end up being involved in many things that you don’t want to be involved

in (and probably shouldn’t be).

You are involved in too many areas because you haven’t learned the skill
of leadership and systems. How do you ever get past this? You need a vision.
A road map—a clear picture of the business. A great tool is an organizational
chart.

An organizational chart for most companies looks like this:

LEADERSHIP MARKETING SALES OPERATIONS ADMINISTRATION
You You You You

Directing
Managing You You You You
Doing You You You You

No wonder you're overwhelmed! You're in every box!
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So how do you get organized? You begin by understanding the 12 vital
functions of the business. Every one of these functions is vital to becoming
phenomenally successful in your business. And if you want a turnkey busi-

ness, all of them are absolutely crucial.

Does someone have to plan the business to be more successful? You
bet. That’s the role of the person I call the Director. Does someone have to
manage the business? Absolutely. Someone must make sure that all of the
things that are supposed to happen actually get implemented. I call that
person the Manager.

And, of course, someone has to actually do the work of the business.
The good news is that it doesn’t always have to be you. And men, your wife
is not the only one who can answer the phone and do the books. She needs

a life, too.

Understanding the three levels of leadership (directing, managing, and
doing) gives you a picture of how to separate and organize the major func-
tions. Then there are what I call the Four Pillars of a Phenomenally Successful
Business: Marketing (everything you do to attract prospects to your busi-
ness), Sales (everything you do to convert the prospect into paying customer),
Operations (everything you do to service your client), and Administration

(everything you do to track results).

More on these areas in the next chapter.
How to Use the Organizational Chart

1. Directing is casting the vision for the company, planning, and
leading the managers. The director knows what the end result

looks like.

2. Managing ensures that the wishes of the director are carried out.
This involves training, supervising, reporting, and overseeing

resources.

3. Doing is implementing the work to be done.
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To grow effectively, begin replacing yourself in the “doing” area on the
bottom row first. As a business owner, your time is worth more than $15 per
hour. When you begin to grow, replace yourself in those areas first. Start
with the area you are not good at. Stay in your strength zone.

For example, if youre good at marketing but hate bookkeeping, the
Administration area is probably suffering. Get a clerk or a bookkeeper who
can help in that area. Or perhaps you don’t like doing the technical work
of the business (or that is the most overwhelming, time consuming area for
you). Put someone in place to do the basic parts of Operations so you can
focus on Marketing, Sales, and Administration.

When I started my first company out of the trunk of my car, my name
was in every box just like this chart. Of course at that time I didn’t even
know there were boxes! Eventually I hired an operations assistant. Then I
hired a couple of operations technicians. Then I hired people to answer the
phone (inside sales), to send out newsletters and marketing materials, and to
do data entry (Administration). I hired a bookkeeper. I did the marketing
and outside sales.

Later on I merged with a couple of other small business owners and put
one in charge of Operations and the other in charge of Administration. We
then hired more people to do inside sales and on-location sales. Eventually, I
hired someone to do marketing with me and then for me.

Finally I was only in two boxes—Marketing Director and Sales Director.
Today my business is turnkey. Although I meet with my staff once a week
and we work on projects, I don’t really have a “job” in that business other
than the responsibility of owning the business.

Once you fill the bottom boxes, you can move to the middle boxes. In
fact, it doesn’t even have to be that clean. You may still be “doing” some of
the work while having managers in other areas. For example, as I write this
book, I am “doing” work “in” the business. At the time of this writing, I
present workshops, seminars, and do some coaching and consulting in addi-
tion to writing, but I have an Operations Manager, a Marketing Manager,
Sales Manager, and an Administration Manager.



I enjoy doing—work that reaps big rewards. However, if at any point I want
to stop doing any part of what I do "in" the business, I can. When you build
it with systems in mind, you create something that can survive and thrive
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Although I'm doing some work “in” the business, it is strategic work that

beyond you.

The Four Roles of the Business Owner

business. Don’t worry about sow right now. Just think about your life goals
and what kind of work lifestyle you are after. Remember that you want to
design your business around your life goals. There are four roles you can

On the Wheel of Life, mentioned in Chapter 1, there’s a spoke called

“Career.” You want to think about what ro/e you want to fulfill in your small

choose to fulfill in your small business.

1.

I' e Technician. What I mean by technician is the one doing the
technical work of the business. In a service business, the tech-
nician role is obvious, but even if you run a retail store or you
are an independent professional, the doing of the work is who I
am talking about—the person making the sales calls, processing
paperwork, or serving customers. It is the doing of the work.

Is there anything wrong with being the technician in your busi-
ness? Absolutely not! If that’s what you truly love to do—if that’s
what you are called to do—and you can balance your life, it may
be a wonderful thing for you. You may want to do what doctors
do—put in place an administrative staff and assistants so you
can grow your “practice.” All of the concepts in this chapter will
assist you, even if you want to continue doing the technical work.
But you must organize the other aspects of the business so you
are not so overwhelmed. I want you to be the technician because
you want to, not because you feel you have to!

' e Customer Service Manager. This level is when you have others
doing the majority of the technical work, but you are still manag-
ing the service experience. A good example of this is an in-home
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service company. Say you are a plumber and you are normally
the one who does the work. Once you develop a system, even an
ordinary plumber can get extraordinary results by simply using
the system that you have developed. You are still “controlling”
the client experience by directing the action. You talk to the cli-
ent over the phone and sometimes stop in to check on the job’s

progress.

l' e General Manager. At this level, you have a team that does
most of the day-to-day duties—marketing, sales, service, and
accounting. But you are there to direct the operation. Sure you
can take a vacation and leave someone in charge, but you call the

day-to-day shots.

' e Turnkey Business Owner. This is a level I think all business
owners dream of, but, sadly, few ever reach. You have manage-
ment in place that call the day-to-day shots. You can do what you
want to do, when you want to do it. If you want to go away for
the summer, you can. Some people believe this is a fantasy. Of
course, I'm living proof that this can be done—and I've helped

others do it too.

But let’s look at some examples that maybe you can relate to—Walmart

and Sam’s Club. Could Sam Walton be in every store? No. He loved to be
involved where he could, but it was impossible for him to be involved in
everything that happened at Sam’s and Walmart. “But Howard, that’s a huge
company. What does that have to do with me?” you might ask. Az one time,

Sam Walton had one store!

What about Warren Buffet? Does he answer the phone at Geico and

write insurance? No. Does he work the floor at the Omaha-based furniture
store that he owns? Of course not. So the point here is that you have to start
somewhere. And the place you want to start is getting your business system-

atized and organized so it is more predictable. You want to begin the process
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of replacing yourself in the areas that you are not good at and that you are
not supposed to do.

Systems Component #3: Policies

These are the guidelines—the rules and regulations. Policies are to clarify
expectations on conduct issues, dress code, etc. A good example of a set of
policies is what would be in your Employee Handbook.

Be sure that your policies complement your mission rather than compete
with it. For instance, if your mission is to provide the most outstanding
service experience ever, don’t make policies that are going to frustrate the
clients.

You can get an Employee Handbook template for your state. Make
any needed changes to it and have a labor attorney review it. The technical
policies for your industry may be found through industry associations, etc.
Otherwise, you'll have to write them line by line. Even if you get something
that is already "complete", chances are that you'll have to invest some time
tweaking it.

Systems Component #4: Procedures

A procedure is the “how to.” Make your procedures step by step. If it is a
computer program, include each keystroke (within reason, you can’t always
cover every possibility). If your industry has technical training or manuals
to use, you can cut the development time down. We have one department
in one of my companies where a technical manual developed by a training
company in our industry is used as our technical manual. Whatever the
book says, that’s how we do it.

The idea is that someone who has never done the work can follow the
procedure and can do it without any further instructions. This reminds me
of when I first started traveling to present workshops. My brother was travel-
ing with me because he has an accounting business that requires only a few
months of his time, and he’s basically “oft” the rest of the year. We were on
an airplane and he was sitting behind me.
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I simply handed the timeline and procedure for the one-day workshop
over the back of the seat, and he read it on the plane. The next morning when
I stopped the workshop for a break, I couldn’t find my brother! The rental
car was gone and so was hel Where could he have possibly gone? 1 thought to
myself. A few minutes later, he walked in with a Starbucks in his hand.

You're kidding! T'm thinking to myself. Here we are on break and I need
help with orders, and he’s at Starbucks! “Why did you go to Starbucks?” I
asked him. “Because the procedure said to go get you a coffee from Starbucks
during the break and to be back by 10:30. Two sugars right?” he said. I had
taken the break a few minutes early. He followed the procedure. I didn’t!

Although that’s kind of a funny story, it proves how you can write a pro-

cedure, hand it off, and not worry about it.

Systems Component #5: Position Results
Descriptions

Once you've determined what positions you are going to fulfill in the
business, you need to fill in the other boxes. Position descriptions or job
descriptions is the next component. Position descriptions outline each of the

roles and the duties required to fulfill that position.

Many job description examples are long and cumbersome. A simple way
to do it is to create a line item for each position. Each of the items will be con-
nected to a policy or procedure. Each of these line items can also be called a
Key Result Area (KRA). A KRA spells out the results that are expected for
each key area. For example, a bookkeeper position description would have a
KRA called Accounts Payable. It would read as follows:

Key Result Area: Accounts Payable. My job in this area will have been
completed when I have entered all payables according to our company

Accounts Payable Policies and Procedures.

The task is connected to a policy or procedure. It may have been done,

but done wrong. Attaching the KRA to a policy or procedure ensures it was
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done right, but does not require you to write every policy or procedure before
you can create position descriptions.

Start with a simple checklist of Key Result Areas, then add the Policies
and Procedures as you create them.

Three Simple Brain-Dead Steps to Get Started Building
Systems Now

Step I: Make a long list of “tasks” or procedures. Think of everything that
happens in your company. Keep adding to the list until you have the major
Key Result Areas (KRA) identified.

Step 2: Assign the KRAs to a specific person in a position description.
Discuss the position description with the team member.

Step 3: Begin developing your most important policies and procedures.
Communicate them in writing and in training to your team.

Bookkeeper
My job in the following areas will be completed when I have:

1. Entered all job tickets according to the Job Ticket Entering
Procedure

2. Entered all incoming bills according to the Accounts Payable
Procedures

3. Invoiced all unpaid accounts according to the Accounts Receiv-
able Procedures

4. Made the Bank Deposit according to the Bank Deposit Procedure

5. Sent out all Referral Certificates according to the Referral Cer-
tificate Procedures



Job Description Checklist

Daily
O Process Incoming E-Mail

o Post on Social Media
o Make 20 Referral Calls

Weekly
O Send Weekly E-Mail Newsletter
0 Attend Weekly Staff Meeting
O Submit Weekly Marketing Report
0 Change All Banner Ads
o Update Websites

Monthly

o Send Monthly Newsletter
o Update Print Ads

0 Update Marketing Plan

O Submit Magazine Article

_41_






Chapter 4

The Five Secrets of a
Phenomenal Business

‘e secret is the system.” —Michael E. Gerber

In 2011, I had the pleasure of helping Tom Ziglar, son of Zig Ziglar, create a
powerful business assessment for Zig Ziglar’s last book Born To Win, which
Tom co-authored. Tom and I had our own lists of the core systems a busi-
ness should have, and they were a little different. As we began to flesh out the
parts that every phenomenally successful business needs to have, we finally
settled on five specific areas of the business.
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Secret #1: A Phenomenal
Marketing System

Marketing is everything you do to attract prospects to your business.
Notice that I said a phenomenal marketing system. The marketing of most

small business owners is poor.

Marketing is the key to business growth. Without customers you have
nothing. You can do a wonderful job, but if you don’t have enough custom-
ers, nothing else matters. So, you want to have not just good marketing, but
phenomenal marketing. What is phenomenal marketing? Marketing that
is remarkable. Extraordinary. Outstanding. Phenomenal marketing creates

experiences that engage, educate, and build a sense of belonging.

And you want to have a marketing systemz. Once you determine what
phenomenal marketing looks like in your business, you want to figure out

how to duplicate it without you having to be involved in every detail.

Here’s an example: Let’s say that you determine that mailing a newslet-
ter to your database helps you bring in more business. You write a procedure
on how to compile the newsletter and get someone else to do the mechanics
of it. You might still write it, but let someone else lay it out, print it, mail it
get the database together, etc. Then put the task on a calendar so it happens

without your direct supervision.

This book reveals the proven secrets of a phenomenal marketing system

that has revolutionized small businesses worldwide.

Secret #2: A Phenomenal
Sales System

“Sales” is everything you do to turn a prospect into a paying customer.

Once you generate prospects through marketing, the sales system is what
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turns them from prospects to customers. Remember, you want a phenomenal

sales system.

This system includes answering the phone, your phone scripts, respond-
ing to an email optin, presentations, and so on. Once they have actually

purchased something from you, they are now customers.

Many times you may not need more prospects, but you need to take
better care of the leads you get. Is your phone answered live? Is your phone
answered in the most professional way possible? Do prospects and clients
have a great experience when they call your company? Are your closing ratios

what they need to be? Do you consistently make the add-on sale?

Do you have proven scripts for your people to follow so that you aren’t
the only one who can close the “big deals”? Do you have phenomenal on-site
sales materials? How effective is your response to Internet leads? Increas-
ing your closing ratios and your job averages can have a big impact on your

business.

This book shows you my proven sales system for building a phenomenal

business.

Secret #3: A Phenomenal
Operations System

Operations is everything you do to service your customer, patient, or
member. The level of service you provide determines whether they will
ascend the “loyalty ladder” and go from customer to c/ient. What's the dif-
ference between a customer and a client? A customer buys something solely
on the price, value, or special, but doesn’t have any loyalty to you. A client
wants a consultant, an advisor, or a partner, so to speak, to “take care of that
area of their lives.”

You wouldn’t choose a doctor based on price, would you? Or how about
finding the cheapest accountant or attorney? If you do, you’ll get what you
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pay for. Clients are loyal, they want a relationship, they want information,

and they refer others like them.

Do you have service systems in place so that your clients get he most
phenomenal service experience ever, consistently every time? Without you

having to be personally involved?

In this book, you’ll learn how to take this area to the next level.

Secret #4. A Phenomenal
Administration System

Administration is tracking results. It is also internal office systems that

include financial, accounting, legal, insurance, and those types of things.

Do you know what your cost of doing business is? Do you know what
your marketing efforts are producing? Do you know what your sales clos-
ing rates are? Do you know what your production rates are? Do you have a
budget for the next 12 months? Do you have the right insurance and legal

protection?

I think I just felt you become overwhelmed with all the “work” you have
to do. Let me pause for a moment and take you back to Chapter 1: The One
and Only Reason Your Business Exists...to Be a Vehicle to Help You Achieve
Your LIFE Goals.

If you want to build a predictable, profitable, turnkey vehicle that will

take you where you want to go in life, it will be a lot of work to build it. But

it will be worth it.

Can you imagine a 747 flying across the ocean without knowing stats?
Without knowing what the fuel level is? Yet, this is what small businesses do
every day. They guess. They don’t track. This is one of the most important

parts of your business.
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If you don’t make money, your business isn’t working! A business without
a profit is just a hobby! And the only way you know whether you are making
a profit is to track.

Tracking helps you make more while working less.

Read that sentence again. Tracking will help you work less and make
more. Why? Because when you get in touch with your actual numbers (pre-
pare to be surprised), it will cause you to stop running harder on the hamster
wheel and take action on the things that actually matter.

You will not only get an education on this subject in this book, but you’ll
also learn a phenomenal administration system.

Secret #5: A Phenomenal
Leadership System

In 2011, I had the opportunity to meet John Maxwell, the world’s num-
ber one leadership expert. As the first person to become a founding member
of John’s very first coaching program ! ¢ John Maxwell Team, 1 had the
opportunity to spend time with John. The highlight was watching the Super
Bowl at his home in Florida.

John says, “Everything rises and falls on leadership.” Everything? Can
that be true? He goes on to say that “leadership is influence.” Nothing more,
nothing less. And to gain influence, you must “add value to people.” Is lead-
ership required for marketing? Only if you want to influence people to do
business with your company. And remember that all of business is about
relationships. Marketing, sales, and service is about relationships. Tracking
your numbers reflects your relationship with yourself! Are you serious about
your life goals? Or are you using your business just to get by in life? To have
something to do?

Speaking of this, John Maxwell also says the toughest person to lead is
yourself. When you begin to understand your strengths and weaknesses, and
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you begin to understand how to add value to other people—to influence
them and to “enlist their willing cooperation to reach a goal” (Dale Carn-
egie)—you can begin to build a phenomenal team.

This means that you don’t have to do everything yourself. It means you
can now find those people who can do the things you don’t like to do (and
probably aren’t very good at). My strengths are marketing, sales, service,
and leadership. Did you notice that administration wasn’t listed? I hated the
numbers! Until I got in trouble. Then I began to love the fact that I could
predict a loss in the future and do something about it before it happened!

I have a staff of forty people who run my companies for me. I can tell
you without hesitation that one of my greatest joys in life is watching my
team grow. To watch my managers grow as leaders (there is a difference you
know), is thrilling.

The reason it is thrilling is because we now have a phenomenal leadership
system.

This book reveals how you can have one too!

[=] 3% [=]
T
[x]

Free Audio Program Reveals the 5 Secrets

This Audio Program was recorded by Howard Partridge and
Tom Ziglar at the legendary Zig Ziglar studio.



Chapter 5

Phenomenal Marketing Systems

What comes to mind when you think of the word marketing? For some, it’s
advertising. Others might think of networking, branding, or the idea of “get-
ting your name out there.”

Of course marketing includes those things, but marketing is actually
everything you do to attract prospects to your business. Phenomenal market-
ing delivers a meaningful experience that educates, engages, and entertains.
A phenomenal marketing system is a group of working parts that duplicates
results consistently.

What kind of results? Enough of your perfect target prospects to reach
your sales goal consistently. A phenomenal marketing system consistently
produces your perfect target prospect. If you are attracting the wrong kind
of prospect, your marketing isn’t working. And if your sales are up and down
because you don’t consistently implement marketing, then you don’t have a
system. Too many business owners spend lots of time and money “getting
their name out there” but have no real system of attracting prospects consis-
tently. Most often, a small business owner’s marketing is a gamble more than
a planned effort. Congratulations for reading this book. You now have the

opportunity to be one of the few who escape that trap.
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Regardless of the type of marketing you do, it must increase sales. Of
course the sales process will determine whether the prospect will actually
buy, but that also depends on the quality of the prospect you are attracting,.
When you attract the wrong kind of customer (because your marketing isn’t
what it needs to be), it doesn’t matter how good your sales process is. You

may even close the sale, but you won’t build the kind of business you want.

The Only Three Ways to Increase Sales

Regardless of the type of business you are in, there are only three ways to

increase sales under the sun. The three ways are:

1. Increase Sales from Existing Clients.

The first (and possibly the easiest) way to increase sales is to get your
existing clients to use your services (or buy your product) more often, or to
use more of your services (or buy more of your products). This can have a
dramatic effect on your income. If you are not marketing to your existing
client base, you could literally double your business with this strategy alone.
This is assuming that you have something compelling and valuable to offer

your past and existing clients.

As you'll see, marketing to your past and existing clients is one of the
most important marketing activities. In fact, not marketing to your past
clients is what I call “The Biggest Marketing Mistake of ALL,” but we’ll get
to that.

It is estimated that it costs an average of 500 percent more to gain a new
client than to keep an existing one. They already know you. You already
know them. They have already paid your price. They are the most likely to
do business with you assuming that you have a repeatable service, other prod-

ucts, and you want referrals from them.
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Later on I share the reasons this is one of the biggest secrets. This book
reveals some of the strategies you can use to keep your current clients coming

back for more and to keep them actively referring you.

2. Increase Number of Clients.

Speaking of referrals, the second way to increase sales is to get more cli-
ents. This is the one that people usually think of first. Most small business
owners say that 85 percent of their business comes from repeat and referral
business. Yet they don’t have a system in place to maintain and increase
repeat and referral business. Most small business owners say they build their
business through “word of mouth,” but they don’t have a referral system in
place. There are many ways to get more clients, but the best way is through
referrals, and I’ll show you how to put your word of mouth marketing into a

phenomenal system.

3. Increase Price.

This is a powerful way to increase sales, but probably the last one that
small business owners think of. In fact, you only think of it briefly, because
after all, “With the economy being what it is....” I hope to change your mind
on this, because when you increase your price without losing too much in
sales volume, your top line increases. If you raise your price 20 percent and
lose 20 percent of your sales volume, you are still making more profit. If you
raise your price 50 percent and lose 50 percent of your sales volume, you are

still making more profit.

By positioning yourself and your company differently—by creating a dif-
ferent message—you will be able to continually raise your price. The beauty
is that you probably won’t lose any sales volume! If you do lose clients, it’ll
be the unprofitable ones you don’t want anyway. And if you do this right,
you’ll quickly replace them with clients who are willing to pay a higher price

because you will have developed a compelling experience they want to have.
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Experiential Marketing

Speaking of experience, I came across a term some years ago that
explained what I was already doing in my marketing, and explained how I
was able to get the highest prices. The term “experiential marketing” is sort
of an unusual, obscure term, but is key to getting the highest prices for your

service. In his book Experiential Marketing, Bernd H. Schmitt states:

Today, customers take functional features and benefits, product qual-
ity, and a positive brand image as a given. What they want is products,
communications, and marketing campaigns that dazzle their senses,
touch their hearts and stimulate their minds. They want products
communications and campaigns that they can relate to and that they
can incorporate into their lifestyles. The want products, communica-

tions, and marketing campaigns to deliver an experience...

Notice that it says to deliver an experience in the marketing campaign.
Hopefully all of us know that we must create the most unique and powerful
experience when we actually serve our clients. But what this is saying is that

it is created in the marketing campaign. Interesting.
The quote goes on to say:

The degree to which a company is able to deliver a desirable customer
experience (in the marketing) and to use information technology,
brands, and integrated communications and entertainment to do so,
will largely determine its success in the global marketplace of the new

millennium.

You may not be concerned about the “global marketplace” in your indus-
try, but the degree to which we understand and implement this concept

determines the degree of success we will have in getting higher prices.

What is the marketing message of most business owners? How do aver-

age, everyday businesses advertise their services? If your industry is like most,
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you will find that the message is either about price or about how they do their
work. If you sell a product, it’s all about the features of the product.

Let’s deal with price advertising first. Price advertising comes in many
different ways. The most common type of price advertising is placing an ad
that offers a low price. But that’s not the only type of price advertising. The
way that you carry yourself as the business owner is a reflection of the value

of your service experience.

How you dress, what your company materials look like, what your office
looks like, how you answer your telephone, etc. You see, you will take up a
position in the marketplace, just by existing. The question is whether you
will take up the position that you want or not. You have to design and create

your position, rather than letting it happen by accident.

Avoiding the Three Types of
OPrice AdvertisingO

One of the worst things you can do in marketing is advertise price before
value is proven. The most common type of price advertiser is the one that
advertises a ridiculously low price never intending to honor that price. Or,
they have one in stock at that price. In the worst cases, you could categorize
these price advertisers in the “bait n” switch” category. They bait the prospect
with a low price to get in the door. Once the prospect is generated, they
switch them to what they really want to sell. In the worst cases, the company
would even refuse to offer the low price service. Do you have bait n’ switch

operators in your industry?

The bait n’ switch advertiser is only one of threetypes of price advertis
ers The second is what I call the “value choice.” The value choice, unlike the
bait n’ switch is a legitimate business model, but has intentionally positioned

itself as the lower price alternative. Think of how Southwest Airlines started.



The 5 Secrets of a Phenomenal Business

They intentionally positioned themselves as the low price alternative and they

were very focused about running their business model accordingly.

Not offering meals on their flights, their point-to-point routes, open seat-
ing, and the revolutionary “10 minute turn around” have all kept their costs
low so they can offer a lower price and make a healthy profit. This model
doesn’t work for the small business that doesn’t have the scope or infrastruc-

ture that a large company has.

This brings me to the third type of price advertiser. | ¢ third type of price
advertiser is the small business that doesn’t have the management infrastructure,
the reach, and cannot handle the volume that a larger company can. Let’s think
about a plumbing company. If a plumber is a smaller operator, why would he

want to match the price of a bigger operation?

He can’t compete with their margins. He doesn’t have the management
infrastructure, the capital, the brand image, and the television commercials
that the larger company has. His revenue is generated by his sweat. Therefore,
even though the overhead is lower, this person should charge more, rather
than less. The key is that this plumber must understand what differentiates

him from the larger firm, which we will get to in a moment.

But, let’s look at a comparison between the smaller operator and the

larger company. Let’s say this is the income statement of the larger firm:
$5M Income
- $2.5M Cost of Sale
=$2.5 M Gross Profit
- $2.0M Fixed Expense (40%)
=$500k Net Income

If a smaller operator who billed $200,000 has the same cost structure
that produces a 10 percent margin, he would end up with $20,000 in profit.

Not cool! And that’s what is happening in small businesses around the world
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every day! Obviously there are lots of variables in this scenario, but the point

is that you can’t compete with the larger company on price.

Instead, the smaller operator should charge higher prices and leverage the
bene" ts that a smaller operator can ofter. So the saddest case of all the price
advertisers are the small, independent business owners who just copy the big
company instead of understanding how to position themselves differently.

The bottom line is that price advertising attracts price shoppers. So don’t

do that!

The Effects of Lowering or Raising Price

300

200 -
B Amount
Charged

100

Job 1 Job 2 Job 3

In this simplified illustration, Job 1 (which could be Product 1) is priced
at $200 and the cost of producing it is $100, which would give you a $100
profit.

Job 2 offers a discount of 20 percent, which would make the price $160.
Guess what doesn’t change? The cost! It still costs $100 to do that job! So that

means your profit went down to $60.
That’s a 40 percent drop!

What if you could position your company in a way that you could charge
20 percent more instead of less? What do you think would happen?

Let’s take a look...
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Job 3 is priced at $240 instead of $200. What stays the same? The cost!
$240 minus $100 gives us $140 pro" z. And by the way, the ditterence in pro"
from Job 2 and Job 3 is 2.33 times the amount.

That means you could do half the work and make more money!

Or do the same volume and make more than twice the money. This is a
very important concept for smaller companies to understand. It’s not in the
volume (with any company), it’s in the profit. It is terribly important as inde-

. . , .
pendent business owners to understand this because we don’t have a national
brand to generate leads for us. We have an entirely different set of benefits to

offer, which are worth far more.

How They Do Their Work

U e second way that most small business owners advertise their company is
“how they do their work.” Other than price, what could possibly be wrong
with this? Let’s look and see...

Lets say that Sue Smith is a CPA. When Sue introduces herself at a net-
working group, it will usually sound something like this, “Hi, 'm Sue Smith
with 1-2-3 Accounting Firm and we do taxes. If you need anything to do
with taxes, just give us a call. We do everything from soup to nuts, A to Z,

you name it, we can do it. If you need anything, just gimme a call.”

Isn’t it true that just about every time you hear someone introduce them-
selves or you see an advertisement for a company nothing stands out that

makes them unique and different?

The problem is that everyone is saying the same thing. So if you do the
same thing, why should people choose you over another company? Why
should they pay you a higher price? They shouldn’t. This big mistake is
repeated over and over by small business owners worldwide every single day.
In today’s competitive marketplace, it is not enough to just tell what you do

or to tell the features and benefits of what you do.
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How to Dominate Your Market and Get
Rich in the Niche!

OIf you try to be everything to everyone, you
wonOt be anything
to anyone!O

If you want to dominate a niche, you first have to know what your niche
is. Do you know that when you try to be “everything” to everyone, you won’t
be “anything” to anyone? You want to be a BIG FISH in a small pond, rather
than a minnow in a huge ocean. So, who is your perfect target niche client?

My good friend and business consultant Ellen Rohr explains a simple
way to find out. Think about your very best customers. You know them—
they never complain about price, they always pay on time, and they are a
pleasure to work with. That picture describes your target niche market. Of
course in your phenomenal marketing plan, you will determine the demo-
graphics (age, gender, income, etc.) and psychographics (purchasing habits,
etc.) of your perfect target market.

Domination is a result of positioning.

In the classic marketing book Positioning by Jack Trout and Al Ries,
they describe positioning as a slot in your target market’s mind much like a
file in a file cabinet. To illustrate this, let me ask you a couple of questions:
When I say laundry detergent, what brand first comes to mind? For most it’s
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Tide. When 1 say soft drink, what brand comes to mind first? Most would
say Coke.

Regardless of what brand comes to your mind, the one that did is the one
that occupies that slot—the file in the file cabinet of your mind. So your job
as a phenomenal marketer is to have a system for positioning yourself at the
highest place in the mind of your perfect target market.

Positioning and domination is a result of being
UNIQUE.

Let’s look at three companies that have done this well:

1. Whole Foods—they recognized the growing trend of natural food
enthusiasts (target market) and decided to take up a position in
that space.

2. Starbucks—They created a unique experience around coffee—a
commodity that has been around for thousands of years.

3. Harley-Davidson—W hether you're a biker or not, you must agree
that there’s a unique experience around owning and riding a hog!
That could be good or bad depending on your view! LOL!

Being unique means you can charge more.

Why do you need to charge more? Because working 24/7 just to barely
scrape by is not a phenomenal life. Remember, the only reason your business
exists is to help you achieve your life goals. Why doesn't the average person
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shop at Whole Foods? Because of "cost." I personally love to shop at Whole
Foods when I am home because they offer the natural foods that I want. I
pay more, but I get what I want all at the same place. My wife points out that
I could get certain items cheaper at other places, but 'm not interested in
going to three different stores to get what I need, and none of the other stores

have the natural food selection that I want.

How much can you spend on a cup of coffee at
Starbucks?

I decided to find out, so I conducted an informal marketing survey. As
I traveled around the country, I would go into Starbucks, walk up to the
counter and say, “I want to buy your most expensive cup of coffee.” Almost
always without hesitation (but with a curious look on their faces), they would
typically offer a Venti Salted Mocha Frappuccino or something like that.
“How much is that?” I asked. “$6.25,” they responded.

Then I say, “Can you make it more expensive?”
“What do you mean?” they ask.

“I want to buy the most expensive coffee I can,” I insist. “For example,

could you add some shots?”
“Sure.”
“How many can you add?”
“As many as you want.”
“Yeah, but the Venti cup only holds a certain amount, right?”
“Right.”

So, they figure that up. Then almost without fail, another employee comes
along and says “You could add some flavors.” They are quick to remind me
that I won’t be able to drink it and I assure them that’s okay because I don’t
want to drink it, I just want to get the most expensive cup of coffee I can find.

U e highest price I have been able to " nd so far is $43.27!
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Don’t worry, I didn’t pay that. In fact each episode ends the same way,
“Never mind, I'll just have a tall cappuccino.” They didn’t laugh either. But
I do always gave them a big tip for playing along, and they liked that. I
recently came across a video of a guy who did the same experiment with Star-
bucks. He created a great video of the interaction and the actual sales receipt!

Harley-Davidson isn’t concerned about being the cheapest bike around,
right? They have created such an experience around their brand that people
are willing to pay a high price to own one. Recently we held a leadership
retreat in Colorado Springs, and a couple who are in our coaching program
rode their Harley all the way from Florida. They built a 17-day vacation
around the event. I went outside to see their bike, and the husband was
beaming as he showed it off. It had a nice trailer, and he explained how it was

top-of-the-line and how it had all the bells and whistles.

“How much you got in this bike?” I asked. “Sixty-five grand,” he
responded. He explained that the trailer had to be custom painted to match
the bike and so on.

The Experience Economy

To demonstrate how this works, let me share a concept from a phenom-
enal book called ! e Experience Economy by Joe Pine and James Gilmore.
What I learned from that book is when coffee first hits the market as a com-
modity, it costs about $1 a pound. Not much differentiation at this point
other than the type of bean. Once it is packaged and appears on the shelf at
the grocery store, it becomes a good.

How much does a pound of coffee cost at the grocery store? Having pre-
sented this message thousands of times, I have found that very few people
know how much they pay for a cup of coffee! We just enter the store like
zombies and grab our brand. LOL!

Coffee in the grocery store can range from $2.99 per pound (it’s actu-
ally 12 ounces of coffee and 4 ounces of air—kind of like potato chips these
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days!), on up to more than ten bucks a pound. Now, we have gone from one
dollar a pound to three to ten times the price!

For what? Packaging. The brand.

How is your packaging? How is your brand? Most small business owners
are at the forefront of their businesses. Did you know that the way you dress,
the way you carry yourself and the way you communicate assigns a value to
you and your business?

The next level is the service level. If you go to Denny’s and buy a cup
of coffee, what are you really paying for? You're not really paying for coffee
right? You are paying for the service of someone to brew that coffee and make
it available to you.

How much does a cup of coffee cost at Denny’s? About $1 per cup. How
much of that weak coffee can you make from a pound of coffee? About 60
cups! So the price per pound goes up to about $60 a pound at Denny’s.

When you think about your marketing message, are you talking enough
about your unique service? When you sell the benefits of a unique service
rather than just the work you do or the product features, you begin to set
yourself apart and can therefore charge more than the commodity price.

How to get people to stand in line and
pay you the highest prices for your
product or service.

Finally, the next level is the experience. This would be having a cappuc-
cino in Italy outside one of the historical landmarks. When we were there
eight years ago, it was about $8 a cup. Another example of the experience
level would be Starbucks. People stand in line to pay the highest prices for
a cup of coffee—a commodity that has been around for thousands of years.

I have a picture I took in the Baltimore airport. There were 63 people
standing in line at Starbucks. And that was just in a few minutes time. There
were hundreds of people that stood in that line. Now here’s a little disclaimer:
the other two coffee places in that area were closed. But that’s a message by
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itself. Why were they closed? I can only assume that management felt there
weren’t enough flights going out at that time to justify running the lights,
and I can just hear them say that their employees don’t like coming in that
early anyway!

But Starbucks understands something the other coffee places don't.
They understand that those 63 people are going to walk onto an airplane
with hundreds of other people on it with something very important in their
hands—not just a cup of coffee, but the logo on the cup. The brand. As each
person sitting on that airplane sees that logo, it makes them wish they stood
in line for it. They might be thinking, /'m going to attack that man and take
that cup of cottee!

Now the question becomes “Can you do this in your small business?”
And the answer is yes you can. Here’s how.
yesy

The Phenomenal Five Point
OExperientialO Marketing Message

Several years ago I developed my five point marketing message. This
message covers what I believe are the five things that people will stand in
line and pay the highest price for. When you have all five of them in place
and you understand how to use them in your marketing, you can literally
position yourself at the top of any industry. I've done it in three different
industries and helped thousands of small business owners around the world
in many different industries improve their position at minimum, and many
have dominated their markets.

Here are the five points:

1. Reputation. There is one primary “unspoken” question that every
prospect has about every person or company they do business
with. Can you think of what it is? “Can I trust you?” is the ques-
tion. They may not verbalize it just like that, but that is their
number one question. So in your marketing message, you must
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not only demonstrate #7ust, but prove that you have a phenomenal

reputation.

2. Experience. 'The second unspoken question all prospects have
about your business is “Do you know what you are doing?” I
can trust you all I want, but if you don’t have a clue what you are
doing, what good is it? So your marketing message, must prove

that you have experience.

3. Education. The third point demonstrates that you are trained,
that you have specialized knowledge. It has to do with being an
educational source as well as certification. We will cover all of
these points in detail.

4. Systems. This point has to do with both the technical systems of
your business as well as your customer service system. In other
words, how will you service that client different from anyone
else? If you are providing a technical, repair, or maintenance ser-
vice, what is different about the service call compared to other

companies?

5. Guarantee. The final point is to remove the risk of moving for-
ward from the customer. The way you structure your guarantee
has great impact on your message. More on this in just a moment.

Two Versions of the Message

There are two primary ways you will use this message:
1. Introduction version — Short, memorized
2. Presentation version — Longer, applied to the situation

'The introduction version is used in any case in which you are in a position
of “introducing” your company to a prospect (like the example of the CPA
example earlier). If someone comes across a brochure about your company,
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it should deliver these five points. In the case of using it verbally (in the gro-
cery store for example), you can cover all five points very effectively in about
60-90 seconds. Some people call this the “Elevator Pitch.”

Now instead of using language that focuses on “how you do your work”
like everyone else does, you are “refocusing” that prospect on the five things
that set you apart. Using the five points, you will be able to convey a mean-
ingful message in a short amount of time that will set you apart and will
attract the right kind of prospects.

The longer, presentation version is used once you have generated pros-
pects and you have the opportunity to give them a presentation. This may
be over the phone or in person. The benefit of doing a presentation is that
you can discover their needs and customize your five point message to fit
their needs, concerns, and desires. (You will see this again in Phenomenal
Sales Systems).

I call the Five Point “Experiential” Marketing Message a UEP™ (Unique
Experience Proposition™). You may have heard of a USP (Unique Selling
Proposition) in the past. Because Experiential Marketing is so important, I
have changed that to a UEP.

How to Use the Five Points

Marketing Point #1: Reputation

Using Starbucks as our example, they have gained a reputation of being
the coffee experts. They did this in two ways. One, they raise some real con-
cerns about how average, everyday, commodity coffee is made. The worst
stories tell how imported coffees use dirt as filler! They share how commod-
ity coffees use an inferior bean called the Robusta bean. Starbucks use only
100 percent Arabica beans. Other coffee companies use conveyer belt roast-
ing processes, and of course they have their own special, patented roasting
system. Commodity coffee companies use harsh chemicals in the processing
and have to use defoamer to smooth it out. Yuck!
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Even though this focuses on the product, the reaction is purely emo-
tional, and questions the integrity of other coffees. The emotional reaction
is “yuck!” Once coffee is ground up, how do you know what’s in there?
Starbucks then begins the process of educating you about their processes

that produce the perfect cup.

Marketing your reputation is done by using what others say about you
rather than what you say about yourself! My friend Joseph Michelli, author
of I e Starbucks Experience, says “A brand is nothing more than what people
say about you when you are not around.” The relationships you have with
your clients, people with influence in your industry and community will
build your reputation and confirm that you can be trusted.

Testimonials are powerful ways to demonstrate trust, because what your
clients and other important people say about you is more believable than
what you say about yourself. Celebrity endorsements are also another great
means if you can acquire it. If you have a local celebrity who recommends
you, see if you can use that person’s name in your marketing. For example,
one of my companies was featured on a television show by a local celebrity.
Our phone rang constantly, and we soon learned that he had a radio program
where he would give live endorsements in the ads. We generated millions of
dollars in sales over the years from that one source.

High profile projects or clients also help you develop your reputation
(which translates into trust). Your involvement in community service speaks
volumes. Awards and certifications are also great tools that build your reputa-
tion. Be sure to use all of these things in your marketing media.

What others say about you taps into a powerful human law called social
proof. I was on the west side of Kauai, Hawaii, one day and the water was
extremely rough. I noticed that other people were waiting to see if anyone
drowned before they ventured in! This is social proof. Social proof says if oth-

ers are doing it, it must be okay.

Be sure to communicate how each and every one of these marketing
points benefit the client. This one is obvious. The benefit is that since you can
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trust our company, regardless of what happens, I know I am not going to be
taken advantage of.

Introduction example of reputation: “Our company enjoys a reputation
that is second to none. Some of the area’s most seasoned <experts in your
area> refer our services/products exclusively.”

Marketing Point #2: Experience

Communicating your experience may be the number of years in business.
“Since 1902” has an impact. “Over 20 years” is also a powerful statement.
If the job requires a certain method of expertise or a certain procedure, you
want to communicate your experience in those areas. One of the ways our
service company made tremendous progress with our positioning was by
offering to tackle troubleshooting jobs that no one else wanted to touch.
Anything that was weird or far out, I wanted to get a peek at it. This in turn
gave us unmatched experience. We were going after things that others were
running from. In just a few years, I saw more situations that I was able to
learn from than my competitors will likely see in a lifetime.

Introduction example of experience: “Our company has been in business
for years, and is experienced in all types of <whatever you do>. We will
be familiar with your situation regardless of what it is unless....”

If you haven’t been in business for very long, focus on the areas of experi-
ence you have. You can also lean heavier on the next point.

Marketing Point #3: Education (or Training)

If you are certified by your industry, you should educate your prospects
and clients what certification means to them. Certification can be a powerful
marketing tool, but only if you share what it means to you. Talk about any
specialized training or knowledge you or your staff has that benefits them.
And be sure to share that part of your mission is to educate them on how to
navigate your industry. This sets you apart as a consultant.
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Introduction example of education: “Our company is certified by the
<Your Certification Group>. We are heavily involved in our industry to stay
on the cutting edge of information. We bring this education directly to you
so you can be sure you have the very best available.”

Marketing Point #4: Systems

This is how you will deliver your unique experience. Your customer ser-
vice system will set you apart more than anything else. And the best part
is that it doesn’t cost much more (if anything) to provide a higher level of
customer service. The key is to not just provide it, but to talk about how it is
different and use it in your marketing message.

Usually, customer frustrations have to do with service, not necessarily the
product. By tapping into the emotional distress of the typical customer, you
can win many new clients. What are they suffering from? Identify the areas
where your competitors are failing to serve and promise to fill that gap. Be
sure to explain exactly what you are going to do that is different.

Introduction example of systems: “Our mission is to provide you with
the most phenomenal service experience ever. We will treat you with the
utmost respect and courtesy and deliver your service/product on time.”

In the longer version, you want to outline the steps you take that others
don’t.

Marketing Point #5: Guarantee

Many small business owners are afraid to offer a guarantee on their prod-
uct or service in their marketing message, but when I ask them what happens
if their client isn’t satisfied, they quickly point out how they make it right
including a refund if appropriate.

If you want to attract high-end clients, you must understand that they
expect you to back up what you do. If there is any question about that, they
will not move forward in using you. Using it in your marketing message
confirms that you are the right company for them. If you are attracting
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price-shoppers or people who just want to get something for free from you,
you are attracting the wrong crowd. And that is not because you are offering
a guarantee, it's due to poor positioning.

Of course you are always going to have people who take advantage of
your guarantee, so you factor that into your cost of doing business. If you
can get more clients at higher prices because you offer a guarantee, you can
actually make more money. Don’t get emotional about this. Just work with
the law of averages.

Of course there are many things that you can’t offer a money back guar-
antee on. If youre a home builder, you can’t give a refund on a house, but you
can build a reputation that you follow up after the sale. My wife and I actually
had this experience. We had a wonderful builder who addressed every need
that came up long after the home was built and signed off on. That builder
knows something that all business owners need to understand—how you
handle your guarantee affects your reputation. So, you might imagine the
five points being in a circle. Your guarantee is connected to your reputation.

Introduction example of guarantee: “Our company offers a 100 percent
money back guarantee. If you are not completely thrilled with the service/
product experience you receive from our company, we will rush back to your
location at no charge and no obligation to correct the situation. If you are still
unimpressed, you owe us nothing, and we will issue a 100 percent refund.”

The Fastest Growth Tool on
the Planet!

I would like to introduce you to a concept that is extremely valuable
in marketing your company. It is a phenomenal tool to demonstrate your
unique experience, and it’s a fast growth tool because it makes it easy for a
maximum number of people to “sample” your service.

It's called “The Free Trial Offer.” This concept gives your prime tar-
get market the opportunity to experience your product or service before
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purchasing it. In the best case, it is an actual sample of the product or ser-
vice. For example, Chick-fil-A began to offer a free trial in the malls. Now
everyone does it. If you own a residential cleaning business, you would clean
a room for free. If you have a golf club, offer a free round of golf to attract
new prospects.

Did you know that Lexus has a free trial offer? When you go to the Lexus
dealership and express interest in a car, they encourage you to take it home
for the weekend. If you say, “I'm not sure I can get it back in time,” they say
“Don’t worry! Bring it back when you can.” You may say, “We’ll I've got to
go out of town this week.” “Don’t worry, we’ll fill it up with gas. Take the car
on the trip with you,” they say.

What's happening here? They want you to take that car home with you
because once you “experience” how it drives, you are going to want to keep it!
And when you see how it looks in your driveway, now you really fall in love
with it. But the kicker is when your neighbors come over and begin to ooh
and ahh over it—there is no way that car is going back! Especially if youre a
male! You know how that male ego is!

Zig Ziglar called that the “puppy dog” close. You know how it is when
you bring a cute little puppy home. You fall in love with it and that little dude
ain’t going nowhere!

You might offer a free consultation, a free report, a free CD, video, webi-
nars, or a free newsletter that offers tips and solutions to your prime target
market’s biggest frustrations and insights into helping them fulfill their big-
gest desires.

Make your free trial offer as impactful as possible. You want it to be
informative, emotional, and you want it to get them to buy without pressure.
This is a wonderful way for them to experience your product or service in
action.

Instead of trying to take someone from suspect (someone who may or
may not be a good prospect) straight to paying customer, the free trial offer
takes them from suspect to prospect and allows you to do a very important
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thing—collect their contact information! Now you're in control of the follow
up, not them. Plus, they have “raised their hand” for more information so
to speak. They are telling you, “Hey, I'm a prospect! I'm interested!” All too
often, prospects are skeptical and they want to “check you out.” The free trial
is the perfect way for them to get to know, like, and trust you.

What if people take advantage of your free trial? What if you have a free
trial offer and it costs you money to provide the free product or service, or if
there is a cost in delivering or installing the product? If you are a restaurant, a
free meal costs money. How do you know if they will come back? You don’t.
But your goal is to create so many more clients as a result of your free trial
that even if you get a few “freebies” who take advantage, you are still making
more money.

Special note: Don’t confuse the concept of the free trial with a dis-
count! This is a completely different concept. A discount is “conditional”
and causes prospects to respond to get a “deal.” They still have to buy. The
concept of a free trial offer is different because it allows them to experience
you without risk.

How to Generate an Unlimited Supply of
the Highest Paying Clients
(without expensive advertising)

Everyone agrees that “word of mouth” is the best advertising. Everyone
knows the power in one person telling another about a service or a prod-
uct. The problem is that casual referrals usually don’t create a phenomenally
successful business. To generate a massive number of referrals, you need a
phenomenal referral marketing syszem.

The second biggest marketing mistake small business owners make is
what I call “chasing suspects.” We've all been there. We chase people we
think might be good prospects for us, trying to convince them of that, and
we spend a massive amount of time and energy chasing them and nothing
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ever comes from it. Of course the “the fortune 7 in the follow up,” but who
you follow up with is very important. We should have a follow up system
for those who are truly prospects. A suspect is someone who fits the demo-

graphic. A prospect is someone who has actually asked for more information.

The Secret to Record Sales and Probts

My experience of coaching thousands of small business owners around
the world tells me that most small business owners are missing out on a very
big secret. This is how I have built my companies and how small businesses
worldwide are having record sales and profits. The secret is this: /nstead of
chasing suspects and spending so much time following up with individual pros-

pects, invest your time building relationships with powerful referral sources.
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What I mean by a referral source is a company or professional that has
a relationship with an unlimited supply of your perfect niche client. For
example, if you are a CPA and you get referrals from attorneys, then your
referral source would be law firms. Invest your time building relationships

with attorneys who can refer an unlimited supply of your perfect niche client.

Here are a few examples: Currently, I'm the exclusive small business
coaching arm for the Ziglar Corporation. They are a referral source for me.
There are many small business owners (my niche) on their list. Also, 'm a
referral source for Ziglar. Who needs Zig Ziglar products? Everyone! All of

my clients need their products.

Not too long after I began teaching my systems to small business own-
ers, | approached a large supplier that had thousands of small business owner
customers across the nation. We put together a joint venture, and I travelled
to their stores all over the country and they made sure the small business

owners were there to learn from me.

The first company I started is a cleaning business that cares for Oriental
rugs, stone floors, and fine carpets. It was built by building relationships with
flooring retailers, interior designers, and real estate agents. They refer their

clients to us exclusively.

My first book was an Amazon.com number one best seller because 1
coordinated a launch with a dozen “affiliates” that promoted my book to

their list.

My Definition of Referral Marketing: “The process of building a nez-
work of sources that will refer multiple clients to your business.”
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Top Ten Reasons Referral Marketing is
so Effective

Your Network is Unlimited. As you begin to build relationships
with powerful referral sources and you get your clients to refer
you, the network continues to grow with no end in sight.

. Higher Quality Clients. Since Mercedes’ clients seek out a referral,
you get higher quality clients just from being “referral based.”
Referred clients usually don’t even ask about the price. They are
more concerned about quality than price.

Pre-Quali" ed Clients. By educating your referral sources, your
prospective clients will be pre-qualified; therefore they will
already know more about you (and that you charge more than
the commodity or service level company).

. People Trust Referrals. Wouldn’t you agree that referrals already
have a level of trust for you? Sure they do. They trust you because
the person they trust knows you.

Reduces Competition. With referral marketing, you are no longer
fighting for the best ad placement or getting copied. Relation-
ships are hard to duplicate.

. Low Cost. With the right referral marketing system, you won’t
spend money on expensive advertising. The cost is very low for
referral marketing. Even with a Referral Reward Program (which
I highly recommend), the cost is still extremely low compared to
most advertising.

High Returns. 'The returns can potentially be huge. In many
industries a 4 to 1 return on investment on advertising dollars
would be outstanding. In other words, if you invested $1,000 in
advertising, you would get an average of $4,000 in return. With
referral marketing, if you pay a 10 percent referral reward and
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everyone cashed in on it, you would have a 10-to-1 return. In my
reward program, I get a 20-to-1 return as less than half of the
certificates are ever redeemed.

8. Returns Guaranteed. With a referral reward, you don’t pay it until
after the product or service is paid for. With traditional advertis-
ing, you put your money on the line and hope for a return.

9. Small-Time Investment. The biggest objection I get to referral
marketing is “time.” See #10 to overcome that challenge.

10. Expo-nen-tial Multiplication! Would you be interested in how
investing just a few minutes a day doing something really fun
would give you a return of over $10,000 in new business each
and every month after six months? Of course you would. Even
though I can’t guarantee it, I have seen it happen many times.

Here’s what I discovered with referral marketing (see chart).

Exponential Multiplication Chart

$10,000.00
$9,000.00
$8,000.00
$7,000.00
$6,000.00
$5,000.00 ONew Income
$4,000.00 B Reocurring Income
$3,000.00 B Total Income
$2,000.00
$1,000.00
$0.00 *

Month Month Month Month Month Month
1 2 3 4 5 6

If you invested just thirty minutes per day calling on powerful referral
sources (companies that are in a position to refer you on a regular basis), do
you think it’s possible to generate just $1,500 in new referrals in a one-month
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period? See the first column on the chart. Not too difficult for most small
businesses.

What I discovered about referral marketing is that once you win the
confidence of a referral source, they will continue the habit of referring you
(the light column), unless you give them a reason not to. You will then
continue to develop new referral sources each month to the tune of $1,500
each month.

All told, at the end of six months, you would be at over $10,000 per
month in new referred business! The total monthly income in new business is
demonstrated by the second darker column.

This is how I built my first company from the trunk of my car to a mul-
timillion dollar enterprise. I still use this method today. This is how I built
a phenomenal training business and the reason you are holding this book
in your hand right now. And it’s the same method I have taught countless
small business owners around the world. They are having record sales and
profits because of it. Finally, it will work for you too if you understand it
and apply it.

All of Business is About Relationships

Would you agree that all of business and all of life is about relationships?
You bet. So the idea here is to build relationships with potential referral

sources. By adding value to them, they will add value to you.

Have you ever heard “It’s not what you know it’s who you know”? Over
the past 28 years in business, I have learned that a// of business is about
relationships. Bug, it’s not just who you know, but what you know about who

you know.

And it’s not about who yox know—Dbut who knows you and what they
know about you. That’s called positioning. My good friend Bob Burg, best-
selling author of ! ¢ Go-Giver, says that people do business with those they

know, like, and trust.
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Are You Building Phenomenal Relationships?

Are you actively building phenomenal relationships? Or are you just rely-
ing on casual word of mouth or advertising to get customers? How much
time do you invest in business relationships? Or are you kind of stuck “in”

your business?

In today’s digital world, we are more connected, but more isolated than
ever before. I personally love social networking and actively network on Face-
book, but I also make time to connect face to face, because nothing can

replace that.

American legend Zig Ziglar said, “You can have everything in life you

want, if you just help enough other people get what they want.”

Jesus said, “Give and it will be given back to you, pressed down, shaken
together and running over.” It may not come from the same person, but my
experience has shown me that if you give people what they want, they will be

more apt to giVC you want you want.

Jim Cathcart, best-selling author of Relationship Selling, says that “rela-
tionship selling is becoming an asset to others before they become an asset
to you.” So when you want to build a relationship with someone who can
benefit your business, find out what they like, what they want, and what they

need—and simply be the one to give it to them.

Best-selling author Jeffrey Gitomer says, “All things being equal, people
would rather do business with a friend. All things being not so equal, peo-

ple would still rather do business with a friend.”

You see, you can have higher prices and a longer wait, but your referral
sources will still support you because you are a trusted friend and advisor.
While others are begging at the front door, trying to get by the gatekeeper,

you are being graciously invited in through the back door.
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If people don’t know about you, they obviously can’t use you or refer you.
If they don’t like you, they don’t use you or refer you unless they absolutely

have to. And if they don’t trust you, they won’t use you or refer you.

Finally, building relationships requires leadership on your part. My good
friend John C. Maxwell (the world’s number one leadership expert) says that
leadership is influence. Nothing more, nothing less. We all have influence
in other people’s lives. How do you get influence? By adding value to others.
John says, “If you don’t add value to others, you de-value them.” Add value

to them, and they will add value to you.

Remember, a// of business is about relationships. You can know every-
thing there is to know about the technical part of your business—and be
broke! Not to say that being technically savvy isn’t important. It is. But you

can be the most “technical” person in the world, but be broke in business.

The Value of Becoming a Phenomenal Networker

To build a phenomenal referral marketing system, you need to under-
stand networking and how to build rapport quickly.

First, dress well. Did you know that people make 11 important assump-
tions about you in the first 30 seconds of meeting you? Most of this happens
before you even open your mouth! First impressions last, so you want to

make it a good one!

My personal view is that this is an area where many small business own-
ers and professionals are failing. We have become so casual in our culture
that we aren’t even aware of the impact of dressing professionally. You’ll learn
in the leadership chapter that leadership is influence. You influence others in
how you dress and groom yourself. Positively or negatively.

My goal is to always be dressed sharp without over-doing it. If you are
going to build powerful business relationships, you need to look like a busi-
nessperson. Wear a sport coat and a tie if you are a man. Wear a dress or nice

pantsuit if you are a woman.
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Make sure your clothing is professionally pressed, your shoes are shined
and your accessories are appropriate. Your hair should be well groomed,
your fingernails clipped and clean; be clean shaven, and keep some breath
mints with you at all times! No one likes spending time with someone
whose breath could melt butter!

Always have business cards (or brochures) with you. Don’t go anywhere
without business cards! Keep a stack in your pocket, a stack in the car, and
keep your extra supply wherever you keep your car keys! When you meet
people, always get #heir cards. It is much more important for you to get their
cards, because there is no guarantee that they will call you, so be sure to fol-
low up with them.

Be gracious. When you are in a networking environment, you are not
there for you! You're not there to eat and take advantage of the food and
drink. You are there to build relationships, so prefer others before yourself.
Be polite and kind. Be positive and likeable.

Avoid getting into negative conversations. Sometimes you will run into
people at networking groups who want to talk about the weather or com-
plain about the food, or whatever. Keeping in mind that you are not there
for you, avoid these conversations. They are not productive and they bring
everybody down.

Don’t stand in the corner all alone. Instead, identify those who could be
good referral sources for you and strike up a conversation. When you begin
speaking with them, instead of being anxious to share what yox do, show
interest in what #bey do. Find out as much as you can about them and their
business. This will come in handy when you get to talk about your business.
People love nothing more than to talk about themselves and their business.
In fact, a great exercise is to practice asking as many questions as possible
without saying anything about yourself until they ask. Once they ask, that
means they will listen closer to what you have to say.

Listen emphatically. Instead of half way listening (called “selective” listen-
ing), listen closely to what the other person is saying. Use nods and positive
affirmations to let them know you are interested in what they are saying.
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Even if you aren’t, you should be—at least from the standpoint of how you
will build a professional relationship with this person. Try to discover ways
you can help them with their business and add value to them.

Remember why you are there! You are there to build your business. To
build relationships, to find out how you can help others so they will in turn
help you. You are not there for personal reasons. Keep your goals in mind
and make the time investment worthwhile.

Follow Up

Immediately put their name and address into a database. Every card you
gather, immediately put the information into a database. If you are strapped
for time, hire a high school or college student to do data entry for you. Then
follow up immediately by sending the new contact a “Nice to Meet You” let-
ter or card and an info pack. You should develop an information pack that
shows why prospects should use you over someone else.

Mail something to them every month. Depending on your business,
you should be mailing or emailing your clients and prospects every month
to develop repeat business, referrals, and secure your position as the obvi-
ous choice.

Put them on your calendar to call the following week or whenever you
told them you would call. Remember, the “fortune is in the follow up.” But
also remember that your goal is to make so many contacts that you don’t
have to chase individual suspects to survive.
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Download my free, step-by-step networking script that is
proven to build rapport. Just scan the QR Code or click this
link: htep://www.howardpartridge.com/networking

The Secret Weapon!

Once you have identified past referral sources, you now have a profile of
potential referral sources. You have a reward system in place. Now it’s time
to make a visit to their office or store. There is one secret strategy that will do

more for your referral relationship program than anything else.

What is this powerful secret? Food. Yes, food. In particular, donuts, choc-
olates, pizza, lunch, candy, snacks, etc. Food is the international language
that everyone understands! Food is the one thing that can gain the attention
that you cannot get any other way. The reason is that feeding someone taps
deep into the Law of Reciprocity, which says, “If you give me something, I
give you something.” With food it goes deeper. It penetrates our most primi-
tive make up. If you feed me, I owe you the time of day. If you give me a treat,

I owe you at least a couple minutes of time!

Remember the Five Point Marketing Message from earlier? What a great
time to share it—while they are partaking of the delicious brownies or candy
you just brought! If you walk in with sales materials, what’s their posture?
Busy! Too busy to talk. But if you walk in the door with a box of Krispy
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Kreme donuts, they will listen to every word you have to say! It’s amazing,

and I have seen it work over and over again.

[ first learned this from my wife, Denise. She’s in radio sales, and I noticed
that she would take her clients milk and cookies in the afternoon, bring them
lunch. She even had a company that made custom chocolate bars and she had
the client’s logo branded on the chocolate bar.

Just about every night she’s wrapping gifts for clients and people in her
network. All of the closets in our house are jammed with gifts that don’t
belong to anyone yet. She buys things as she sees them, then when there’s a
need, the wrapping begins! I finally “got it” one hot summer morning when
she was walking out the door to go to work with a laundry basket full of
things for the pool—squirt guns, goggles, and flip flops. “Where ya goin’
with that stuff?” I asked. “Oh, a lot of my clients have kids, so I'm bringing
them stuff for the pool.” Hmmm..., 1 thought to myself.

[ decided to try it out.

There was a large potential referral source that I had called on 11 times
(ves, eleven times). | had nice brochures and a nice introduction, but I didn’t
have the secret weapon. Every time I went into this place, I got the same
response—a stiff arm came up along with, “We'’re real happy with the people
we’re using right now. Thanks for coming by.” But this time I went to the
grocery store and bought a little box of chocolates for $2.99.

I walked in and a lady down the hall noticed me come in. I introduced
myself and she responded with the same stiff arm answer. She obviously
didn’t see the chocolates, so I said, “But I brought chocolates” with a little
smile on my face. You should have seen her body language change! It went
from the Nazi stiff arm to standing in front of me holding the box of choco-
lates almost close to her heart. I could almost hear her thinking, Who is this
nice man bringing me chocolates! Within seven days we began getting referrals
from that company. And they became a consistent referral source for us from
that point on.
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One of my early members increased his business $30,000 per month
by making Friday “Donut Day.” He and his wife loaded up the truck with
branded boxes of donuts every week and set out to see as many referral sources
and accounts as they could. I ran into him at a conference recently, and he
told me it continued to work so well that he now has other people delivering
donuts on a regular basis. That is the case with us as well.

A final food story that is instructive is about an auto repair shop called
Freedom Automotive. My service company has a nice clean fleet of vehicles
parked outside. Freedom Automotive obviously noticed the fleet, and one
morning a box of donuts and a little card from Freedom Automotive showed
up at our office. The next week, another box of donuts. After about the fourth
or fifth week, I saw my operations director walking down the hall with a fist-
ful of donuts and Freedom’s card. He said, “We should at least give them a
try.” (I mean after all, they might stop sending us donuts if we don’t, right?)

So we called Freedom, and they came to the office and gave us a presen-
tation. They charged more than the shop we currently used. “Yeah, but the
shop we use doesn’t even say thank you. They don’t care about us,” we argued
to ourselves. In Freedom’s presentation, they showed us how following their
maintenance plan would actually save us money. Who do you think we use?
Freedom Automotive. This took place about 20 years ago, and we still use
them today. I know what you’re wondering, Do they still have donuts deliv-
ered? Yes, they still have donuts delivered.

Find out what your major accounts and your referral sources like and
take it to them. If they like Dove bars, take Dove bars to them. If they
like Starbucks chocolate-covered Espresso beans, bring those along with you
when you visit.

We have all of our existing and potential referral sources on a route.
Every month we deliver cookies, pies, cakes, or whatever. We have a number
of other “food strategies” too. For example, we cook breakfast for referral
sources, hold referral appreciation lunches, and more.

What if your referral sources aren’t local? You can ship stuff. There are
a variety of gourmet food baskets you can order online. Recently a man
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who owns a franchise called Candy Bouquet International became a client of
ours—they make custom candy bouquets. I use a program called Send Out
Cards (the greatest marketing tool of all time, which I will talk about later).
With Send Out Cards, you can send along cookies, brownies, and many
other gourmet food items.

Who Likes Money?

Have you noticed that most people like money? Zig used to say, “Money
isn’t the most important thing in life, but it is reasonably close to oxygen!” To
maximize your referrals, you should definitely offer a financial reward. You
will get more referrals and your advertising dollars will go down. Sure you
can get referrals without a reward, but you will get much more if you offer a
reward. Plus, offering a referral reward gives you something to talk about. If
you don’t offer a reward of some kind, it makes it harder to ask for referrals
without appearing selfish. Remember, everyone listens to the same radio sta-
tion: WIIFM (What's In It For Me).

A good referral reward program offers anyone who refers a new client to
you a reward. You offer cash or products and services. Example: Suzy refers
Bob who is a new client. Bob spends $500 with you and your referral reward
is 10 percent. You mail a Referral Reward Certificate to Suzy for $50. She
can then redeem that certificate for services or she can cash it in. It’s best to
give them a choice. It can be a flat fee instead of a percentage of sale if you
like, but make it significant.

Now, Suzy receives this wonderful Referral Reward Certificate and she
can decide whether she wants to redeem it, throw it away, or give it to some-
one else. Here’s where it gets interesting. The certificate is just like cash and
can be given to a favorite charity, a friend, or whatever the person wants to
do with it. Suzy doesn’t want to take money from you and doesn’t need your
service or product right now, but she has another friend who does!

Suzy refers Cathy. Cathy calls you up or walks into your store and says,
“Can I use this certificate?” “You bet!” you say. Cathy spends $500 with you
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and you take $50 off (the value of the certificate). Now her bill is $450. She
is a new client referred by Suzy and Suzy will now get another certificate for
$45 for referring Cathy. Does Suzy have more friends?

You bet she does!

At this point, you are probably thinking, Boy, that sounds like a lot of
money to give away. Let me ask you this question: Do you know what it cost
you to gain a new client? For example, if you invest $1,000 in advertising,
would you be happy with a $4,000 initial return? If so, that just cost you 25
percent to gain that new client.

“But, Howard, I already get referrals,” you might say. My experience of
implementing this with business owners around the world is that you’ll get
more referrals. And by the way, don’t people deserve a reward for going out
of their way to support your business?

Our experience in most small businesses is that less than 50 percent of
the certificates ever get cashed in for one reason or another. Also, put an
expiration date on the certificate. We use a one year expiration.

How much should you offer? Determine what your new client acquisi-
tion cost is and go from there. We offer 10 percent in my service company.
Anyone who refers a new client gets a referral certificate for 10 percent of the
first job. After that, they are a repeat client. Less than half of the certificates
are ever redeemed, so I am only spending 5 percent to gain a new client
(that’s a 20-to-1 return by the way). What's more impressive is that the refer-
ral rewards we actually pay out are less than 1 percent of our total revenue.

My coaching company uses what is called an “afhliate program,” which
is much like a referral program. The difference is that when you have a com-
pany that is well known in a certain community or industry, your prospects
come to know about you through a variety of channels. Companies that do
a lot of direct advertising using multiple channels don’t always know exactly
what ad triggered the sale (unless they have trackable phone numbers, promo
numbers, or links if it is online). So an afhiliate program (especially online) is
beneficial. This way, an affiliate (referral source) can have a special code and
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put someone on our list using a special link. When their referral buys a prod-
uct or attends a workshop, the affiliate gets 50 percent. When that person

joins our coaching program, they get a flat $300.

So you can offer a percentage or a flat fee, but you must make sure it is
attractive enough for people to take the extra step to refer you. Is everyone
motivated by money? No. Can everyone accept a reward? No. Some indus-
tries have rules against referral rewards or commissions. Therefore, we put on
our certificate: “If you have a conflict of interest or cannot accept this reward,

please pass on to your client or someone else.”

Simply put, here’s how our referral reward program works. We promote
it on everything we print, everywhere we go, anything we do by saying, “Get
Free CASH or FREE <Your Service or Product Goes Here> with Our Refer-
ral Reward Program!”™* Every time a new customer buys from us, we have
a system of recording how they were referred (online and offline). They are
tagged as being referred by that person. Then we have a process of sending
referral certificates or affiliate funds to that person. It’s as simple as that. *If
you are not one of our coaching clients yet, please change this significantly to

protect the interest of our members. Thank you for your integrity.

I'm sure you have more questions about a referral reward program, but
my challenge is that I don’t have enough space and time in this book to teach
you the “ins and outs” of a proper referral program. Also, getting the details
right will be the difference of it working or not, so scan the following QR
code to see how you can get our training program on how to create your own

referral reward program for your business.

One final note: If you offer a referral reward, be sure to honor it and pay
it promptly! The worst thing you can do is promote a referral reward and fail

to pay it.
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To get a Free Report on how my Referral Reward Program
works, scan the QR Code or click this link:

www.howardpartridge.com/referralreward

Advanced Referral Marketing Strategies

Once you build a solid relationship with referral sources and you are giv-
ing them the top three things they cherish (support, food, and money!), you
can take it to the next level with these advanced strategies:

Cook Breakfast or Lunch: We have a system in place where we go to a cli-
ent’s site and cook bacon and eggs, fajitas, etc. for our referral sources. One
of my clients built a really cool trailer with a grill on it. They do fajitas and
barbeque for their referral sources.

l' e Free Lunch Program: Hold a Referral Appreciation Luncheon at a top
restaurant. Invite past, existing, and potential referral sources to thank them
for their support. We give out prizes, present a short talk, and even show
video testimonials.

Group Marketing: The power of event marketing is that you are getting
groups of referral sources together, which saves you a ton of time and also
positions you as the expert. Events create memorable experiences as well. It
creates a sense of community. Set up a Q&A or an educational talk for
your referral sources, hold educational events (even get them approved for

continuing education credits) or webinars. This positions you as the expert.
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Even if you bring in a speaker, you are the one who is making the experi-

ence possible.

Golf Tournaments and Charity Events: Get involved in events that your
referral sources are involved in. Serve and support them and hopefully get

the microphone!

Joint Mailers: Your referral sources send your phenomenal information to
their clients to add value to them. This generates even more referrals as you

are targeting a niche audience that has a relationship with the referral source.

As you can see, there are many referral marketing strategies you can use.
And my experience is that referral marketing is the key to creating record

sales and profits serving the niche clients you want to serve.

How to Double Your Business in the
Next 12 Months
(without adding a single customer!)

Does your business rely on repeat business? Is your primary referral
source your past or existing customers? If so, you are probably committing

the biggest marketing mistake of all (other than doing nothing).

The biggest marketing mistake of all is not marketing to your past cus-
tomers. Statistics reveal that it costs 500 percent more to gain a new client
than to keep an existing one. Did you also know that without consistent
marketing, many of your clients would forget about you and eventually end

up using someone else? It’s a hard fact to swallow, but it’s true.

A few years ago I participated in a home show with some service industry
associates. After surveying a good portion of the attending homeowners, we
discovered that they could not remember the name of the service company

they had recently used—even though they were thrilled with the work—even
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when the service had been just two weeks prior! The company did a good job,

but will never be in that home again unless they correct this HUGE mistake.

A multi-industry study by the Wharton School of Business at the Univer-
sity of Pennsylvania revealed that companies who increased their customer
retention rate by a mere 5 to 11 percentage points actually increased their

profits by an astounding 25 to 75 percent, depending on the industry!

It is my belief (and experience) that you can double your business in the
next 12 months without actually adding a single customer. In 1999 I proved
the theory in my service company by simply increasing my mailing frequency
from quarterly to monthly. Eight additional months of mailing to past clients
over a one year period cost about $16,000 in printing and postage, but the

return was over $200,000 in trackable additional business!

Are you tracking your repeat business? Are you tracking your referrals?
Are you tracking the returns on your advertising dollars? If you aren’t, I can
guarantee you are leaving money on the table. We’ll talk about that in Phe-

nomenal Administration Systems.

A Sad Story

My wife and I frequented one of the finest restaurants in the Houston
area. I worked there when I started my first business. We were engaged there
and celebrated many anniversaries there. The owners of the restaurant died
and two sisters who worked there took over the restaurant. They weren’t very
good marketers and business became very slow. Every time we saw them they
complained about how bad business was. My wife and I made suggestions,

but they didn’t seem very interested.

We knew they weren’t doing many of the basic things they should be
doing to get business. One night as we were talking with one of the ladies,
she was labeling post cards. Real nice post cards. I remembered them from
when I worked there. Gesturing toward the post card, I asked, “How well
do those post cards pull?”
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“Oh, phenomenal!” she said. “Every time we send them out we get tons
of business. People come in and buy dinner and wine and sometimes they
even bring friends with them.” This was the first positive thing I had heard
her say in three years! Then I asked,

“How often do you send them out?”
“About once a year,” she replied.

I was shocked! Why do you think she didn’t send them out more often?
“Because it costs so much,” she said. After being one of the top restaurants
in Houston, Texas, for over 25 years, that restaurant closed its doors. Out
of business. Why? Bad food? No. Poor service? No. Just a lack of marketing
knowledge. Sad.

Most small business owners don’t understand the value of marketing to
past clients. All they see is the cost. Then they want to go cheap and just mail
to them or reach them by social media. Big mistake! A printed newsletter, post
card, or greeting card has much more staying power than an email that can
easily be overlooked or deleted. Just yesterday I had one of my coaching clients
tell me that sometimes my emails I send to her don’t get read, but when I send

a newsletter, she places it on the corner of her desk until it gets read!

To further irritate the problem, most small business owners don’t know
how to track their repeat business. Tracking repeat business is completely dif-
ferent from tracking returns on paid advertising. With paid advertising, you
invest a dollar and you track how many dollars you got back in new business.
Many times when you market to your past clients, they may not respond to
the offer, but they do remember you when they need you. Let me give you

an example.

[ was talking to a coaching client about this and he said, “My client-based
marketing isn’'t working.” “Okay, tell me what you are doing,” I probed. He
told me that he was sending post cards with an offer, but no one was calling,.

“No one?” I asked.
“Nobody” he confirmed.
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“So, you're telling me that you didn’t have one single repeat client over the
past three months?”

“Well of course I have,” he said.
“Then why would you say your client mailers aren’t working?”

I went on to explain that the way you measure the effectiveness of your
client-based marketing system is by tracking the zozal repeat customer dollars
compared to the same period last year. Your goal is for that number to keep
growing. It’s the difference between a savings account with interest and day-
trading stocks. A savings account grows over time and collects interest. Your
total balance continues to grow. Direct advertising is more like day trading.
You make an investment and get an immediate return on it.

Client-based marketing is more like a drip rather than a one-shot deal.
Sure you can have strong offers, but be careful to protect the permission you
have so you can build a long-term relationship for long-term results as well.

When marketing to your client base (mailing, calling, emailing), another
hidden question to consider is, “How much are you /losing by not staying in
touch?” This is a hidden cost factor that is often overlooked.

Before even asking what the returns will be, consider what you are los-
ing. You are losing valuable clients every day by not at least staying in touch.
But for the sake of argument, let’s say that you have 1,000 clients and it costs
you $750 per month to mail to them. That would be $9,000 per year. If you
could add $80,000 in revenue, don’t you think it would be worth the invest-
ment? Even if it only increased your business by $36,000, it would be worth
it. Plus, repeat clients are easier to service, they already know your prices, and
you don’t have to “sell” them. My experience has been that the long-term
results will be more significant than that.
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Five Steps to Double Your Business
(without adding one customer)

Get a higher price. One of the reasons to constantly be in front of
your past and existing clients (other than the fact that your com-
petitor is marketing to them), is to reinforce your brand message
that positions you at a higher value. Translation: higher price.
Constantly remind them of the reasons to always use you and

build the unique experience around your company.

TOMA (Top Of Mind Awareness). Just because you did a great job
doesn’t mean your customers will remember you. I had $6,000
worth of plumbing done in my commercial building. I completely
forgot about the plumber who had serviced my home on occa-
sion. Why? Because he doesn’t have a system to stay in touch. Do

you? How many of your customers are gone because of it?

Sell more products and services. You probably have a variety of
products and services in addition to your main product or ser-
vice. Marketing to your past clients can dramatically increase

your income and profit margin!

Increase frequency of use. Getting your clients to purchase more
often is another powerful thing that can add lots of dollars to

your business.

Referrals! If your clients have trouble remembering your name,
much less all the wonderful things that set you apart, what are the
chances they are going to be good referral sources? No chances! A
strong client-based marketing program can dramatically increase

your referrals, especially if you have a Referral Reward Program.
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The Most Phenomenal Marketing Tool of
All Time

Many of the country’s top business trainers and marketers have recog-
nized me as being a phenomenal marketer, so when I call something the most
phenomenal marketing tool of a// time, that’s a BIG statement! This is a tool
that I have been using for over five years at this writing. It’s a tool that any
small business owner or professional can use. And it’s also a way that anyone

can make money.

Now before I reveal what this amazing tool is, let’s remind ourselves
that all of business is about relationships and building your network of rela-
tionships is the most important business skill you can have. Building those
relationships and staying in touch with your past clients are the two most

important marketing activities you can be implementing,.

Having said that, would you agree that one of the most meaningful tools
you could use would be a heartfelt, personalized greeting card? This is prob-
ably one of the most valuable ways you can communicate to someone. Much

better than email and way better than a promotional advertising piece.

But here’s the problem...

To consistently write a personal greeting card to everyone in your net-
work and on your client base list is nearly impossible. But what if there was
a way to send meaningful greeting cards that not only touch the heart, but

also position you as the consultant and remind your contacts to support you?

What if the business cards that you collected at a networking group
weren't rotting away in a desk drawer, but were actually put into a system
that was creating powerful relationships that can add great value to your life
and career?

You can solve those problems with the most phenomenal marketing tool
of all time! What is that tool? It’s called Send Out Cards, a greeting card
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company where you can choose from thousands of greeting cards and they
will mail the card for you in a white envelope that looks handwritten.

Why do I call this the most phenomenal marketing tool of 2// time?
Here’s why. Not only can you just jump on the Website and send a card
(through the U.S. postal system—it is 7o an ecard). And not only does it
look personal and handwritten like an invitation, with a real stamp (inciden-
tally, the reason that is important is people @/ways open personal greeting
cards or invitations).

You can even use your own handwriting and signature! You fill out a
little form and send it to Send Out Cards, and they load your handwriting
and signatures (you may have several, perhaps one from you and your spouse
or business partner). Now if your handwriting is as bad as mine, you might
want to skip that option, but it gets better.

You can even create your own card quickly and easily and insert any
picture that is on your computer. And remember, Send Out Cards sends that
card through the mail in an envelope for as low as 93 cents plus postage at
the time of this writing. Send a card without a picture for as low as 62 cents
plus postage.

Here are a few examples of how powerful this can be. Let’s say you have
a meeting with someone or you meet someone at a networking group. You
take a picture with that person. Simply upload that picture and send him or
her a card. Easy as that. I have a standard “Nice To Meet You” Card Tem-
plate in Send Out Cards.

Where can you get a full color, custom piece in an envelope that you
can have designed and mailed today for less than a dollar—in a quantity of
one—in five minutes?

When you collect business cards at a networking group, just have an
assistant, a high school or college student (or even one of your children) enter
the business card into the program and launch your “Nice To Meet You”
card template that you've already designed.

Now, here’s the interesting part, where it gets even better. ..
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Not only can you create a card with any picture on your computer, you
can send that same card to a whole group of people in your database. Each
card is personalized to each person! How cool is that? Here are a few exam-
ples. Let’s say you have a small database of clients. Simply create a card, and
send it to the entire list. Your holiday and seasonal cards just became a breeze!
Let’s say you belong to a networking group that has 35 members. You take a

picture at the meeting and send it out to the entire group.
It gets even better....

Phenomenal Relationship Marketing means remembering birthdays and
anniversaries. Send Out Cards has an automatic reminder system for that.

Gets even better...

Along with the card, you can send chocolates, brownies, cookies, gift
cards (like American Express, Starbucks, Home Depot), books, CDs, and
many other gifts.

Gets even better!

You can create automatic multi-card campaigns. Earlier in the book I
shared the importance of educating clients and staying in touch with them.
A very important process is to “teach” new customers how to be great clients
and how to refer you properly. So you have a series of cards that starts with a
thank you card. Next is a card that focuses on the referral program. Next a

card that features one of your services, and so on.

Once you activate the multi-card campaign for a contact, Send Out
Cards will automatically remember to send the card on a certain interval. If
you think about it long enough you could activate a year-long “Why I Like
You” Card campaign! Reason #1... Reason #2...

To use Send Out Cards, you will need a Sponsor ID. Contact whoever
gave you this book to get their sponsor ID.
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The Phenomenal Potential Lifetime
Value (PLV) of a Client

In his book ! e Facts of Business Life, my friend Bill McBean says a busi-
ness owner’s first responsibility is to protect its assets. Not just the assets on
the balance sheet, but your database as well. My good friend and marketing
master David Frey says, “The money is in the list!” Not just the number of
people on the list, but the quality of the list. And the quality of the relation-
ships you've developed with them.

Have you ever thought about the value of your list? Have you ever thought
about the potential lifetime value (PLV) of a single client? This exercise will
astound you and from this moment on you will have a greater appreciation
for your clients. Far too often a customer’s value is judged by a single transac-
tion. They bought a low-priced product or did a minimum job. It’s about the

long-term value of that client and their referrals.

Many years ago when I was first starting out, I quoted a very low mini-
mum charge over the phone, assuming it was a “minimum” job. Upon
arriving, I realized I had totally underpriced myself for the project. Instead
of making excuses, I smiled and went to work. After all, it wasn’t her fault
that I didn’t have a good pricing system! Turns out the client was the facili-
ties manager for the largest branch banking system in Texas at the time,
which became my biggest account the next day. I made a /oz of money from
that bank for many years. Had I made excuses and judged her based on how
much money she spent with me on that first project, I would have never got-
ten the big account.

Take a moment to jot down the average amount a single client invests
with you each year. Now multiply that by 20 years. Example: Let’s say a single
client invests $2,000 per year with you. Twenty years x $2,000 = $40,000.
Now, multiply that number by the number of referrals you could potentially
get. Lets say it’s just two per year. That’s an additional $80,000 in potential
lifetime value, giving you a total potential lifetime value of $120,000!
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This is how you should look at the economic value of clients (while also
remembering that they are human beings who should be treated well). Are
you planning on being around for 20 years? I've been in business over 28
years at this writing. Protect your assets. The most valuable asset is your client
list. When you sell your business, the predictable income is probably going
to be the biggest factor. And by the way, if you teach your team to value
customers at this level, will it make a difference in how they see them? You
bet it will.

Phenomenal Direct Advertising

Direct Advertising is when you place an advertisement to reach your end
user client. Phenomenal Direct Advertising is when you generate your perfect
niche prospect. A Phenomenal Direct Advertising System duplicates results
consistently.

Although direct advertising can bring you phenomenal results in some
industries if it is done right, it is not a place to “wing it.” Direct adverting
usually isn’t cheap, and I've seen too many business owners literally go broke

paying for ads that never had a prayer of working!

1. What results do you want? Anytime you are using paid advertis-
ing, be sure to understand what return on investment (ROI) you
are looking for. In other words, when you advertise for $1, how
many do you need to get in return? Many times you won't know
this until testing the ad, which is the reason I do mostly relation-
ship marketing. Direct advertising can be costly. On the other
hand, we have done paid advertising for my companies that have

generated huge returns.

2. Who is your advertising target audience? The first thing to think
about when advertising is who your audience is. At any given

time, you may be placing advertising to reach:
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* A Suspect (someone who fits the demographic of your perfect
niche market).

* A Prospect (someone who has already expressed interest, but has
not become a customer yet).

* A Customer or Client (someone who has purchased before). In
this case you want to generate repeat business, sell additional
products and services, or to compel the customer or client to
move to a higher level membership, or something of that nature.

Each of these audiences require a different approach because your per-
mission level is different, what they know about you is different, and what
you want them to do is different. You may need to have a process of moving
suspects to prospects before they become a customer. A customer is different
from a client. An advocate or raving fan is someone who has moved beyond
client status. You market to them differently.

3. What do you want them to do? When you are placing an ad or pre-
senting a message to an audience, think about what action you
want them to take as a result of the message. Start with the end
in mind. Do you want them to call you? Do you want them to
opt-in for something? If you are speaking to a group, do you want
them to come up to you afterward? Do you want them to fill out
a form? Do you want them to buy something? If so, what? This
is called your call to action. We'll talk about that in a moment.

4. What message do you want to deliver? What message is going to get
them to take the action you want them to take?

How to Create a Phenomenal
Marketing Message

There are plenty of books and resources on writing copy, so I won't
attempt to teach you everything you need to know. Plus, one book won’t do
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the job. The good news is you don’t have to be an expert copywriter to be
successful in marketing your business, but understanding how to structure a
message will help you in all areas of your marketing, whether it is addressing
a group of referral sources or creating a brochure. But it is vizal to the success
of any direct advertising you do.

Three Vital Components of Creating Phenomenal
Marketing Copy

1. A Phenomenal Headline

Your headline is the main heading in a print ad, or the first words spoken
in an audio message. It has been said that the headline constitutes 80 percent
of your ad’s effectiveness. After all, if it doesn’t even get noticed, what’s it
really worth?

Here are some tips to create a dynamic headline:

* The headline should draw your readers in. The headline should
get their attention so they will be intrigued to read more. Some

have called the headline “the ad for the ad.”

* The headline should say as much as possible. In other words, the
headline should give as much information about the following
message as possible. Obviously you are limited, but keep craft-
ing the headline until it says the precise thing that you want
readers to know if that’s @// you could tell them. Long headlines,
subheads, and text on top of the headline are all good ways to
accomplish this.

* Mention benefits. Readers are interested in what you can do for
them. What is the benefit to them? Write what the service does,
rather than what it is. Put benefits in your headline.

* Get emotional. Use emotionally charged words rather than tech-
nical or feature-based words. See the following list of the thirteen
most powerful words in advertising.
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* Target to only your audience. The more you can pre-qualify your
prospects in advertising, the fewer unqualified calls you will gen-
erate. Use copy that will appeal to your target market only.

* Don’t use tired clichés. Don’t use worn out, meaningless phrases.
Clichés dont work, and they don’t really mean anything
significant.

Headline samples:

* Avoid Uneducated, Uninformed, and Sometimes Downright
Unscrupulous Plumbers!

* Avoid Uneducated, Uninformed, and Sometimes Downright
Unscrupulous Air Conditioning Companies!

* Instead, get the Most Outstanding Service Experience Ever!

* Avoid Uneducated, Uninformed, and Sometimes Downright
Unscrupulous Landscaping Companies!

* HOW TO SELECT A PROFESSIONAL LANDSCAPING
COMPANY

* Don’t choose a Realtor until you read this important information. ..
* 5 Reasons You'll Love Our Service

* 7 Reasons to Call (Company Name) Before Calling Any Other
Company

* 3 Reasons...
* 5 Reasons...
* 7 Reasons...
* 10 Reasons...
* 5 Ways to...

* How to Protect Yourself Against...
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* Top 10 Reasons to... (do whatever you do) Now!

2. Phenomenal Body Copy

Your body copy is the core message that makes the case you want to
make. Here are some principles for creating this part of your message:

* Engage the audience. Remember who you are speaking to (sus-
pect, prospect, or customer/client), make your content relevant
and specific to them. If in a live audience, get them to answer
questions, raise their hands, stand up, or something that engages
them. In an ad, use personal, everyday conversation. Possibly the
most powerful word you can use in advertising is “you.” And if
you can merge their actual name, it’s even better! This is why you
see marketers use your name in the subject line of an email.

* Get emotional. Customers a/ways buy on emotion. They justify
with logic. Emotion motivates, not information. Their response
is based on how they feel. Charge the copy with emotion, not
just dry information. See the following Thirteen Most Powerful
Words in Advertising,.

* Benefits. Be sure to communicate in terms of what your product
or service does for them, not just what it is. What are the benefits
to them?

* Lots of content is okay. You may have learned or assumed that it
is not good to put too much information in an ad. In advertis-
ing, the more you tell, the more you sell (it’s just the opposite in
sales). Those who are interested in what you are offering want
more information. And you don’t want to leave something out
that may motivate them to act. Remember, we aren’t talking
about face to face here. When face to face, you want to limit the
amount of information you give, and ask questions.

* Build the experience. Much of the copywriting you may do will
be for newsletters, articles, and things of that nature. You have

— 100 —
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the opportunity to build on your UEP™ (Unique Experience
Proposition).

Use testimonials and endorsements. Real words from real clients
and endorsements from highly influential people is some of the
best copy you can use. I work with the Zig Ziglar Corporation
which is the most trusted name in the training industry. I have a
video with Dr. John C. Maxwell, the world’s number one leader-
ship expert. These are both examples that build credibility.

Use the 13 Most Powerful Words in Advertising. The following
words are said to be the most powerful words in advertising. It’s
easy to see why.

1. Discover (This word is experiential in nature.)

2. Easy (Everyone wants easy today.)

R

Guarantee (No one wants to be stuck with something they’re

unhappy with.)

Health (Everyone wants to be healthy.)
Love (There’s an emotional word for you.)
Money (This is important to everyone).

New (You see this one used by Madison Avenue constantly!)

© N WA

Proven (This word demonstrates they aren’t going to be the
guinea pig!)

9. Results (This creates social proof, which is very important.)
10. Safety (What's the opposite of safe? Danger!)

11. Save (Everyone is interested in saving time, money, or energy.)

12. You (This is the most powerful word in advertising according
to my good friend and marketing consultant David Frey.)

— 101 —
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13. FREE (People say there’s no free lunch, but watch them line
up for free stuff!)

e Create a sense of urgency. To motivate your audience to action,
you must create a sense of urgency. This may be using an expira-
tion date for an offer, a limited supply, or simply the loss factor
that occurs by not taking action. For example, if you want to
start saving money now, get this product before the offer expires
on....” In this simple example, the benefit is saving money (and
depending on how much you can share, you want to go deeper
with the benefits of saving money). The sense of urgency comes
in when you realize you are paying too much now. When? Now.
And of course you must act before the expiration date. There are
many ways to create a sense of urgency. I recommend that you

understand how to do that in your message.

3. A Phenomenal Call to Action

Many sales messages and presentations fall short because there is no call
to action. What do you want them to do? Call a phone number? Fill out a
form? Make a specific change in their lives? Make sure you tell them exactly
what to do and how to do it. Example: Go to this Website right now and get
your free CD!

Phenomenal Internet Marketing

In the small business world, some small business owners aren’t up to
speed on what’s happening online. At the same time, some of the younger
business owners seem to think that everything should be digital. They dis-
miss anything offline as old-school, slow, and ineffective. The truth is in the
middle (as usual). How yox use the Internet to market your business really
depends on your business and your target market, but here are seven mini-

mum steps to follow.
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1. Have at least one Website

Your main site is your “branding” site. In other words, this tells your
story. Remember a brand is nothing more than what people say when you
are not around. Guess who manages that? You do! Your brand has to come
through loud and clear on your site. The first thing people do today when
they learn about you is go to your site.

Will they fall in love? Will they run? There is no telling how much
damage is being done to small businesses because of horrible Websites. If a
customer comes to your site and finds something old and tired, guess how
they think about your business. You may not need the flashiest site around,
but your image does need to be positive. Since you want to have fresh con-
tent, you may consider having a platform where you or someone else can post
regular updates or have a social media plug-in.

2. Have an opt-in

A huge mistake I see many small business owners make is not having
an opt-in on their Website. An opt-in is a way for prospects to give you their
email addresses so you can communicate with them. Offer something free
that will benefit them (see the Free Trial Offer for examples). Don’t ask for
more than the first name and email address at first, because many who visit
your site may not be ready to give you a lot of information yet. So, just a
contact page isn’t good enough. You are asking for too much information
without any return for them.

Have a compelling opt-in that offers a solution to your target market’s
biggest problem. “Sign Up for Our Free Newsletter” isn’t compelling enough
unless you tell then what the benefit of getting the newsletter is. On my main
site, I offer free business building tips by email, free videos, and webinars. I
ask only for the first name and email address. But once the person clicks sub-
mit, he or she is taken to a page that offers something more valuable. At the
time of this writing I am offering a free CD that would be mailed. The audio
program reveals the “5 Secrets of a Phenomenal Business.” If your business
isn’t very phenomenal and you want it to be, then you'll order that! And we
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did get many opt-ins for the free CD program. There are many things you
can offer, but the key is to get something prominently posted on your site.

To take that up a notch, have an auto responder (an automatic system
that automatically sends an email response to each opt-in immediately). You
can customize this to say whatever you want it to say. And if you want to
take it into the stratosphere to “Planet Phenomenal” you can create a series
of responses over time that brings them step by step to the sale, or takes
them through a learning path. By the way, this can be done for every prod-
uct or service that you provide at every level. It can be as sophisticated as
you want. I won’t recommend specific programs here because by the time
you read this, it could be outdated. But there is no shortage of programs to
choose from. This brings me to the next part of your Phenomenal Internet
Marketing System.

3. Have a regular outgoing email newsletter

An email newsletter that adds value to your prospects and clients is a
powerful tool. As you give them solutions to their problems and offer solu-
tions that your competitors aren’t even talking about, you position yourself
as the “go to” person in your industry.

4. Have a strong social media presence

At this point, in most cases, it’s not whether you should use social media
or not, it’s which one(s) to use, and how to use them effectively. The way I
see social media is like a worldwide networking group that’s happening 24/7.
Remember that all of business is about relationships. Using social media can

help you build and deepen relationships.

Ironically, as I was writing this section, I was on the Sunshine Coast of
Australia, overlooking the ocean from my balcony and I had my Facebook
page open. I was communicating with people all around the world, and a
business associate noticed I was in Australia and contacted me for lunch.
Three hours later we were having lunch and set up a business deal. Remem-
ber that networking and engaging people on social media doesn’t mean you
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are just going after business deals. You are building relationships that may

become business deals.

Use the social media platforms that your clients and referral sources are
using. Instead of picking the one you like, find out where they are and plug
in. Social media doesn’t need to own your life either. Once you get famil-
iar with posting, simply make a post once or twice a day (depending on
your business and the platform). Always respond to comments, acknowledge
retweets, etc. The key is engagement. Don’t over promote. Remember, it’s
about building relationships.

5. Understand SEO

Search Engine Optimization (SEO) is optimizing your Website so that
search engines rank it as a superior site for keywords and terms. Most small
businesses want to be number one on Google and most marketers and busi-
ness consultants will tell you that’s where you want to be. 'm going to be a
little controversial here and say it may not be the most important thing in the

world, and it is 7ot required to be successful in business.

If you are putting all your effort into SEO and not marketing to your
past clients, in most businesses, I would say you have your priorities mixed
up. Think and strategize before putting time and energy into SEO that you
could be putting into building powerful referral sources. And by all means do
not respond to the spammers and telemarketers trying to sell you SEO services.
Get a referral. And don’t do it yourself if it is going to take you away from
more important things.

6. Understand paid online advertising

When it comes to Google Adwords, banner ads, and such, follow the
guidelines in Phenomenal Direct Advertising and make sure you understand
what your plan is! Do nor get into the world of paid advertising without
studying and understanding it. That’s kind of like showing up to a gunfight
with a dull pocket knife!
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/. Use a branded email address

When you are communicating with people, use an email address that
has your branding domain in it. Example: howard@howardpartridge.
com. Using a Gmail, AOL, or Yahoo email to communicate with busi-
ness associates devalues your brand. Having your Website address present
encourages people to visit your site. Also, have at least your contact info in
your email signature (address, phone, Website, etc.), and maybe even an
opt-in and a photo.

Phenomenal Direct Sales

Finally, there’s the age-old idea of actually making a sales call! Part mar-
keting and part sales, direct selling is when you market directly to a prospect
in person. Don’t discount this process! When you think of network market-
ing (also known as multi-level marketing), this is really direct selling.

The fact that you are taking the time to speak to one person is not the
issue, it’s what can happen as a result. In the case of network marketing for
example, this person could build a huge team for you in the future. Perhaps
it's a person who can become a monthly recurring client for you. My wife
is in radio advertising sales. Outside of calling on ad agencies that she is
assigned to, she has to actually ca// on someone! Imagine that!

If landing a client is worth the time investment of calling on someone in
person, by all means do it. But do it well. And please consider the options I
have shared with you so far before investing too much time in this process
unless you have already developed a phenomenal system for it. In other words,
you could invest the same amount of time with a referral source who can
send you as many end-user clients as you want as it takes to land one end-
user client. Also, make sure you have done your client-based marketing before
investing too much time developing this process.

Many companies have direct sales people and do very well with this.
Others, not so good. I get sick thinking about all the time that is wasted by
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inept sales people. People walk in our office every day selling insurance or
business products of some kind. The entertainment begins as we watch them
drive up. The other day, the first thing one of them did was open his car door
and spit a big hocker right on the parking lot! What a great first impression!
He walked in the door and asks, “Is the owner in?” How lame!

This pitiful scenario repeats itself over and over every day. These poor
guys obviously haven’t been trained well (or at all). Most of them end up
quitting, I'm sure. If they are successful, it's completely by accident. I don’t
know about you, but I don’t want my success to be by accident! Many small
businesses don’t realize that they are failing because of a flawed system. Any
strategy that has a chance of working has to be implemented properly. If an
account is worth calling on, they are worth investing in.

So, here’s what you do...

Walk in with the Secret Weapon (chocolates, doughnuts, candy, or
whatever). If you are calling on a lot of people who may or may not be
prospects and you can’t afford to invest five bucks a call, then use this inex-
pensive technique: get some clear cellophane baggies with a ribbon from a
package supplier. Put four or five pieces of regular candy inside and attach
a business card.

Walk in and give it to the rejectionist (I mean receptionist!) and say, “Hi,
I'm <your name>, and I brought you some chocolates.” She blushes, and you
say, “What is your name?” She responds as she tries to gain her composure.
“Well, Betty, our company is the most respected, experienced <whatever you
do> in the area, and I just wanted to drop by and give you all a free gift <your
free trial offer>. Who would I need to talk to about that?”

How hard is that? The candy generates the permission you need to
intrigue them with your free trial offer. That gives you the permission to
share your UEP, and if they take the free trial offer, you get a presentation!
If your presentation is any good and they are truly prospects, not suspects,
you are now simply measuring time invested with closing rates. To be effec-
tive in direct selling, you first have to give them a compelling reason to meet
with you.
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Focus on becoming an asset to them and building a relationship. When
you get an appointment, offer them your Sales Presentation (next chapter). If
you don’t, get the decision maker’s card and put that person on a follow-up
system in Send Out Cards and develop a follow-up system.

The Five MOs of a Phenomenal
Marketing Plan

Now that you have an idea of the kinds of systems and strategies that
are required for a relationship-based marketing system that can create record
sales and profits for your business, you need a focused plan. Remember GPS?
Well, you can apply GPS to marketing as well. Your sales goal, your market-
ing plan, and your marketing systems.

An easy way to think about your marketing planning is to use the 5 M’s
of Marketing. The five M’s are:

1. Money: What is your sales goal, and how much are you going to

invest in marketing?
Mission: What is the experience you're delivering?
Market: Who wants that experience?

Message: What's the message that resonates with them?

RANEEE N S

Methods: What systems and strategies will you implement to
accomplish the goal?

The First M: Your Phenomenal Money

The first thing you want to have in your plan is a money goal. For now
we will focus only on the sales and profit goals. Sure, you could have some
other objectives such as market share, creating new products, etc., but this

simple plan is about taking action, not having a robust, strategic marketing
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plan that you would take to a bank for funding. This is a bare bones guide
that small business owners can easily remember and follow.

Determine what your sales goal is for the next 12 months. If you have
history, go back to see how much you did last year. Are you on a growth
path? Are sales declining? What significant changes are taking place that can
change those numbers? Once you have your annual sales goal, break it down
by the month, by the week, by the day, and by the hour. My brother owns a
McDonald’s, and his profit is determined by how the staff cost is managed
by the hour. If you don’t have daily or hourly transactions, then break your
sales goal down by the smallest measurable increment possible. If you do a
few large projects per year, then determine how many projects you are going
to do and what the average project amount will be. If you sell products, how
many products will be sold at what average price point?

You will also want to break down your sales goal by profit center (or ser-
vice category) and even by how much you will do in repeat business, referral
business, and direct sales and advertising. You will learn about this in Phe-
nomenal Administration Systems.

To get to your sales goal, you will need to know what your pro" # goal
is. It all starts with your net profit because that is what funds your life goal.
Remember the one and on/y reason your business exists is to be a vehicle to
help you achieve your life goals. If the financial spoke on the Wheel of Life
is suffering, then everything else in your life will suffer. A business without
a profit is just a hobby! I don’t know about you, but being broke and in debt
isn’t any fun. To top it off, working 24/7 to be broke and in debt is even
worse! If youre going to be broke, you might as well stay home. At least you
could enjoy yourself while you are going broke!

The wonderful thing about being a business owner is that you can plan
what you want your profit to be. Of course, Lord willing. None of us know
what challenges life will bring us, but we would also be fools to build some-
thing without a plan. So we plan and we work the plan the best that we
possibly can. The amazing thing is that when you plan and stay focused,
many times it works!
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Determine what you want your profit to be. Then you will have to deter-
mine your cost of doing business (see Phenomenal Administration Systems).
Also determine how much you are willing to invest in marketing. This should
be in your 12 Month Cash Flow Budget. Decide in advance what you are
going to invest. This will keep you from becoming a victim of the advertising
wolves in sheep’s clothing. They have an irresistible offer that you are abso-
lutely convinced will work (although it hasn’t been proven).

Meanwhile, you aren’t doing the proven things that are outlined in this
book. A marketing investment amount that includes exactly how much you
will invest in each system, strategy, and ad will keep you focused rather than
reacting to circumstances. Far too often marketing is done in purely an
opportunistic manner rather than a focused plan.

Another thing I have learned from the countless surveys we have taken
from small business owners we coach is that there isn’t nearly enough
invested in marketing. When you see the puny line item called marketing on
an income statement, there’s no wonder there isn’t any business!

You have to plant a seed to get a crop! As the late Jim Rohn said, “You
can’t say to a field, give me a crop and then I'll plant a seed. You can’t say to a
fireplace, give me heat and then I'll give you some wood!” It’s ridiculous, yet
that’s what I see every day.

Decide in advance what you are going to invest in marketing. Commit
to that investment. Don’t make the investment based on whether you have
“extra” money or not. Put it in the budget. Make the investment! I know that
planning and budgeting doesn’t sound like much fun, but it can make you
wildly wealthy, which means you can go have all kinds of fun!

How much do you invest in marketing? Whatever it’s going to take to
get the profit number you need. You may need to do some research on this,
but once you line out the things you are going to implement, figure out how
much those items will cost. To get this exactly right, you will have to go back
and forth on your 12 Month Cash Flow Budget.
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The Second M: Your Phenomenal Mission

In Chapter 2, I shared the importance of your mission. When it comes to
marketing, you want to keep in mind what you are actually delivering. If you
have not determined what your mission is, you should come to terms with
that before planning your marketing. The reason is that it will determine
who your target market is and what your marketing messages will look like.

And keep in mind that if you aren’t passionate about the mission you are
on, you won’t promote it well and you won'’t lead others to carry it out either.

The Third M: Your Phenomenal Market

Have you determined who your prime target niche market is? Everyone
is not your customer. If you try to be everything to everyone, you won’t be
anything to anyone. Not anything significant anyway. You must understand
your target market. The more you know about them, the more successful you
can be in marketing to them.

Who can benefit from the mission you are delivering? For example, my
target market is small business owners who are doing over $100,000 and less
than $5 million per year. They have been in business for more than three
years, and they feel like slaves to their businesses. They are ready for a solu-
tion and probably seeking that solution. They are people who are interested
in growing or getting unstuck, and they are teachable.

Of course many other people can benefit from my work. My inspirational
teachings have impacted the youth of some of my clients, which thrills me;
and some new businesses have enough foresight to realize they need to build
it right now instead of later. Network marketers who understand that they
have a real business can also benefit. Large corporations can totally utilize
our marketing, sales, and leadership systems and have a huge impact; but we
don’t intentionally target these groups because our focus would be diluted.

It’s okay with me if people outside of my core niche want to learn from
me, so if you fit one of the other categories, come on in! We can help you!
My systems can help any type of business, practice, and even non-profit
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organizations. But when I market, I am thinking about small business own-
ers who feel like slaves to their businesses. That's my niche target market.

So you want to start by going deep in a niche. You want to become a BIG
FISH in a small pond rather than a minnow in a huge ocean. When you are
the bomb to that niche, you can have all the business you want and you can
literally have people standing in line to pay you the highest prices for what
you do. I know because I've done it more than once.

Who is the niche market that desperately needs what you have?

My friend and small business consultant Ellen Rohr says, “Picture your
favorite customer—you know, the one who pays your price (and pays on
time!). The one you love working with.” Those are your perfect niche clients.
Do you have a picture in mind? What are their frustrations? What is the
competition doing to frustrate them? (I think about Southwest Airlines tak-
ing advantage of the ridiculous baggage fees that some airlines are charging,.
Southwest started advertising “Free Checked Baggage™!)

What is their lifestyle? With whom do they associate? Where do they live?
How much money do they make? How old are they? How long have they
been in business? Multiple locations or single location? Retail or wholesale?

Do you see how we could fill an entire book just with questions on how
to know your niche market? One of the most important questions is how

they buy. This will be vital when you get into “Methods” in a moment.

The 4th M: Your Phenomenal Message

Once you determine how much money your business needs to produce,
what your mission is, and who your target market is, you now want to craft
a message that resonates with them. Go back to the “5 Point UEP” (Unique
Experience Proposition). This will become the core of your message. You
should be able to expand and contract this message based on the situation
and the method of marketing you are using.

If you are at a networking group that gives you 60 seconds, you can use
the full 5 Point UEP™. If you are writing an ad, or you are doing a sales
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presentation, you’ll need to expand the five points. It is also vital to under-
stand how to write marketing copy.

The Fifth M: Your Phenomenal Methods

The final M in your plan is your phenomenal methods. What methods
of marketing will you use to reach your phenomenal target market? You can
have plenty of money to invest, a powerful, passionate meaningful mission, a
clearly defined target market, and a compelling message that sells like crazy,
but if your perfect prospect never sees it, what’s it worth?

What methods will best deliver the message they need? In order to deter-
mine this, we must ask ourselves a few questions. How does your prime target
market buy services? Online? Offline? Through ads, direct mail, radio, tele-
vision, newspaper? Do they read trade magazines? Are there online forums
where they hang out? Do they primarily buy through referrals? If so, who do
they trust? Who has a relationship with them?

I have seen too many small business owners who have a great product or
service, but they struggle because they are using the wrong media. Under-
standing how your perfect target market buys is vital to choosing the right
method to reach them.

I hope this chapter has given you lots of ideas on what methods to use. In
most small businesses, the simplest, most effective way is to use my referral
marketing system of identifying potential referral sources, bring your phe-
nomenal message about your phenomenal mission to them, and inspire them

to talk about you to their clients (your perfect target market).

Once they refer, you then have a phenomenal client-based marketing
system using something like Send Out Cards that compels them to come
back to you and to refer you. I have found that companies that learn how to
use referral marketing and client-based marketing well can be very successtul
without direct advertising or direct sales. I had dinner with an SEO guy not
too long ago and he was telling me about the client he helped get to number
one on Google. But the guy is still struggling financially. He doesn’t have
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begin developing a relationship with powerful referral sources. He also is not
marketing to his past clients. Big mistake.

I cannot stress enough the importance of a phenomenal referral mar-
keting system and a phenomenal client-based marketing system! Couple
that with a phenomenal mission and message—and you have a winning

combination!



Chapter 6

Phenomenal Sales Systems

Sales is everything you do to convert prospects into paying customers.
Phenomenal sales converts the highest number of qualified prospects into
customers. A phenomenal sales system is a group of working parts that dupli-

cates results consistently.

It is very sad to see so much work go into marketing, only to see the sale
blown. Small business owners must understand that the sale is 7oz automatic
(even when you deliver the perfect prospect in your marketing). You’ve got to

make sure your sales process lives up to your marketing efforts.

A few years ago, on a Saturday afternoon, my wife and I were in the mar-
ket for our son’s first car. As I was browsing a local Honda dealer’s Website, I
noticed a contact form on the site. I put in my phone number and they called

me in less than two minutes. I was impressed.

The woman who called was very professional and courteous and invited
me to visit the dealership the same day. Once [ arrived, I was told that the per-
son I spoke to over the phone was in the “Internet Department” and did not
actually talk to the customers at the dealership. Okay, fair enough, 1 thought
to myself.
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At that point, the worst sales process you can imagine began. These
folks had phenomenal marketing, but their sales department needed help!
I bought a brand-new Honda, but not from that dealership. Because their
marketing didn’t work? No, because the salesperson wasn’t trained. You must
train yourself in sales and you must train your people.

When you work hard to generate a prospect or client, don’t get lazy when
it comes to sales and service! This is where you are going to prove that your
marketing message was true. International branding expert and number one
New York Times best-selling author Dr. Joseph A. Michelli, says, “A brand
is nothing more than what people say about you when you're not around.”
In essence, your brand is your reputation. If you make a good impression in
marketing, you've got to confirm it once you generate a prospect.

Avoiding the Silent Kiss of Death

Every day small businesses are suffering from what I call the “silent kiss
of death.” The silent kiss of death is when a prospect tries to do business
with a company and the owner doesn’t even know it! If someone calls your
company during business hours and gets voicemail rather than speaking to a
person, you're taking a chance of losing that prospect. Many prospects (like
me) will hang up and forget about it or call someone else. It doesn’t matter if
you have Caller ID. By the time you call me back 'm probably off to other
things.

If I walk into your store or restaurant and no one is there to greet me,
guess what? Some customer types are going to turn around and walk right
out. The sad thing is that many times these are the types of clients you want.
People who are decisive.

I was reading one of John Maxwell’s books, and he shared a story about
a time when he and Margaret were in the drive-thru at Krispy Kreme. They
love Krispy Kreme when they’re hot, but when they drove by the “hot light”
wasn't on. They decided to drive through anyway; and to their surprise, the
doughnuts were piping hot. When he asked the person at the window why
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the light wasn’t on, she replied, “We get too busy when the light is on, so I

didn’t turn it on.”

If you're like me, I can’t imagine how people could think that way, but
they do. And it is up to us to train our people. We must train them why it is
important to capture as many customers as we can when things are hot. This

gets us through the lean times.

Pro" table sales cure all other business evils. We need to close as many sales
as possible because we are not only squandering the time, energy, and money
that was invested in marketing, but we also want to make sure we have
reserves for the “evils” that come our way—when we have to pay more tax
than planned, something gets damaged, an employee costs us money, some-
one doesn’t pay his bill, the economy tanks, or any other number of things
that are completely out of our control. As my friend and author of ! ¢ Facts
of Business Life Bill McBean says, “Planning is not predicting the future, it’s
preparing for it.”

Have a Phenomenal Greeting

When people walk into your practice, your store, your restaurant, or call
your company, you want to have an enthusiastic greeting that demonstrates

you are excited to hear from them. And you should be!

So have a phenomenal greeting when people enter your facility or call

your company.

[ learned from Zig Ziglar many years ago to answer the telephone with
“It’s a great day at...” Of course you might want to update that to “It’s a
phenomenal day at...” (smile). Remember that your callers make several

important assumptions about your company when they call.

They are listening to confirm that you will live up to the marketing mes-
sage. They are making judgments about the value of your service, whether

you know what you are doing, and whether you can be trusted or not. When
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the telephone is not handled properly, you can needlessly create a negative

impression that now has to be overcome.

More telephone answering tips:
* Speak slowly and clearly. Your caller may not be listening closely.

* Never answer with “hello” (even your cell phone). A friend may
have given a prospect your cell phone number (and why do we

answer so negative when it is a family member?).

* Never allow a child or a family member answer your business

phone unless they are properly trained.

* Never, ever answer with “Can you hold please?” This tells callers

they are not important.
* Be upbeat and positive always!
* You may want to use a mirror. A smile comes through the phone.

* Eliminate background noise, music, dogs, kids. This can be dis-

tracting and takes away from the experience for the client.

e Ask the caller his or her name, write it down, and use the name

from that point on.

Sellin® AinGt Tellin®

Do you know about the power of the question? Did you know that
“tellin’ ain’t sellin™?

Have you heard that asking questions during a sales presentation is much
more effective than talking about your product or service? Have you noticed
that most sales people break that rule on a regular basis? The last time you
bought something, did the sales person ask good questions or did he or she
do most of the “telling”?
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What about you? How are you doing in that area? Have you practiced
the skill of asking questions? Have you discovered the power behind asking
the right questions? In fact, have you discovered the right questions to ask for
your industry? Would you be surprised to find out that the questions are very
similar for any product or service?

What are the best questions to ask?

What about asking a new prospect:

* “Who do I have the pleasure of speaking with today?” (By the
way, have you heard that someone’s name is music to their ears?)
Wouldn't it be a good idea to use their name along with all of the
following questions that are directed toward them?

* “How were you referred to us?”
* “What prompted you to call us instead of someone else?”

* “What did (the person or company that referred them) say about
us?”

* “What was it about the ad, letter, etc. that got your attention?”

Do you think asking those questions might give you insight into their
reasons for choosing you? You don’t want to miss that, right? What if you
followed that with, “Would you mind if I share a little bit about how we do
things here and how we can be of benefit to you?”

What if you then took about 60 seconds to share how you help them
solve the major challenges that you know they have based on your industry
research? Do you think this might help you connect with them emotionally
and to position yourself as the credible source? Have you crafted a compel-
ling UEP™ (Unique Experience Proposition) that will accomplish that? Is it
memorized or written somewhere you can access it whenever you speak to a
prospect?

What if you then followed that with a series of pre-planned questions that
would not only help you discover their needs, but also help them discover
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what their true needs are? Did you know that most people don’t really under-
stand what their true need is and how not solving it is hurting them worse
than they realize?

Do you think you could improve the questions you ask? What if you
followed the discovery questions with some possible solutions, but you put
the solutions in the form of a question? What questions could you follow a
statement with? What about, “Does that make sense?” Or, “Does that sound
like what you are looking for?”

Did you know that by slowing down and asking confirming questions
that you can uncover more objections than you would by just running
through your benefits?

Do you realize that by getting them to say “yes” throughout the process,
that they will be more likely to say “yes” when you share the investment?

What if you could overcome all objections before you quoted the invest-
ment? How cool would that be? By the way, what do you do when you get
an objection? What if you asked a question? What kind of question? What
if you simply repeated the objection in the form of a question? For example,
what if when the prospect says, “It’s expensive,” you simply repeat it in the
form of a question: “So you feel the price is too high?”

Does it make sense that when you simply repeat the objection, they are
likely to tell you what the real objection is? Have you heard that when you
quote the investment, the first person to speak is usually the one who buys?
Do you make it a habit of becoming silent after quoting the investment? If
not, is it because you simply have not disciplined yourself, haven’t understood
the importance until now, or is it because you don’t believe in your price?

Finally, does it make sense that getting really good at asking good ques-
tions will help you sell more? And how will selling more benefit you? Do you
now realize that sellin’ ain’t tellin’? Do you now know that the more you tell,
the less you sell? Do you now know that the more #/ey tell, the more you sell?

Did you notice that there isn’t one single statement in this section? Do
you know and understand the power of the question?
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Many years ago, I developed a system that has proven to work in many
small businesses around the world. When you understand and apply this
system, | believe you can close more sales because I have seen it work many
times. Through this system, you will also confirm that you have the right
type of prospect, and you will disqualify the price shoppers (sounds nice

Phenomenal Sales Systems

My Seven Step Sales System

doesn’t it?).

Step 1. Referred By

The purpose of this step is to:

Track marketing results. ‘This is the best time to track marketing
results. When you find out what ad they responded to or how
they were referred to you, put that information into a tracking
system. This way, you will know how many prospects each ad
source is producing. And when you track your close rates on a
specific source, you can determine whether that source is work-
ing well for you or not. If not, you can change the ad or train the
referral source. Does the source truly have the attention and trust
of your prime target market? These are the questions that will
come from tracking how people were referred to you. If you have
a facility, ask, “Have you been to our (store, restaurant, practice,
etc.) before?” Over the phone, you would say something like,

“Have you ordered from us before?”

Build rapport. By discovering more about why they responded
to the ad or what the person who referred them said about you
opens the door for you to learn more about them. You can then
relate to them based on what they say. For example, when they
say, “Suzy recommended your product,” you say something like,
“Great, we love Suzy, and are so glad she referred you. What did
she say about us that interested you?”
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* Learn their motivation. When they share the answer to that ques-
tion, you may get tremendous insight into why they chose you
over someone else. This also gives you tremendous insight into
how your prospects make buying decisions, which helps you dra-
matically improve your marketing. Depending on your industry,
you might ask, “What prompted you to call today?”

Finally, you should understand the emotional reasons your prospects call
you. What is the irritating problem or the exciting opportunity they are con-
tacting you about? There may be several. Identify what they are and have a
list so that during the interview process, you can connect with those.

Step 2. Connect Emotionally

There will most likely be an overarching, broad, big picture emotion that
your prospects are experiencing when they first call you. For example, if you
do weddings, what kind of emotions are you dealing with? In this case you
have a combination of excitement and fear happening all at once! On one
hand, the bride is excited about the biggest day of her life, while at the same
time gripped by fear that someone or something could ruin it all.

You may have heard that people always buy on emotion. They justify
their purchase with logic, but the sale is really made on emotion. People not
only buy things because they have to—they want to. The emotion of “have
to” is to avoid pain; the “want to” is to get gain. One is the emotion of fear
of loss (buying insurance), the other is the emotion of desire (getting that
new Lexus).

To be phenomenally successful in sales (instead of being an “order
taker”), you must connect with the dominant emotions your prospects have.
For example, what is the dominant emotion when selecting a service com-
pany to come into your home? Fear. Are they going to send someone who is
trustworthy? Be sure to connect with them with a statement like, “We know
there are unscrupulous service companies out there, but we’ll help you avoid
them by giving you the most phenomenal service experience ever, guaranteed
or your money back.”
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If the dominant emotion is excitement (like when someone arrives at
your hotel to begin their vacation), you want to connect with that and be
excited for them.

Step 3. Build Credibility

Now it’s time for you to:
* Position your company as the company of choice
* Establish trust and believability

* Get your prospects’ minds off what they think is most important
at the moment

Start this step by asking the question, “Would you mind if I take a
moment and share a little about our company and how we are different from
other companies?” If you have serious prospects, they will appreciate this
step. Price shoppers don’t care, they just want a price, and may say some-
thing like, “Can you just tell me how much it is?” to which you will respond,
“Absolutely, but I will need to ask you a few more questions to determine
that.” Just because they are short with you and want a price doesn’t mean
they’re a price shopper. They might just be impatient.

Rushing the sales process won'’t help you or them, but you can acknowl-
edge their sense of urgency and promise that you'll get through it as fast as
possible.

As mentioned previously, best-selling author Bob Burg says, “People do
business with those they know, like, and trust.” Your sales presentation is all
about building on these three things. Trust is critical. This step of building
credibility is all about trust.

To establish credibility and trust, use the short version your Five Point
Marketing Message. You will share that there are five things that set you
apart and how those things benefit the person, the prospect. Remember that
number one is reputation, which is trust. At this point, keep the five point
marketing message as close to 60 seconds as possible.
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Step 4. Perceived Problems
The purpose of this step is to:
* Identify the prospect’s needs
« Truly understand the person’s fears and desires
* Define the “perceived” problem

Every prospect has a “problem.” As my new friend Steve McKnight, the
number one real estate investing author in Australia, pounded on in the
workshops we did together in Australia: “What business is every business

owner in? The problem-solving business!”

What problem do you solve? There are plenty of people who offer the
product or service you do, so you've got to drill down to solve the problem
they have. Speaking of drill, no one want wants to buy a quarter inch drill
bit, they want a quarter inch hole. Their problem is they need a hole. They
only need a drill bit because they need a hole. If there was a different way to
get the quarter inch hole they need, they would not need a drill bit! Your job

as a sales professional is to uncover why they need a quarter inch hole!

Even if you're selling a private jet to someone who already owns three
Lear jets, you are still solving a problem. Obviously, the man’s problem is that
he does not feel he has enough jets! And maybe he doesn’t. You need to find

out why he wants or needs another jet.

This step is where the sale is truly made because through the power of
asking questions, you are going to uncover and identify the prospect’s true
needs. Many times prospects don’t understand their true needs. They know
they need a product or service or they want something. They may or may not
know what they are looking for and they may or may not know what will
best suit them. Also, you may be higher priced or different from what they
are looking for, so instead of just throwing your offer out there, you want to

beina position to ask questions.
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Being in that position gives you a huge advantage if you know how to
ask questions. You can now get feedback. In marketing, you've got to “tell” a
lot. You've got to anticipate the objections and try and overcome them in the
marketing message. Or, you've got to invite them into a sales situation so that
you can have a conversation. In a sales situation, you can now ask questions
instead of assuming what the needs and objections are.

This is done with a series of good questions. Remember that you are
interviewing the prospect to determine whether your product or service is
the right fit for them, and you are interviewing them to determine what their
true needs are so you can get them into the right product or service.

Let’s imagine for a second that you are selling lawn mowers. Instead of
just spouting off the features of all the lawnmowers (leaving the prospect
baffled and confused), you would ask a series of questions, like:

* Do you currently own a lawn mower?

* Are you planning on using it yourself, or will other family mem-
bers use it as well?

* How big is your yard?
o Are there lots of trees?

* Have you thought about what you want in a lawnmower?

Of course you would have many more questions than this, but you can
clearly see the difference between what I just did and what most so-called
sales people do.

The key here is to ask questions and then /isten. Have you ever wondered
why God gave you fwo ears and one mouth?

Step four is all about solving the issue they reveal and it is your point of
reference from now on. Follow what they say to you with:

* What I hear you saying is...

* So, it’s important to you that...
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* Do you mind telling me more about...?

* Is there anything else you would like me to know?

I have found that doing this well can even cause prospects to ask if they
can go ahead and buy! Why is that? Because no one else will /isten to them!
They are asking if they can buy from me and I haven’t even asked for the sale!
They don’t even know the price yet! You have to admit, that’s pretty doggone
phenomenal!

Step 5. Outline Solution

If you have done a good job identifying the emotional needs and desires,
you can now offer the right solution. But not too fast. You still don’t get to
spew your features. Sorry! Instead, what you are going to do in this stage
is feedback what they have told you in the interview and confirm that they
agree with the solution. Here are some rules to follow in this step:

Be a Consultant.

Approach the sales process as a consultant. You have shared your five
point marketing message and positioned yourself as the consultant. You
have generated clients rather than customers through experiential and refer-
ral marketing. What do consultants do? They ask questions to determine
where you are so they can give you recommendations on how to get where
you want to go.

A doctor asks about your symptoms so he can give a prescription. A
prescription without a diagnosis is malpractice! It is no different for the sales
consultant.

Focus on Benefits.

Be sure to focus on benefits rather than features. Features are what the
product or service is. Benefits are what the product or service does for them.
My good friend John Braun ran me through an exercise I never forgot, called
the “benefit of the benefit.” To drill down to the real benefit, you simply ask
that question after each benefi.
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For example, right now you are reading this book. What’s the benefit of
this book? It will help you improve your business. The benefit of that? You’ll
make more money, have less stress, and more free time. And the benefit of
that? You will become a happier person! The benefit of this book is a better
life! Isn’t that funny? So use that simple but effective exercise.

Overcome Objections.

Experience teaches us our prospect’s biggest objections. If you have not
discovered those in your business yet, you need to. For example, when I was
teaching in Australia, we presented a Zig Ziglar package that normally sells
really well in the states. The problem was that I usually present the product
with Tom Ziglar, who is Zig’s son and CEO of the company. Tom didn’t
make the trip because Zig became critically ill the day before we were sup-
posed to leave.

Tom asked if I was up to going alone, which I was honored to do. Unfor-
tunately Zig’s health condition worsened, and he passed away while I was in
Australia. Although I have sold many Ziglar products on my own, when Tom
is in the seminar room, he brings a great deal of validation to the product.

I did well with the sales but not as good as we predicted based on the
number of people in attendance. The seminar sponsor quickly picked up on
that and asked those in the audience who didn’t buy what their reasons were
for not buying. He uncovered that some people weren’t as familiar with Zig
Ziglar as we are in the states. They felt perhaps the package was U.S.-based.
Objection: will it work for me here in Australia? He uncovered that they felt
the price was a little high, and the one that surprised me the most was they
felt they didn’t have enough time to listen to all the CDs in the package.

Steve and I both knew this package had tremendous value to them and
that it was priced at a ridiculously low investment compared to what they
could get out of it. So on the plane from Perth to Adelaide, we re-worked the
sales presentation, and the next day we sold out in seconds. The only thing
we did differently was to bring up the potential objections in the presentation
and overcame them.

— 127 —



The 5 Secrets of a Phenomenal Business

For example, to overcome the objection that the product was U.S.-based,
we pointed out that Zig Ziglar had a worldwide impact on an estimated 250
billion people. We pointed out people in Australia who had been impacted
by his work. On the price objection, we simply asked the audience what the
outcome of having a proven goals system would be for them. They agreed by
having the system they would be able to make more money, have better rela-
tionships, less stress, more happiness, and live a more successful life. What
kind of price can you put on that?

Speaking of price, we stressed the 100 percent money back guarantee
and even put a specific dollar amount on it. Why? Because we both knew if
they used the product, they would reach more of their goals and make more
money. There was no question about that. We just needed to present the
opportunity in a different way that day. Someone with less intelligence and
experience than Steve would have assumed the audiences were not interested
in the package, resulting in low sales.

Use Your 5 Point UEP?2

As you are going through the solution, connect the solution to your
unique reputation, experience, education, systems, and guarantee. For exam-
ple, if they say, “Last time we used a service company in your industry we
got ripped off,” you can point back to your unique reputation and guarantee.

If you do bookkeeping and they tell you their sister-in-law is currently
handling the books and there is no issue with trust, but she doesn’t have a
clue what she’s doing, you point to your experience, education, and systems.

Get agreement.

Avoid overloading prospects with too much information. Closing the sale
too quickly can result in returns. Instead, pause from time to time and ask
them if they agree with the solution. You might ask, “Does that sound like
what you are looking for?” It is extremely important to do this to make sure
you find the right fit. You will overcome many objections by doing this as
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prospects help you make adjustments. You get the right product or service
for them based on their needs. You will also learn by doing this that there are
things that should be in your presentation that are not.

Use their language.

To best connect with your prospects, avoid technical language unless you
translate it into a benefit that appeals to them. In fact, use their words. If you
are selling boats and the prospect calls one boat the “big guy” and the other
one the “little guy,” use those words. If you need to reposition the “little guy”
or the “big guy,” you can do that by using the word and renaming it. Exam-
ple. Let’s say you want the “little guy” to appear more valuable, you might
say, “Did you know that the little guy has some huge benefits, such as...”

Use their pace.

One of the greatest things a salesperson can learn is the various commu-
nication styles humans have. Behavior assessment programs reveal that some
of us are generally outgoing or reserved and people- or task-oriented. One of
the simple but effective assessments is called DISC.

D = Dominant. This style is outgoing and task-oriented, so they
are in a hurry to get things done.

I = Influential. This style is outgoing and people-oriented, so they
like to talk.

S = Steady. This style is reserved and people-oriented, so they
want to know that you care.

C = Competent. This style is reserved and task-oriented, so they
want complete accuracy.

The D style is fast-paced, get-to-the-bottom-line, so you want to speed
up. The I style likes to chat it up, so have some fun and lighten up. The S
is very loyal, so they want to know that you will be there to support them.
Reassure them that you will support the product when they need you. The
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C style will have lots of questions, so you want to slow down and give them
lots of detail. The D and I style will probably decide fast, whereas the S and
C will go slower.

It’s a good idea to find out what behavior style you use during the sales
process so you can be aware of how you are coming across. If you are an I and
you are selling to a C or vice versa, you've got to be aware! Otherwise, you'll
blow the sale and not even know why.

[=

Discover Your DISC Communication Style Here
for FREE!

www.howardpartridge.com/DISC

Step 6. Share the Investment

Did you notice this section isn’t titled Quote the Price? Rather it is Share
the Investment. What's the difference between a price and an investment?
A price is something you've got to paaaay. An investment gets a return. The
best investments get huge returns! The more you invest, the bigger return
you get.

A fatal mistake that order takers make is not just quoting a price, but
quoting it before the first five vital steps have taken place. Can you now see
how the first five steps build the value of the unique experience you offer? You
want the value to be so high that when you quote the investment, it sounds
like a great value. Build the value of the return higher than the investment.
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This doesn’t mean that all prospects will automatically buy. They may be
hoping to get your phenomenal service experience for the same price other
people charge. They may be expecting to pay more, but are surprised how
much more it is. That’s okay as long as you have a good closing rate (the num-
ber of people who buy compared to those who don’t).

As the business owner and/or sales consultant, you need to know the
ROI of the benefits you provide. It is up to us to be able to communicate
that. It doesn’t mean that every prospect will accept it right now. They may
have to have some experiences before they come to terms with it. Here’s an
example. In-home service companies such as carpet cleaners, plumbers, air
conditioning companies, cable TV companies, and many others are sending
technicians into people’s homes.

What is the potential cost of someone with a criminal background com-
ing into your home? What is the potential cost of having someone who
damages your property and they don’t have adequate insurance? What does
it cost to fix the problems they create? And by the way, how much is your
time worth? If they do a lousy job and you have to spend all of your time try-
ing to correct the problems, you simply wasted your money and your time.
So the potential cost outweighs the investment.

Never share the investment until. ..

* You have built the value in excess of the investment
* They have agreed that is what they are looking for!
* Shared how your company is different from any other company

* You've shared exactly how you are going to solve their problem

To share the investment, simply say, “Mr./Ms. Prospect, your investment
today will be....” Once you have shared the investment, don’t say another
word! Have you ever heard that the first person who speaks after the price is
quoted is usually the one who buys? I have found it’s pretty much true!

You must understand that something amazing happens when you quote
the investment. They leave (in their mind). They go to the justification station
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in the mind. If you interrupt that process by continuing to talk, they get con-
fused or pressured and may shut down. Or they feel pressure to buy, which
turns into a return for you later on. They get what’s called buyer’s remorse.

Instead, zip it! After you quote the investment, just be quiet. It will take
some people longer than others to justify or reject your offer. That’s okay. Just
stay quiet. Silence is literally golden in this situation because it can make or
cost you real money. When they finally speak, they may say yes, or they may

give you an objection.

Step 7. Overcome Objections

In the best of situations, you will have already overcome all objections
during step five. If not, this is where you will need to apply this skill. Did you
notice the word I just used? Skill. To be a phenomenal business owner and
sales consultant, you need skill that requires training. Train yourself with
information, seminars, and coaching.

When you get an objection, ALWAYS ask a
guestion. ALWAYS!

If there was ever a time when questions were important in the sales pro-
cess, it is in this step. When you get an objection, always ask a question.
Always. What kind of question? Well, what if you simply repeated the objec-
tion in the form of a question?

For example, if the prospect says, “Wow, that’s expensive!” you say, “So
you feel it’s expensive?” They now have to respond. Remember the more zhey
tell, the more you sell. They might just say, “Yes, it’s expensive.” To which you
respond with, “Would you mind sharing what you mean by too expensive?”
Your goal is to get more information about their objection.

There are literally hundreds of closing techniques and questions you
could use, so I recommend you study Zig Ziglar’s Secrets of Closing the Sale
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CDs as well as anything else he produced on the subject. Again, you want to
develop your skill in this area.

Five Ways to Overcome Price Objections

If you have come all the way to this step, the only objection you should
have is “price.” Here are my five favorite ways to overcome price objections:

1. Review the value.

The reason you went through the Seven Step Sales System is so you
can go back to the agreement points in step five. If you assessed the market
correctly and you know that you offer more value for the investment, go
back and connect with that. Reconnect them with your five point message.
Confirm that they truly want to work with a company that has the unique

qualities your company has and that they truly want to get the benefits you
offer.

Perhaps they are convinced they can get “the same thing” somewhere
else. Obviously, you didn’t convince them of the uniqueness of your product
or service and the value, so you now must do that.

Get their permission to explore the other options with them. For exam-
ple, let’s say they are buying a service, and they have used your competitors
in the past. Ask them why they didn’t call that company to start with? Why
have they called you? Perhaps you will find out that the other company can’t
service them when they need to, or they’ve gone out of business, they can’t
remember their phone number, or whatever.

You can now ask a question like, “Why do you think that is?” In other
words, perhaps they can’t service you or they went out of business because
they didn’t charge enough. The question is, “Do you want to have a company
that you can rely on over and over again?”

If they are comparing you to another competitor that charges a lower
price, you want to ask questions that will cause them to wonder what the
other company is leaving out. What is their true reputation? What kind of
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experience do they really have? Are they really trained? Can they really and
truly deliver the experience you want? And do they stand behind their work?

If you are telling me they can do all of this for a cheaper price and there
is nothing different, you better get scheduled with them quickly before they
go out of business! I mean really, isn’t that just the plain truth? You know it
and I know it. You get what you pay for, and companies that charge too little
cannot deliver consistently for very long.

You must create contrast between you and them, and create doubt with-
out mentioning any competitor by name. And you must attract the kinds of
prospects in your marketing that you have a chance to close. Don’t try to sell
a KIA customer a Mercedes, and don’t try to sell a Mercedes client a KIA!

2. Offer payment options.

If you haven’t determined what their budget is (if they have one), you
want to do that now. Depending on your industry, you may want to put that
in the interview process in step four. If not, when you get a price objection,
ask, “What were you planning on investing in this project/product?” If they
don’t know, it means they don’t have a basis for judging the pricing. They
probably haven’t been shopping.

At this point, you have a couple of options. If you can get them to give
you a figure, try this option. Let’s say the investment is $500 and they didn’t
want to spend more than $350. You say, “How would it be if you could put
the three fifty down today and pay the rest later?” My experience has been
that if they really want your product or service (and that is the key: building
desire in the presentation), they will find a way to pay for it if they don’t feel
they can afford it today.

Of course you want to mention that you accept major credit cards.
Although I don’t like to help people get into debt, and I'm a big fan of Dave
Ramsey (Dave helps people get out of debt), I do allow people to use credit
cards to pay for my products and services (Dave doesn’t). If I was in Dave’s
business, I'm sure I would only allow debit cards like he does.
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If they want your product, work with them on the payment options by
first determining how much they can put down today. If you can cover your
hard costs on the first installment, you haven’t lost anything even if they
never pay you. If they don’t buy, you may have lost a client forever. So, my
goal is to close today. If you are convinced your product or service will really

help them, you should have a strong desire to close as well.

3. Referral Reward Program.

Another strategy is to show them how they can get their entire invest-
ment back by using your referral reward program. Simply ask, “Did you
know you can get all of your money back with our referral reward program?”
Share how the program works and how they get their money back. For exam-
ple: “Mrs. Prospect, we offer a 10 percent referral reward for any new client
you send us. That means that once you have sent just ten new clients, you will
have gotten all of your money back on this project.” I have found that some
people who truly can’t afford my product or service, will work extra hard at
getting referrals for me so they can get my service. Again, it’s about creating

desire for your product.

4. Down sell.

With this strategy, you will offer a lower priced product or change the
scope of the project. You settle for less money today, but you did not lower
your price! If you lower your price without attaching it to a condition, you
lose all credibility! In their mind, you could have offered the lower price to
start with. Keep in mind that people will ask for a lower price simply because
they know many salespeople will immediately drop the price. Don’t do it if

you want to maintain trust.

Let’s say you are selling fitness training. You have presented the value of
a package that includes X number of weeks in group training and a few one-
on-one sessions. You could take out some of the sessions. You are still selling

training at a profitable rate, just settling for a lower package today.
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5. Offer a free trial.

In the marketing chapter, I revealed the Free Trial Offer Program. Not
only is it a phenomenal marketing tool, it can also be a phenomenal closing
tool. Many times your prospects don’t know how to value your product or
service and they can’t imagine how good it is. Therefore, allow them to expe-
rience it for free if you can. If you can’t actually give them a sample, create
some sort of experience that allows them to see and feel exactly what it will

be like.

Also in the marketing chapter I talked about the “free ride” Lexus gives
its prospects. Chick-fil-A was the first to offer free samples in the mall. Now
everyone does it. If you have a cleaning company for example, offer to clean
an area free as a sample. If you have a high-value product or service, you may
want to borrow a tactic from the time-share industry. Have you ever been
on vacation and noticed a little booth or office that advertises a free resort
stay or a free jet-ski rental? In order to get the freebie, you have to listen to a
90-minute presentation. And guess what? It works! Of course you'll leave out
the high pressure that some of those outfits use.

Creating a Sense of Urgency

In the marketing chapter, I briefly covered that you need to create a sense
of urgency in your message. In marketing, you create a sense of urgency to
respond. In sales, you also need to create a sense of urgency to close.

The reason is that the level of desire can wane after the presentation is
over. The emotion dissipates. Remember that all sales are made on emotion.
Some prospects will not close right away, and understanding the behavior
styles and when to close or not will be part of your ongoing training. One
technique you can use in those cases is to go ahead and do the paperwork,
but put it on hold until a certain date.

It goes like this. “Mr. Prospect, I understand that you want to think
about it. At the same time, I know you've expressed interest in the special
offer, correct?” “What if we do this...let’s go ahead and do the paperwork,
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and we’ll put a hold on it for you so you will have time to think about it. If
you decide not to move forward, we’ll shred the paperwork. How does that

sound?”

I have seen this work many times. Your testing will show how many end
up cancelling and how many don’t. By the way, you then work on a suitable
date (not next month!) and you put a date on the paperwork and ask about
processing the payment tomorrow (or whenever it is) if you don’t hear from
the prospect. You want to avoid having to track down the person. Put the
follow-up responsibility on the prospect. Remember once more: if your prod-

uct or service benefits the person, there is no harm in working hard to help!

How to Double Your Probt with the Most
Probtable Sale Ever!

In any business there is one type of sale that brings the most profit.
There is one single sales activity that can make the most difference in the
profitability of your company. Not taking advantage of this all-important sales
opportunity will cost you thousands of dollars.

«

The most profitable sale ever made is called the “up-sell” or “add-on” sale.
Why is it the most profitable sale ever? Because you have already invested
the time, money, and energy acquiring and serving your client. Therefore,
anything that is added to the “ticket” is extremely profitable. This makes the

up-sell sale the most profitable sale you can make.

Why Most Small Business Owners DonOt
Up-Sell

Have you been guilty of not making the up-sell in the past? I have. Why
is that? Here are the reasons I have found that up-sells aren’t made (by the

owner and staff):
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1. Pushy salesperson

You don’t want to appear as the “used car salesman” stereotype. I will
share with you in just a moment that you are actually doing your customer
wrong by not offering the up-sell. I will prove it to you and you will agree,
so stay with me.

Our view of a salesperson has likely been skewed as we grew up. We have
been conditioned to believe that all salespeople are con artists. Maybe we
grew up seeing salespeople take the discretionary income from our families.

You must see yourself as a consultant who is looking out for your clients.

2. Fear

Somewhere along the way we have picked up the fear of rejection and
we don’t really know where it comes from. When we get confidence through
sales training, we have goals, we have a system that we follow, and we have
the desire to reach our goals and take the best care of our clients, we can have

the focus to move forward even in the midst of fear.

Do you remember the acronym for FEAR? False Evidence Appearing
Real. Your wonderful imagination is creating emotional images. They are
almost always false, but appear real because of the way our minds work.

Winners don’t lack fear, they proceed in the face of it.

3. Lack of training

Sales training gives you confidence. If you have staff, they must be trained

in sales and presenting the products and services properly.

4. No system

You should have scripts and procedures that are followed consistently.
When you develop the right system that consistently works, it is then up to

you to consistently implement it.
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5. Lack of goals

If you do not have clearly defined, compelling financial goals, you are
less likely to do all you can in this area. It’s a human fact. If your life goals
don’t require money, hopefully the cost to your client will motivate you to
make the sale. You may have employees who have not connected their finan-
cial position to their future and may have “stinkin’ thinkin™ about money.
If so, that will limit the possibilities. You need to help them expand their
money mindset.

6. Busy

We are all busy today, but let me ask you a question, “If you don’t make
the most profitable sale ever and spend your time on less profitable activities,
isn’t it costing you more time to not up-sell?” Ponder that for a moment.

Not making the up-sell is doing your customer
WRONG!

How is it possible that not up-selling is doing your customer an injustice?
Let me ask you another question, “If your client doesn’t use your extra ser-
vices, will it cost them anything?” If not, you shouldn’t be selling it. There is
obviously a gain from purchasing your product or service, so there must be
a cost if they don’t.

Also, if they don’t buy it from you and they learn about it from your
competitor, how do you feel about that? Are all of your competitors honest
and ethical? How do you feel about them taking care of your customer rather
than you?

Finally, do you have a phenomenal reputation? Do you have experience?
Are you educated in your field and do you educate your clients? Do you

— 139 —



The 5 Secrets of a Phenomenal Business

provide a phenomenal customer service experience? Do you stand behind
your product?

Then wouldn’t you agree that if they don’t get to take advantage of all
you have to offer, you are actually doing them wrong by not at least letting
them know about it? It is their decision, but you are the consultant. As advi-
sors, it is our job to share the opportunity with them.

How Much Money Are You Leaving on
the Table?

Think about how much you could potentially add to your business each
day in add-on sales if you or your people were trained and focused. Now
multiply that by five days a week. Now multiply that by 52 weeks per year.
Now multiply that by the number of sales or service representatives you have.
A mere $100 per day x 5 days per week is $26,000 per year. If I have ten
representatives, that’s $260,000 per year!

And speaking of staff, I recommend giving them an incentive on the
add-on sale. I know there may be some “purists” that disagree, and that’s
okay if you do. But wouldn’t it be nice to give them a “raise” without having
to pay more and more just for them to exist? Sooner or later, the business
isn’t sustainable because we continue to give raises without increasing profits.

How to Make Up-Sells Consistently

First, you must train yourself in sales. This is a worthy endeavor. Get
everything you can from the Zig Ziglar Corporation on sales training. Train
your staff. Zig always said, “Everyone in the company may not be in sales,
but anyone can cost the company a sale!”

And by the way, what if the receptionist asked a question like, “Did you
get the XYZ product? It’s really amazing!” The receptionist can then help
make a sale. That brings me to the next point.
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Ask Questions

Remember that selling isn’t telling. And telling isn’t selling. Determine
the additional items you have to offer. In the interview process, include some
questions that will reveal the prospect’s beliefs about that product or service.
Ask questions that bring up that conversation.

Here’s an example: The first business I started is a high-end cleaning firm
that cares for stone floors, Oriental rugs, and fine textiles. The most profitable
and most valuable up-sell is sealer for the stone and fabric protector for the
textiles. We built questions into the script such as, “Did you get protector the
last time you had this cleaned?” We don’t sell it at that moment, instead we
gather information (the more they tell, the more you sell).

Later on, during step five, we outline that the solution includes sealer
or fabric protector. Not having investment furnishings protected costs the
client big time down the road, yet many companies fail to even mention it.
The result is the customer’s property is at risk and the company doesn’t make
the profit it could. The owner doesn’t reach his or her life goals, which may
include passing on some of those profits to a good cause. Can you see how
this all fits together in a phenomenal business?

Once you have opened the conversation, ask for permission to share
more. Once you get that permission, you can go into a full interview on that
particular service or product. If demonstrations or a free trial is appropriate,
be sure to offer that.

A final note...don’t offer anything until you have established rapport with
the client and you have secured believability. You must establish yourself as a
trusted consultant and representative before attempting an extra sale. Many
times this is accomplished by WOWing the client with the primary service
or product first.

Speaking of service—next up is Phenomenal Operations Systems.
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Chapter 7

Phenomenal Operations Systems

Operations is everything you do to serve your clients. Phenomenal opera-
tions delivers a meaningful service experience that engages, educates, and
entertains your clients, making them feel special. A phenomenal operations
system is a group of working parts that duplicates results consistently (without
you having to be there).

Michael E. Gerber, author of the E-Myth books says, “Most business
owners are not entrepreneurs, they’re technicians.” If you are like most small
business owners, this may be the strongest area in your business, but you
might be surprised to find out that being strong in this area is creating your
biggest weakness. If you aren’t able to duplicate your technical skills, you
won't have a system, which means you’ll remain a slave to the business.

Chances are you went into business doing what you do because you had
skill in that industry. Maybe you worked for someone else, or maybe you
knew someone else who was successful in that business. The fatal assumption
as Michael Gerber calls it, is to assume that since you're the best pie baker,
the best teacher, the best trainer, the best plumber, or whatever it is that you
do, that you will be successful in business. Nothing could be farther from

the truth. But like the other four areas, this one is just as vital to the success
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of your business. The question is whether you’ll be successful turning your
technical expertise into a system.

The Most Phenomenal Service
Experience Ever2

If you want to know what the most phenomenal service experience ever
looks like, look no farther than the Ritz-Carlton Hotel Company and their
legendary service. One of my best friends, Luis Hernandez, and I go to
Puerto Rico together sometimes, and last year I took my mama with us since
it was her 75th birthday (yes, when you're from Alabama, it'’s “mama” not
“mom”). I wanted to do something special, so we stayed at the Ritz-Carlton
in San Juan.

The staff there literally jumps to attention when a guest is present. They
call you by name and make a big deal about you. My good friend Joseph
Michelli wrote a book about it called ! e New Gold Standard. In that book,
he unpacks the philosophy and the strategies. The Ritz-Carlton has been very
successful building a business by providing the most phenomenal service

experience ever.

As I write this section, I'm on a remote island on the Great Barrier Reef
off Australia. As I was planning the trip, I researched my travel book and
looked up the Website of the resort online. The Website was absolutely amaz-
ing and the island looked stunning. I booked the trip completely online and
any correspondence I had was by email. The confirmation email was one
of the best I've ever seen. I took a helicopter from the mainland over to the
island so I could see the reef from the air, and the view of the little island
among the dots of reef encased in emerald waters was breathtaking. As the
helicopter made its slow, rocking descend onto the helipad, I imagined I had
arrived at “Fantasy Island” (remember that TV show?).

Excitement swelled up in me as I walked up the little sand path to the
reception area. Within five minutes I knew the service experience wasn’t
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going to match the incredible island. The front desk clerk seemed bothered.
The more staff I met, they all seemed to have a chip on their shoulders. This
was a completely different experience from what I had in the rest of Austra-
lia. Almost everywhere I'd been, the people had been super nice. The flight
attendants actually smiled and stopped to chat a bit.

But not at this resort. In fact, they didn’t even make eye contact. If this
was a Ritz-Carlton property, they would have greeted me politely and asked
me how I was doing. Because of the incredible beauty of the island and the
unique location, they have the opportunity to create the most phenomenal

service experience ever. Someone is asleep at the wheel.

You see, there’s a difference between providing a functional service and
providing the most phenomenal service experience. As stated previously,
before I started my first business, I was a waiter. I worked in high-end res-
taurants where we performed tableside cooking. I wore a tuxedo to work,
and each dish that was prepared at the table was flamed as a finale. Back in
those days, you could smoke inside. When someone pulled out a cigarette, a
lighter was in front of them immediately. We “waited” just far enough away
to give them their personal space, but were close enough to anticipate their
needs before they occurred. Water or iced tea was topped off before they had
to ask for it. We hovered without being a bother. It was the most phenomenal

service experience ever.

In this chapter, I want to unpack what this can look like in your business,
regardless of what you do. If you're a doctor or dentist, when your patient
walks in, you want him or her to have the right experience. If you have a
gym, what kind of experience do your members have when they come in?
The same goes for a retail store, church, or any organization that wants to
make a unique impression.

If you are a service company like plumbing, office equipment repair, tele-
phone systems installation, cable TV, carpet cleaning, air conditioning, or
something of that nature, what are the steps of providing the most phenom-
enal service experience ever?
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If you are an independent professional such as an insurance agent, real-
tor, or sales professional, what are the things you can do to make your clients
feel special? We used to have a financial adviser who handled the 401k type
of stuff for one of my companies. This guy would come in, sit down, and
read the paper. When it was time to get up and speak to our team, he put a
chart up on the wall and began to speak what might as well have been Greek.
Needless to say, he is no longer with us.

The guy we have now goes out of his way to build a relationship with
each employee. Just before Thanksgiving, we received the biggest goodie bas-
ket I've ever seen in my life. It was HUGE! Of course it had some Starbucks
stuff in it for me (hint), and it had something for every employee. Master
stroke.

WIIFM

You may not feel that you are up to providing that level of service experi-
ence. You may feel it is beneath you. You may be thinking, How in the world
could I get my sta# to act that way? I'm here to tell you that not only can you
change your culture, I want to offer you some benefits of creating a phenom-
enal service system. Perhaps if we can tune into your favorite radio station,
WIIFM (What's In It For Me), you'll be more likely to put the work into
making this happen.

What's in this for you:

1. Your clients will be happier, which means you'll have fewer

headaches.

2. Your staff will be happier, which means they’ll stay longer and
work harder.

3. Your service experience will no longer require you to make every
client happy.

4. You’ll make more money.
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Remember the PLV (Potential Lifetime Value) of a client that we talked
about in Phenomenal Sales Systems? Before looking at the economic value of
a client, let’s talk about the fact that they deserve to be treated right. Custom-
ers deserve a positive, friendly experience at minimum. Customers deserve
to be valued for the simple fact that they are human beings who should be
highly regarded. That is the minimum standard. God’s phenomenal creation
standing in front of you!

John Maxwell says when you don’t value people, you de-value them. This
is the core issue surrounding customer service. How we value people has a
direct impact on how we treat them. You can say you value someone, but
your actions show the true value. The only reason you need to value your
customers is because they deserve it. They pay your bills for you. We should
all be grateful for our customers’ support. Without them we have nothing.

What You Need to Understand to Put
this Together

To create and deliver the most phenomenal service experience ever, you'll
need to first understand the emotional state of your niche prospect. When
your clients buy your product or service, what is their emotional state? Excite-
ment? Fear? Uncertainty? Pride?

For example, when I arrived on “Fantasy Island,” I was very excited
because visiting the Great Barrier Reef was on my bucket list. I would be
relaxing and writing my book. It would be a special time for me. But because
they never connected to that and never took the time to understand, I'll
never return.

Imagine you are a wedding consultant. What is the emotion of a soon-
to-be-bride? Excitement. But at the same time fear. Fear that someone or
something could ruin the most important day of her life. If you don’t con-
nect with that and focus just on the product, you are missing a humongous
opportunity. In a service business where you are invited into the most private
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areas of someone’s home, do you think there is some fear and uncertainty
in homeowners’ minds the first time they use your service? You bet there is.
And you must connect with it.

A good start to connecting with the emotional state is by following step
two in the sales presentation—having a statement that you understand what
they are feeling. Now of course if you have gone through the sales process
already, you have built some rapport and trust. But if someone walks into
your restaurant or your retail store, you must engage them properly.

Recently I walked into a restaurant and I was in a hurry. After a few
minutes of no one even showing up at the table, I knew that the rest of the
experience would most likely be slow as well, so I got up and left. Keep in
mind that this restaurant had been specifically recommended by the hotel. I
went straight there without shopping around. Can you see how you can do a
phenomenal job marketing and closing the sale, only to have everything fall
apart at the service level?

So engage your clients and make them feel like they are the most
important people in the world right now. And they are! Your life goals are
connected to this vehicle called your small business. If you don’t have ser-
vice, you have nothing.

Speaking of engagement, another big customer service mistake I see on a
regular basis is employees engaging with one another, while ignoring the cus-
tomer. Have you been to a grocery store and the cashier and the bagger are
chatting it up and the only thing they say to you is “5.95.” Drives me crazy!

I know they haven’t been trained, so it makes me want to go and grab the
manager. Of course the manager hasn’t been trained, so now I want to talk
to the owner. Well it’s corporate owned and you can’t really talk to anyone.
This is why small business owners can have more influence in the market-
place than any other man-made institution. We can make a difference in the
lives of others! Have you ever been on a flight and the flight attendants are
having a phenomenal time together, but when you ask for something, they
scowl. Make sure this doesn’t happen with your business. Thoroughly train
your staff on the mission.
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The MissionNProviding Your Unique
Service Experience

As discussed earlier, the first vital component of a system is the mission.
Your client has a problem and you have a solution. The solution is delivered
by providing a unique service experience they can’t get anywhere else. Have
your employees memorize that mission. Every conversation, every meeting,
and every coaching session is in context of your mission.

O e most important thing in any company is
its culture.O
DDr. John C. Maxwell

You see, when we accomplish the mission (or not), a culture is developed.
A culture is the result of the values we live by and how we act. The culture
is built through how we live out our values. You can change your culture by
living out different values.

Five Values that Create the Most Phenomenal
Service Experience Ever

Do you remember the five things I shared with you in the marketing
message earlier? Reputation, Experience, Education, Systems, and Guaran-
tee. What would happen if we thoroughly communicated and trained our
staff on how to live out those values? What if we talked a lot about what
affects our reputation (positively or negatively)? What if we helped our staff
gain more experiences they could pass on to the client and showed them how
it helps us accomplish our mission? What if we immersed ourselves in educa-
tion at every level? What if we had a step-by-step system at every level of the
company that was proven to result in clients feeling that they had the most
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phenomenal service experience ever? What if we actually did what we said

when it came to our guarantee?

What a wonderful world it would be! Can you see how training your staff
on the same five points you are offering your clients result in exceeding client
expectations? We can’t say one thing and do another.

How to Make Your Clients
Feel Special

Mary Kay Ash built an amazing company culture. She frequently said,
“Imagine every human being you meet has an invisible sign around their
neck that says make me feel special.” Zig Ziglar said, “You can have everything
in life you want, if you just help enough other people get what they want.”
What do your clients want? They want to feel special.

Start by using your client’s name. Famous leadership writer and lecturer
Dale Carnegie said, “The sweetest sounding music to a person’s ear is their
own name.” By the way, this also benefits you outside of serving your clients.
When you begin to recognize others by name, they will respond differently. I
travel a great deal and make it a habit to call anyone who serves me by name.
Whether it’s a flight attendant, front desk clerk, wait staff, or bell hop, I ask
them their name if they don’t have a name tag. I prefer calling people by
their last name if I am serving them, but if you have a casual atmosphere like

Southwest Airlines, you might call them by their first name.

I first started calling people by their names so I could get better at remem-
bering names. But I soon realized I got better service when I did that. Instead
of having a flight attendant scowl, many times they check with me personally
every time they pass by! One flight attendant moved me to first class after the
airplane doors were shut (which is illegal post-911). It is amazing to me that
such a small thing makes a difference, but it does. It just goes to show you

how much people are starving to be recognized. Your clients are no different.
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They crave attention. Give it to them and you’ll be the star. Recognize them

by name.

Also, anticipate their needs. Remember the high-end waiter example? The
water was filled before the customer asked for it. We knew someone would

pull out a cigarette, so the lighter was ready.

Work is theatre, and every business is a stage.

I' e Experience Economy book that I mentioned in Phenomenal Market-
ing Systems has a subtitle: Work is | eatre and Every Business is a Stage. A
Phenomenal Operations System is a theatre production designed to create the

right experience consistently.

I can’t tell you too much about the theatre firsthand because 'm not
allowed to go to a show with my wife any longer. That ended about ten years
ago because of one simple fact: I fall asleep. Yes, that can be a problem when
a lot of money has been spent on tickets and I'm snoring or drooling on some
lady’s mink! I get up early to write, think, and plan. I drink strong coffee in
the morning, and I'm full throttle all day. As soon as I sit down in the eve-
ning, I'm out. If we turn on the news or a great movie, it’s rare that I'll make

it through.

A few years ago, I was working on a joint-venture project with a multibil-
lion dollar company. We were meeting all the “big Whigs” in Las Vegas. My
contact called me and told me they were taking us to a show. “Oh...,” I said.
He responded, “Yes, how did you know we’re going to see “O” [a Cirque de
Soleil show], aren’t you excited?” “Ohhhhhh,” I said, thinking to myself, ! s
is going to be really bad. Here these high-level guys are taking us out for a big
dinner and a show, and I'm going to fall asleep! Not good!
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I made sure I had a pocketful of sunflower seeds (I use those to stay
awake when I drive). I drank a Venti Starbucks right before the show—Dbut
believe it or not, I can go right to sleep after drinking one of those things. I
told my friends on the team to make sure I sat as far away from the head guys
as possible. And I told my buddy next to me that he had my permission to do

whatever he had to do to keep me awake.

Fortunately, I found a new solution to my problem. I clapped as hard as
I could after every scene. So hard that my hands hurt after the show, but it
kept me awake. And the best part was, because of the excessive clapping they
all thought I loved the show. Of course that could become a problem if we

ever go to Las Vegas together again!

When you think of theatre, what is it? It’s entertainment. What does
entertainment do? It takes you on an emotional journey. My wife loves the
movie | e Sound of Music partly because it was the first movie she saw at a
theatre. What emotion do you want your experience to invoke? Excitement?

Concern? Passion?

Remember that customers always buy on emotion. Always. And when
you create a phenomenal service experience, you have built in the emotion
you want to help your client feel. Let me pause to remind you not to manipu-
late. You have a responsibility not to cross the line. Using undue pressure or
fear is out of line. Make sure that what you are offering and how you pres-
ent it and serve it is with the utmost integrity—and make sure it’s a win for

everyone involved.

Now think about this: the “show” is repeated night after night, invoking
the same emotion at the exact point in the production each and every time.
This is what needs to happen in your business. What does the set look like?
This is your store, your vehicles, your materials. Who are the characters?
What do they look like? How do they act? What do they wear (the costume)?
What is the script? Can you see how creating a system of production is much
like a theatre production? It’s a show. Treat it that way.
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Niche Appeal

Here’s a striking statement from ! ¢ Experience Economy book, “Too
many workers behave no differently on stage than they do in their private
lives.” One of my best friends, Jim Bardwell who worked with me as I grew
my first company, understands “creating the experience” like few I've ever
seen. In my early seminars, Jim often did presentations for me (sometimes
in costume!). He used to teach “in the service business, you've got to have
universal appeal.” In other words, whoever your audience is, your character

must appeal to them.

If your clients are conservative, you probably don’t want to look like a
biker. On the other hand, if you work at Harley-Davidson, that would be
an advantage. We live in such a “me” world today, that we don’t really think
about customer service. And if you think about it, our children really haven’t
learned how to serve. In a world of instant gratification, where we tap our

foot in front of the microwave, they don’t really know what service is.

Most likely, they have never had to serve (unless smart parents inten-
tionally had them do so, for which you have my deepest respect). Modern
conveniences have eliminated the need for each other in many cases. Many
can’t help their neighbor with finances because they are just as broke and in
debt. If the parent does go to the neighbor’s house to help fix a car or cut up
a fallen tree, where are the children? Usually playing a video game, talking
on the cell phone, or watching YouTube videos. We are creating a genera-
tion that doesn’t know what service is, so we must be very intentional about

teaching it to them.

Make sure your image, scripts, and procedures resonate with your niche
target market. Think of Ritz-Carlton again. Their guests are high-profile,
wealthy individuals. Can you afford body piercings, sloppy clothing or
speech? No. The experience must be created to engage and entertain your
target market. If you have a business where it’s all about speed and efficiency,

then focus on that. Do everything you can to make the entire experience
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that way. The point is that you must create the experience that will give your

perfect niche market what they want—and more.

Customer satisfaction is...worthless!

My friend Jeffrey Gitomer wrote one of the best customer service books
ever— Customer Satisfaction is Worthless. Customer Loyalty is Priceless. The

goal is to create loyalty.

In the book Raving Fans, legendary leadership expert Ken Blanchard and
co-author Sheldon Bowles featured a loyalty ladder that goes like this:

* Suspects—These are people who fit your defined target market,
information that you should know as you create your customer
service vision. They may or may not become customers. That

depends on your marketing system.

* Prospect—These are people who take some form of action. They
visit your Website or come into your store. They may or may not

become customers. That depends on your sales system.

 Shopper (or Customer)—These are people who buy something.
They may or may not return, and whether they move up the lad-
der (or not) depends of your operations system.

* Client—People become clients when they buy a second time.

» Member—Clients graduate to members once they feel they are

respected for their business and receive extra care and attention.

* Advocate—People become advocates when they are very satis-
fied with your products and services and tell others about your

business.

* Raving fans—Someone is a raving fan of your business when they
do the “selling” for you. The products and services exceed their

expectations and they encourage others to buy.
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Your Phenomenal Operations Systems along with your Phenomenal Cli-
ent-Based Marketing Systems are key to bringing them back to move them
up the loyalty ladder.

Creating Your Phenomenal
Operations System

In order to create the experience and the system, you need to think about
the steps that each customer goes through. Jan Carlzon described how he
turned around struggling SAS airlines by creating what he called “moments
of truth.” Every customer interaction is a moment of truth. ! e Experience
Economy book says every time the customer sees an employee, that’s a theatre
moment, so we have to break down the steps of customer interaction and
make sure we are creating the most phenomenal service experience system,
step by step.

My good friend and colleague Ellen Rohr has a great way to think about
this. Instead, of trying to think about each positive step you want to create
from your perspective, think about what could go wrong from the customer’s
perspective.

She used a restaurant as an example: Get in your car and drive down
the road. Now turn around and drive back to the restaurant. What could go
wrong as you approach the restaurant? The sign is hard to see. Or it’s not lit.
Now you approach the door. It’s not clean. You step inside and maybe the
hostess isn’t there. Can you see how imagining what could go wrong can give
you the steps to take?

Wow. Brilliant!

I recently promoted one of my team members to Operations Manager
of my service company. The main point I shared with him was prevention.
Imagine what can go wrong and be proactive to prevent any level of ser-
vice issue to happen in the first place. If it’s foggy out, that’s the trigger to
remind the guys to be careful driving. Be diligent in training and making

— 155 —



The 5 Secrets of a Phenomenal Business

sure inventory systems are being followed so we aren’t caught on a job with-
out what we need.

Back to Ellen’s restaurant example. Is there enough parking? Maybe
there’s trash in the parking lot. Whose job is that? Is that task in the daily pro-
cedures? Now we are walking up to the building. Is the front door smudged?
Is the hostess at her station? How is the decor? How is the dress code? How
do the scripts sound? Is the kitchen ready? This reminds me of “Kitchen
Nightmares.” What a phenomenal show for business owners to watch! Might
not make a bad staff meeting either.

Maybe the first impression for your business is your Website or brochure.
Maybe they call you on the phone. Do you have a procedure to make sure the
phone is answered? Do you have a script and a system where that person has
been empowered to deliver the most outstanding service experience?

Dressing for Phenomenal Success

I mentioned earlier that people make eleven important assumptions
about you when they first meet you—and that happens within the first 30
seconds (before you even open your mouth).

The assumptions are:

1. Trustworthiness
Economic Level
Educational Level

Social Position

Economic Heritage

2

3

4

5. Level of Sophistication
6

7. Social Heritage

8

Educational Heritage
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9. Success
10. Moral Character

11. Future Potential

Your Phenomenal Service Experience is going to be carried out by front-
line team members who will either score high or low on these eleven points,
so make sure you and your team are dressed and groomed well and that you
have step-by-step service systems in place so that you don’t have to reinvent
the wheel each day.
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Chapter 8

Phenomenal Administration Systems

Administration is tracking your numbers, the internal processes for run-
ning your office, and making sure you have adequate insurance and legal
protection. Phenomenal administration is having an abundance of data you
need to make the best decisions in your business when you need it. Phenom-
enal administration systems produce the data automatically and consistently.

Let’s go back to your journey. The one and only reason your business
exists is to be a vehicle to help you achieve your LIFE Goals. Your destina-
tion is living in freedom every day. Understanding that you are in exactly the
place you are supposed to be. You are doing what you are called to do.

If you're on a journey, don’t you need to know how you are tracking?
You need mile markers. The GPS on an airplane tracks the miles flown and
gives a chart that shows the route taken. Some commercial aircraft display
the flight path and progress on the personal entertainment system on the
back of the seats or on the overhead display screens. It shows passengers the
route, and along the way they can see how much time remains until landing,.
Regardless of the type of vehicle you have, you need an instrument panel. Do
we have enough fuel to get to our destination? What's our altitude? What’s
our attitude? How much longer do we have to reach our next goal? Can you
see that without stats, youre actually driving blind?
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The Guessing Gauge

When I graduated high school I was a long-haired rebellious teenager.
It was a miracle that I actually graduated. The moment the ceremony was
over, three of my friends and I jumped into my old car to drive to the beach
to party for the weekend. I bought this jalopy for $250 with my paycheck
from being a nighttime stocker at the grocery store. I had recently wrecked
my good car, so my mama and stepfather took it away. I decided to show
them that I didn’t need them, and bought this jalopy when I wasn’t even of
legal age.

This car was so bad that the missing muffler caused an awful white smoke
to billow up into the backseat of the car, which meant the windows had to
be open, even if it was raining. Otherwise we would die! It probably won’t
come as a surprise that the gasoline gauge didn’t work either. So I had to
guess whether I had enough gas or not. And in those days we didn’t fill up,
we scraped up change when we needed gas! But here we were driving down
one of those dark, lonely back roads of Alabama when we lost the “guessing
gauge” game.

Two of us ended up walking for miles until a headlight appeared in the
distance. As it got closer, we flagged down the car. The car was full of pas-
sengers, but they really wanted to help and suggested that we prop up the
trunk lid and sit in the trunk. Before you know it, we're on our way down the
road with our feet dangling out the back, watching the asphalt go by! They
dropped some folks off and took us to get gas.

Most small business owners don’t have enough data to make the right
decisions and don’t really know how to produce it. Most are using a “guess-
ing gauge” in their business, rather than operating by real stats. If you are
one of those who isn’t paying attention to your stats, my bet is that you’ll be
shocked to find that the numbers aren’t as good as you #hink they are. That’s
the bad news.
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About ten years ago, I was asking one of my coaching members about
his profit margin. “I don’t want to know,” he said. He went on to say that
as long as he had money in his business account, he was okay. “Don’t you
want to know how you are really doing?” I pressed. “No, because I might get
depressed!” he exclaimed.

The good news is that when you truly know how you are tracking on
your life and business journey, you can make the course corrections you need
to make. Having the right feedback is key to making a profit in your busi-
ness and working smarter rather than harder. Remember that the one and
only reason your business exists is to be a vehicle to help you achieve your
life goals! If you look at the Wheel of Life, there is a financial spoke on that
wheel. That spoke represents the amount of money you need to fulfill your
life goals.

Now as Zig used to say, “Money isn’t the most important thing in life,
but it 75 reasonably close to oxygen!” He goes on to say, “Sometimes you
really need it!” The fact is that your business must make a profit. If you want
to have a phenomenally successful business that is profitable, predictable, and
turnkey, you must address this area of your business. If you want to work less
and make more, you've got to look at the finances of the business.

The point is, if you don’t know what your stats are, you're driving blind!
I never wanted to know anything about the numbers. I just wanted to take
care of my clients. In fact, I didn’t want to be a businessman. Imagine that?
To me, a businessman was a boring, heartless person who only cared about
money. Me? I just wanted to provide phenomenal customer service and I

figured by doing that, my business would do well.

Do you realize that you can earn $2 million a year and spend $2.2 mil-
lion? It’s not hard! I hated the numbers. And for the longest time, I used what
I call “The Elvis Presley Accounting Method.” Have you heard of it? It goes
like this: Elvis would buy a stranger a Mercedes and spend money like there
was no tomorrow. As Priscilla and his step-father Vernon would get the bills

back at Graceland, they were upset with Elvis. “How are we going to pay all
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these bills?” they demanded. “Don’t worry about it, we can just get another
gig!” was his response. And he could. He could just call his agent Colonel

Tom Parker and do a million dollar deal on a tablecloth.

I lived that way for a long time. I know how to market. I know how to
bring in the money. I once bought an entire fleet of trucks at one time. In
those days, the banks and would give people all the credit they wanted if they
had cash flow. I got into big-time debt. Eventually it became about paying all
of the obligations. And that my friend, is 7ot very phenomenal!

So I decided to understand the financials. I studied my financials until
I just about went snow blind! I got a handle on my numbers. And that was
good. But to get it systematized, I knew I needed a team. I realized that han-
dling the administrative part of the business was not my gift. Yes, I still read
my reports on a regular basis (just like you keep an eye on your instrument

panel if you are flying an airplane), but you don’t have to do it all yourself.

I hired financial consultants and built a system for that part of my busi-
ness. | put a team in charge and put the accountability pieces in place so I
know if anything is out of the ordinary. The people I have in that department
love working with the numbers. I don’t understand how that can be, but I am

grateful for them because now our businesses are super profitable.

A business without a prd is just
a hobby!

You may be like I was. You may love doing what you do. You may love
serving your customers. You can be the best technical person in the world and
be broke. You can be the best customer service person in the world and be
broke. So if youre gonna go broke, why not enjoy it? Sit on your back porch
and have a glass of tea. Go to the beach. Instead of working 24/7 going broke,
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have some fun! Has it occurred to you that those customers who don’t want to

pay your price aren’t going to care that you can’t retire?

Healthy Probts Cure All Other
Business Evils

What are business evils? Taxes. Unpaid invoices that you have to write
off. Employee pilferage. Damaged equipment or lost resources. Your former
accountant didn’t file your franchise tax properly and it cost you thirty-five
grand. Sales didn’t come in like you expected.

You've got to have healthy profits to overcome these things. You can no
longer just squeak by. The recent recession caught a lot of business owners
in a precarious position. They had not positioned themselves well and were

getting by on thin margins to start with.

Healthy Profits Can Make a Worldwide Difference

When you have healthy profits, and no “evils” come along, guess what?
You have extra money to do all sorts of wonderful things! Of course you can
use it for your business to pay off equipment, to take your business to the
next level, or you could bless your staff with bonuses. You can give money
to your favorite charity or to someone who is struggling. I believe this is one
of the biggest blessings of being a phenomenally successful business owner. I
paid the rent on a church in Costa Rica for many years. I have been able to
faithfully give to my church.

Not too long ago a friend’s wife was deported to Columbia. She was 17
years of age when her parents brought her to the United States; they never got
her paperwork properly completed. She is now 30 with two wonderful kids.
What was she to do? She has no one in Columbia. It cost somewhere in the
neighborhood of $25,000 to get her back legally. They didn’t have that kind

of money. But guess what? [ and others were able to give thousands of dollars
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to bring her back. You cannot imagine the joy I felt to witness the reunion

with her two children after being separated for eight months!

What difference can you make in the world with healthy profits? Maybe
go on a mission trip. Support someone who is going. The need is endless in
this world.

Tracking Your Numbers—as Easy as 1-2-3!

There’s an old saying “Anything measured improves.” It’s funny how the
human mind works. When you have actual data in front of you, and you
have a written goal, it’s interesting to see how just that process alone can

improve the numbers.

Tracking and posting your numbers causes you to work hard on the
strategies and systems to produce the result.

Here are the most important things to track: total sales, up-sells, sales by

category, sales by source. Let’s look at each.

Total Sales

Have you set your sales goal? If not, your tracking won’t mean as much to
you. And by the way, when you track your sales numbers, post them someplace
you and your staff can see them every day. Even if you are a solo operator, post

your sales goal and tracking where you see it several times a day.

Our subconscious minds are designed to go to work on problems even
when we aren’t thinking about them consciously. When you plant your sales
goal in your mind several times a day, it gets burned into your subconscious.
Humans do what humans see. Whatever controls your subconscious mind is
going to turn into action (even when you aren’t consciously thinking about
it). This explains why setting a goal, writing it down and focusing on it every
day works. You are working toward that goal without realizing it. This is
a strange truth, but it does work, so be sure to post all of your goals and

visions, not just your sales goal.
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If you have daily transactions in your business, you want to track and
post your sales daily. In high volume cases, you may even want to track sales
by the hour. My oldest brother owns a McDonald’s in Magee, Mississippi,
and it is important for them to have an hourly pulse on the business because
the labor decisions they make on an hourly basis determine whether they are
profitable or not.

In my service company, we post our sales every day on a whiteboard so
that our staff can see how we are doing. Each month we have a sales goal
(which comes from our annual goal) and we post the daily sales and adjust
our daily target based on the incoming data. This keeps the team focused
on exactly what their goals are each day. Imagine you are on a long journey
and you have determined that you need to travel a certain number of miles

every day.

If you have a business that doesn’t have daily transactions, then break
it down in the smallest bites you can. For example, if you are in construc-
tion for example, it’s project driven, so you want to track how many projects

you've done in a certain amount of time and what your average projects are.

If your business is driven by membership or monthly continuity (like fit-
ness training, business coaching, etc.), then you want to track the number of

new memberships, retention, attrition, etc. It’s all about the monthly billing.

If your business is driven by events, you want to track each event. For
example if you are a professional speaker, what is your average fee, how much

product did you sell at each event, etc.

The idea here is that before we can set our sales goal, we've got to track
g g

how we are doing.

Up-sells

As I shared in Phenomenal Sales Systems, the most profitable sale ever
made is the up-sell, and this is definitely something you want to track.
Again, track them as often as they happen and post them where everyone

can see them.
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Sales by Category

Every business should have multiple products or services (also called
profit centers) so that you have more to offer the customer. This makes the
up-sell possible and it gives you ways to grow. You need to know how much

you are selling of each product and/or service.

For example, I have a member who is a tennis trainer in Australia. Most
of her income is from tennis instruction for groups, but she has discovered
she can make a lot of money selling tennis racquets, return nets, and even
online training. And this is important because weather is a factor in her busi-

ness since her group instruction is done outside.

Create a system where you can track each profit center individually. This
can easily be done with industry-specific software, Infusionsoft or even on
QuickBooks. When you look at these reports, you'll see the categories that
are strong and those that aren’t. Our natural inclination is to focus on the
areas where there isn’t much activity, but let me caution you that there may

be a reason for that.

My friend Steve McKnight, who is Australia’s number one real estate
investment author, says, “Make sure there are hungry fish before spending
too much time fishing.” Instead, maximize your primary service and focus
on the growing trends first. Then you can diversify into other areas. As you
track those numbers, you can then begin to think about the various ways to

sell more in each of your categories.

Sales by Source

Sales by source is tracking where your clients, patients, or members are
coming from. Have they used your service before? Were they referred? Did
they come from an advertising source? If so, which one and how much did

it cost?

This is a very important area that is often overlooked. Even when it is

tracked, it is usually done incorrectly.
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The first step is to determine how much repeat business you have coming
in each month. If your business thrives on repeat business, I hope you aren’t
making the “biggest marketing mistake of all,” which is not marketing to
past and existing clients. And if you are, I hope tracking these numbers will
convince you that you need to take care of that.

This mistake warrants repeating...

I have often been coaching small business owners and they say, “I sent
a mailer to my client base and didn’t get a thing!” “Nothing?” I respond.
“Nothing,” they reply. “So you're telling me that you did not have one repeat
customer the entire month?” I press. “Of course I did!” they retort. My next
question is very soft and gentle, “Did you know that your clients are so busy
that they may not have even remembered getting your mailer, but the very
fact that you mailed something to them reminded them to call you?”

Sure you want to have a strong mailer with strong copy, but the fact is
that people are busy and their minds are crowded with so much informa-
tion, that when they get your mailer, they may not even read it. That does
not mean that it didn’t work. Because when they saw it, they planted in their
minds, / need to call them. And one day for no apparent reason as they are
driving down the road, it surfaced in their minds once again. And they took
action. No, they didn’t remember the offer. They may not have even remem-
bered consciously getting the mailer.

But they called!

So how will you know if your client-based marketing is working?
By tracking over a period of time. Client-based marketing should not be
tracked the same way as advertising for new customers. Paid advertising for
new customers is kind of like day trading. In day trading, you buy stocks
that you want to give you an instant return. It’s risky. Sometimes you win,
sometimes you lose.

Client-based marketing is like a savings plan. You continue to invest a
little bit every month and the value continues to grow. Over a long period of
time it gets huge. I mentioned in Phenomenal Marketing Systems that the
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first time [ realized this in my own business and increased my mailers from
4 to 12 per year, we saw a trackable increase of over $200,000. My cost was
around $21,000. That was in 1999. Today that same business does almost
$3 million per year and our repeat business is 65 percent of the total sales.
Translation? Almost $2 million a year in repeat business! Can I afford to
invest in marketing to past clients? I can’t afford 7ot to!

So, put a process in place to track a// repeat business, not just the offer.
Not just the campaign.

Step 2 is to track your referrals. How much business is coming in from
referral sources? Who is referring you? How much did you do in referrals
from your clients?

And finally, Step 3 is to track new direct business from paid advertising
sources. For all paid advertising, you want to track the ROI dollar for dollar.
For example, if you invest $1,000 and get $4,000 in new business from that
source, you have a 4-to-1 return. When you understand your COGS (Cost of
Goods Sold, explanation follows) and you begin to understand your “client
acquisition” cost, you can make better decisions in your business.

Are you overwhelmed yet? Relax. Remember that once you learn this
stuff, it will be an easy process. You will have phenomenal software that will
spit this stuff out for you. In fact, as I was writing this section, I just popped
over to my software to see how one of my campaigns was doing. I simply
clicked on Orders for the date range and received instant feedback. When
you are driving your car, how long does it take to see how much gas you have?
Not long. Just a glance. That’s because there is a system in place to report
that to you.

And please answer this question for me: if you knew you could reach
your ultimate life goals (your ultimate life goals), would it be worth figuring
this out? If not, you won’t do it.

Average Order

Whether you sell a product or a service, what is the average amount of
each transaction? We have a coaching member in the remodeling business. If
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her income is $500,000 per year and she does 100 projects per year, her aver-
age order (project) is $5,000. What if she raised or lowered her prices? (See

the following pricing section.)

Sales Closing Rates

Another valuable stat is tracking leads and prospect activity. Whether
you have a traditional process where a prospect calls your company and you
set up a sales presentation, or you have an online business where you are gen-
erating leads, you want to track this activity.

Perhaps you have prospects come to your store; you want to know how
many customers came in and how many purchased. If you have a medi-
cal practice, how many clients came in and what did they buy? One of our
coaching members is an optometrist. He gives the prescription for eye glasses
or contacts, but that does not mean the patient will buy from his practice.
It takes a specific strategy to make that happen consistently. With tracking,
we know how many did and how many didn’t. We can then begin to think

about strategies to close more of those sales.

Now, let’s go back to the remodeling company again. Let’s say she does
200 proposals per year. If she did 100 projects, what was her closing rate?
Fifty percent. If she increases the closing rate to 60 percent, the result would

be 200 proposals x .60 = 120 projects x $5,000 = $600,000. That’s $100,000
in additional revenue just by increasing the closing rate a little bit!

Average Production Rate

How much are you making per hour? How many man hours does it take
to finish the project? How many products are you delivering per hour? If you
can decrease the number of hours and keep the same revenue, you are mak-

ing more per hour.
Returns or Re-Services

Returns and re-services are not only a financial cost, but also a branding

cost. This is something that needs to be closely monitored. It’s hard not to
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get emotional about refunds or returns. Instead, put your thinking cap on
and find out how to solve the problem. Are you attracting the right type of
client? Is it a service issue, or is it the way the product is being presented? If
clients aren’t doing their part, try to figure out how you can help them get
more value.

Recently I got curious about my family tree and did the free trial on
Ancestry.com. I found out some interesting things, but wasn’t keen on keep-
ing the subscription. That doesn’t mean I don’t think it’s a valuable program.
It just doesn’t seem to be for me. Perhaps there are other services they could
provide me with that I would want to subscribe to. But my guess is that
the folks over at Anscestry.com aren’t fretting over losing me as a customer.
They have estimated how many people will stay with them and for how
long. And they are tracking those stats to ensure they hit them.

Don’t let your emotion drive your business decisions. For example, don’t
dump your guarantee because you have one or two people take advantage of
it. Instead, how many people are you closing because you save the guarantee?
How much more can you charge because you have the guarantee? How many
more referrals are you getting because you have the guarantee?

Your Income Statement

Your Profit and Loss Statement (also known as your income statement)
tells whether you made money or not. There are only five numbers on any
income statement whether it’s the smallest business in the world or one of
Warren Buffet’s companies.

My goal for you is for you to be able to plan your future income statement
on the back of a business card. Once you understand these five numbers, you
can create the picture simply and easily as you will see in just a moment, but
you must understand each of the five numbers first.

1. Income- All the revenue or sales you make less refunds.

2. COGS- Cost of Goods Sold, also known as Variable Expenses

are expenses that vary with the amount of income. This would
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typically include labor and materials. I find that many small
business owners are missing this vital stat. The goal here is to

determine the running percentage of your COGS.

3. Gross Prot - Gross profit is the amount left over after sub-
tracting the COGS from the total income. Also called the
contribution margin as it is the amount that “contributes” to the

overhead and profit.

4. Fixed Expensélso called overhead) - These are your expenses
that don’t change drastically with swings in revenue. Sure your
advertising might change some, and you may have some things
in fixed expense that vary depending on where your accountant
has things listed on your Chart of Accounts, but basically it stays

the same whether you do one dollar or a million in revenue.

5. Net Pro t/Loss - This is the amount of money left over after
all expenses. This is the amount that helps fund your life goals.
Of course the amount listed here may or may not be the actual
amount depending on depreciation, interest, and the way that
accounting is done. However, when you create what I call a
12-month “cash flow budget,” you can predict how much tax-
able income you will likely have once you know your first four

numbers.

No matter how many line items you have on your income statement,

they are grouped in five categories:
Income
- COGS (Cost of Goods Sold or Variable Expense)
=Gross Profit (or Contribution Margin)
- Fixed Expense (or Overhead)
=Net Profit/Loss
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Creating Your Phenomenal
Financial Future

The thing I love about being a business owner is that I can decide in
advance how much money I want to make personally, and based on cost,
figure out how much income my business needs to bring in for me to make
that amount of money. Of course this all is “Lord willing.” And I can do it
with these simple five numbers. Let’s take a look.

Start with the amount of cash you want to get from your business
(remember you have to share a bunch of that with our greedy, inept govern-
ment so they can borrow a bunch more money from China! UGH!).

So let’s say you want to make $100,000. Now, we must figure out how
much our fixed expense is. Let’s say it is $50,000 for the year. That means our
gross profit needs to be $150,000.

Here’s the tricky part. We need to figure out what our COGS percent is
to create our sales goal (total income). The way you do that is to track your
labor and materials for as many periods as you can. Let’s say that your COGS
is 40 percent.

That means your gross profit will be 60 percent of the total income.

Now I can simply take my gross profit and divide it by .60, and that gives
me my sales goal.

Here’s the example:
$100,000 Net

$ 50,000 Fixed Expense
$150,000 Gross Profit

When I multiply the gross profit by .60, I get $250,000, which means I
have to produce $250,000 in total income to make $100,000 net.

Here’s the full picture:
$250,000 Income
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- $100,000 COGS (40%)
~$150,000 GP (60%)
- $ 50,000 Fixed Expense
=$100,000 Net Profit

So now I know that I must figure out how to earn $250,000 in sales.
That might mean I have to invest more in marketing or increase my over-
head, which means I’ll have to do more than $250,000. The idea here is to
work backward. First figure out how much you need to make from that busi-
ness. Then figure out the marketing strategies to bring that amount in and

adjust the numbers as you plan those strategies.

Of course it never works out perfectly the first time, but anything mea-
sured improves; and as you get to know your stats and trends, you can plan
your financial future much better. Zig Ziglar said, “Anything worth doing is

worth doing poorly, until you learn how to do it well.”

U e phenomenal news is this: when you get this working, you can continue
to increase your bottom line number! As you get good at building a busi-
ness—growing sales and building a team—you can make as much money as

you want! You just have to build the vehicle that will take you there.

Creating a 12-Month Budget

The previous was a simple sketch of the process. Now you want to create
a 12-month budget. Forecast your income and expenses line by line for each
month for the next 12 months. If you have QuickBooks, it’s great to do it

there because you can run a “Budget vs. Actual” report.

Caution: due to interest, depreciation, accounts receivable, the account-
ing method you use, and other factors, this will not translate into actual cash,
so consider creating a 12-month cash $ow budget. In this case, you will list

the actual amounts you expect to come in and out during those times.
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An income example is this. When we book a coaching client that will pay
us over 24 months, we book in the entire amount as a sale in our CRM soft-
ware, as the client has committed to the full amount. But we will budget the
next 12 months’ income for what we actually receive. An expense example
is an equipment payment. If you have financed equipment, the interest and
depreciation will show up on your income statement, but it will not match
the actual payment. The tricky part of all of this is that you could be showing
a profit and not have good cash flow. You can have great cash flow, but not be

profitable. Eventually the cash flow runs out.

Accounts Payable

Be sure to always have a pulse on your monthly bills and be able to report
your accounts payable at any point. You could be showing a lot of cash, but

your outgoing bills can wipe it out quickly.

Accounts Receivable

This is who owes you. Another big mistake is not having a process in
place to bill your clients and to follow up on a regular basis to make sure you
get paid. In fact, don’t bill people unless you absolutely have to. Ask for a
credit application and/or take a company credit card that you will bill if you
don’t receive payment within 30 days. If you are servicing residential clients,
it’s insane to bill them unless they are ultra-wealthy and truly pay their bills

with a check from the office.

A couple of years ago, I was conducting an on-site consultation for a
contractor. He had about $400,000 in receivables in a business that was only
doing about $800,000! I couldn’t believe it. Upon investigating, I found that
he wasn’t sending the initial invoice until 90 days after the project. No won-
der he had collection problems! He would get busy and didn’t have a system

to delegate this task to someone else.
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At one of my conferences, I met with a couple on a break who had come
to many of my meetings. | had become friendly with them, and they often
opened up to me. The wife began to share how she was considering divorce
because their business was struggling, and she felt it was his fault. She had
always been responsible with her money and to go down with this ship was

unacceptable to her.

While consulting with them, I found that their biggest problem was not
sales, but cash flow. They weren’t collecting their money soon enough. The
bottleneck was due to the project manager not completing and filing the
final paperwork at the end of the project (the husband was in charge of that

department).

[ asked them this question, “If you were collecting all of your money on
time, would you have any financial issues in the company?” “No, we would
be just fine,” they both agreed. So I set up a simple system that made it easier
for them to complete and submit the file to the client. And the best part was
the husband had to physically take each and every completed file to the wife’s
office (she did the books), and she had to give him a kiss every time! No file,
no kiss. It was a cute and fun little solution—and it worked. At this writing,

they are smiling and still happily married.

Isn’t it funny how one single thing can affect the entire business and even
our lives? Especially when it has to do with money. Most divorces are trig-
gered by money issues. The root cause is selfishness and irresponsibility, but

the subject that gets the emotions going is usually financial.

Balance Sheet

Your balance sheet shows what you “own” and what you “owe.” It tells
the story of where you are and where you've been. It also reveals what
your vehicle is actually worth. Your net worth is very important and it is
increased by your pro" t. Although this is not something you’ll stress over

weekly or monthly, you do need to become familiar with it and follow it
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over time to make sure it is accurate and that you are increasing the net
worth of the business.

The Only Three Ways to Increase Probts

1. Lower Overhead

If you have a large business with lots of fat, this may be an option for
you. At one of my recent workshops, I was having lunch with the attendees.
One was a guy who does business turnarounds. As he pulled into the park-
ing lot of this $10 million company, it was filled with brand-new company
vehicles. He knew immediately one of the reasons the company wasn’t mak-
ing a profit. Of course overspending is a symptom of a deeper root issue.

I like having new equipment, but not at the expense of going broke. If
you are emotionally tied to stuff or people who aren’t helping you become
profitable, you need to get serious about what happens to all of those people
and all that stuff if you keep losing money.

If you are a smaller business, you may actually need to increase your
expenses. One of the things I routinely see in small business surveys, is that
small business owners don’t invest in enough marketing.

2. Lower Variable Costs

If you have production staff, materials, or product cost, this is the next
area you can take a look at. Are you watching these areas? Are you being as
efficient as you can be? If not, you may want to add Phenomenal Leadership
Systems (next chapter) to your list.

3. Increase Sales

This is my favorite way to increase profits. I opened the chapter on Phe-
nomenal Marketing Systems with the only three ways to increase sales: 1)
increase sales from existing clients (by up-selling and marketing to your cli-
ent base), 2) increase the number of clients you get, and 3) increase price.

— 176 —



Phenomenal Administration Systems

This is a perfect time to talk about your price. If I didn’t convince you

that you could do it through marketing, perhaps I can convince you here.

How to Price Your Service for
Maximum Probt!

Once you have your reporting sorted out, you can then begin to see what
happens if you raise or lower your price. Remember that your goal is to make
a maximum amount of profit, so you can have enough time left over for fam-
ily, friends, and faith. You want freedom, and being profitable gives you the

freedom to have options.

You may feel that your pricing is set by the market or by your custom-
ers. You may feel that it is set by what your competitors do. When you
understand how to differentiate your business from others, and you finally
understand that all of business is about relationships, and you begin to prac-
tice the proven principles of positioning yourself as the most desirable choice

in your space, you can command higher prices.

The biggest consideration in pricing your services is your cost of doing
business. Everything else is secondary. If you don’t charge enough, you don’t
make the amount of profit you need to reach your life goals. Can you see how
everything points back to that? The bottom line of your business funds your
purpose in life. That’s why your business exists. So to price your service for
maximum profit, you've got to understand your cost. Here’s a simple formula

to figure this out:

Step 1:Determine Your Average Order (see previous). Let’s say
it’s $250.

Step 2Determine How Many Orders. Let’ssay inaone-year period
you had 1,000 orders (or jobs, patient visits, coaching sessions, etc.)
1,000 orders at $250 = $250,000 for the year
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Step 3:Determine Your COGS (Variable Expense) Percent-
age. Let’s say it’s 40 percent. $250 x .40 = $100 Gross Profit on
each order

Step 4:Determine Your Fixed Expense (Overhead). Let’s say it’s
$50,000

So, here’s your picture again:
$250,000 Income

- $100,000 COGS (40%)

=$150,000 GP (60%)

- $ 50,000 Fixed Expense

=$100,000 Net Profit

Now simply do these two exercises with Price and Volume. Price is your
average order. Volume is the number of units.

Scenario One

Raise Price, Volume Stays the Same. Let’s say you raise your price 10
percent and don’t lose any sales volume.

$250 x .10 = $275 per order x 1,000 orders = $275,000 for the year.
Now, here’s your picture:

$275,000 Income
- $100,000 COGS (36%) (Amount stayed the same, but percentage went

down!)
=$175,000 Gross Profit (64%) (Amount and percentage went up!)
- $ 50,000 Fixed Expense
=$125,000 Net Profit (The increase went straight to pro" #)

Is it possible not to lose any customers when you raise your price? You bet
it is. In fact, you may gain more clients! I've seen cases where the price was so
low that prospects didn’t believe the value was there.
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Scenario Two

Raise Price and Lose Sales Volume. How much sales volume could you
lose? Let’s say you raise your price 10 percent, but you lose 10 percent of your
sales volume.

$275 x 900 orders = $247,500

$247,500 Income (Income down only $2,500 but we are doing 10 per-
cent less work!)

- $90.000 COGS (36.3%)

=$157,500 GP (63.7%)

- $ 50,000 Fixed Expense

=$107,500 Net Profit

You made $7,500 more by working less!

You can do these calculations many different ways to see how much sales
volume you would have to lose for it to affect profit.

Special note: Don’t get boxed into thinking you have to raise prices across
the board. There may be certain products or services you need to lower your
price on. You could raise your price only on certain items. For example, I
had a client whose business was high-quality cleaning of expensive Oriental
rugs, stone floors, and high-end carpets. One of the most time consuming
parts of cleaning fine carpets in someone’s home was cleaning the stairs. One
year the only thing he raised his price on was stairs. The result—he made a
lot more money!

Operations Tracking

Tracking is not exclusive to the financial side of the business. Marketing,
sales, and expenses obviously have a direct impact on the numbers that can
clearly be seen, but marketing and sales are supported and validated by ser-
vice, which impacts the numbers in repeat and referral business.
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The desired outcome of your Phenomenal Operations System is to exceed
your clients” expectations—to wow them, to make them feel special. So how
do you track that? Feedback from clients is the best way. Do you have a way
of seeing what they see?

There may be many production stats to measure in your business (like
production rates per hour as mentioned before), but here’s a quick list of
things to track that will help you in your small business if you aren’t already
doing them.

Client Feedback Surveys

As discussed in the Phenomenal Operations Systems chapter, 90 percent
of unsatisfied customers will never let you know because they don’t want
to create a conflict. They have been trained that few business owners care
enough or really know how to handle a complaint; it is easier for them to
just go somewhere else.

Having a way for them to give you feedback anonymously is vital. A
simple way to accomplish this is a survey. It can be online or offline and that
depends on what they are buying and how it is delivered. In my service com-
pany, we include a simple 60 second survey in our Thank You Letter Package
that they can mail, fax, or submit online. They do not have to include their

name, so they can avoid the fear of retaliation.

We offer them the opportunity to insert their name and a testimonial.
We also ask for a signature for permission to use the testimonial. Fortunately,
most of the feedback forms we get are positive, but every now and then there
is some kind of communication break down and there is something they
are disappointed with—we respond immediately. In our seminars and con-
ferences, we often hand out feedback forms. These forms help us see what

resonates with the audience and what doesn’t.

If you aren’t getting enough feedback, give a gift for feedback. This is
valuable information, so give them something for it. Many retail establish-
ments and restaurants have a Website link on their receipt, but if there isn’t

— 180 —



Phenomenal Administration Systems

something compelling to make me take time out of my busy schedule to do
it, I won’t. It might be better to have a way of doing it on check out.

On-Time Tracking

How often are your staff members on time to work? How often do you
deliver your product or service on time? If you aren’t on time, you've already
blown the most phenomenal service experience. Having automatic reporting
on these items can alert you to issues before they become epidemic.

Did you notice this section is titled “On-Time” Tracking not “Late”
Tracking? The reason is that you want to recognize the good that people are
doing; individual recognition is the most powerful motivator for humans.

Imagine a clean, white piece of paper with a black dot in the middle of
the page. What do you see? A black dot! What does your employee see? All
the white space on the page that represents what they did right. The black dot
represents what they did wrong. Okay, okay, I know there is probably more
than one black dot on the page, but when you become a phenomenal leader
and you install a Phenomenal Leadership System, you will understand how
to positively influence your team.

“l Caught You” Cards

These are cards on which team members or clients can recognize a team
member for something specific. A fun thing to do in your team meetings
is to read these and recognize those who are “written up” in a good way. I
have noticed these cards at hotels as well. Track the number of positive com-
ment cards received on specific employees and reward them for it. Behavior
rewarded is behavior repeated.

Tracking Leadership Results

John Maxwell says, “Everything rises and falls on leadership.” Everything
that you have tracked so far is a result of leadership in one way or another.
John also says, “The toughest person to lead is yourself,” so even the results
you are personally responsible for rise and fall on leadership.
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Phenomenal Leadership Systems

Leadership is etectively communicating your vision, mission, and purpose.
Phenomenal Leadership creates a meaningful community where the vision,
mission, and purpose is lived out. A Phenomenal Leadership System is a

group of working parts that duplicates results consistently.

One of the biggest reasons small business owners remain prisoners of
their own making is the lack of leadership skill. The owners of the business
are convinced that no one is as capable as they are and are convinced they

can’t find “good” people.

I know how they feel. I have endured just about every employee night-
mare you can imagine. I've had employees steal money from me, take my
clients, and fail to show up for work leaving me to do the work all alone. And

I know what it’s like to feel like you can’t find good people...

One sunny afternoon some years ago, my staff and I noticed a low-rider,
gangster type vehicle sitting in our parking lot for quite a while. The two
front doors were swung open and pot smoke billowed out of the car. There
were two men in the car and about the time I was going to call the police,

one of them got out of the car and began to make his way to our front door.
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I was standing next to the phone in case I needed to call 911. Is he going to
rob us? 1 wondered. What could he possibly want from us? He was wearing flip
flops, cut-off blue jeans, a yellow tank top, and had a big tattoo on his arm.
He didn’t bother to take off his sunglasses as he stepped inside.

“Y2’ll hirin’?” he asked.

You're kidding! T'm thinking to myself. I replied with something that is
not exactly legal but seemed appropriate at the time. “We do require a drug
test, is that going to be a problem?”

“Dat gon’ be today?” he asked. In other words...if you give me 24 hours,
maybe I'll pass it!

So I know it can be tough out there for employers to find employees. But
I learned how to attract the best people, how to lead them, and most impor-
tantly have created a phenomenal leadership system that helps me attract,
acquire, and train the very best people.

And you can too. You don’t have to be held hostage by underperform-
ing employees, bad attitudes, and downright insubordination. But in order
to turn that around, you've got to become an effective leader. You've got to
develop your leadership skill. The good news is that anyone can become an
effective leader. It’s a skill. And the better news, I mean phenomenal news is
that you can develop a phenomenal leadership system. Your employees can
be your greatest asset or your biggest nightmare. And that depends com-
pletely and solely on your leadership skill.

The first thing you must learn about leadership is that your team is your
greatest asset. If you look at them as an expense, as a problem, or a “necessary
evil,” you're already off the rails. John Maxwell says, “Leadership is influence.
Nothing more, nothing less. Everyone has influence in someone else’s life.”
How do you gain influence? You “add value to people,” John says. When you
don’t add value to them, you de-value them.

The biggest roadblock to getting cooperation from your employees is
how you value them. This is the root issue. When you really care, you will
treat them with the utmost respect and dignity. Dale Carnegie says that the
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number one thing that employees want is “sincere and honest appreciation.”
Every study that has been done has revealed that humans crave recognition
and belonging far above how much their paycheck is every time. They aren’t
really aware of this, but it’s true. (Now you have a little insider secret that
they don’t even know!)

When we value someone at the highest possible level, we will learn to
communicate effectively with them. Zig says, “Encouragement is the fuel

that people run on.”

You may be thinking, But Howard, my employees seem to always be messing
up. How can I encourage that? You don’t encourage the behavior, you encour-

age the person so that you can help change his or her behavior.

Your team is your greatest asset. If you don’t treat your team well, they
won't treat your customers well in the long run. Sure you might get away
with dictatorship for a while, but when the dictator isn’t present, the follow-

ers don’t care about the mission.

How do you turn this around? You first value them for who they are (and
whose they are I might add—they’re 7oz yours!) Every human being is God’s
creation. We need to treat them that way. Don’t worry, you won’t have to let
them get away with murder. We'll talk about how to get them to do what you

want them to do in a minute.

But first, I want to talk about you and your ego. Part of our problem as
business owners is we think we are all-important. And because I'm the boss,
everyone else needs to bow down and do what I say. Sure, you're the boss
and you should be respected. But you want to have the right kind of respect.
Instead of forced respect, you want earned respect. There’s a difference.

If you are willing to humble yourself, let your staff know that you care
about them, and you want to make improvements that will benefit all, and
you begin to become a better leader by learning and practicing proven leader-
ship skills, and you press on to build a phenomenal leadership system, you will
have a different business and life. I can promise you that.
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One of the most rewarding parts of my life is watching my team grow
professionally and personally. I have a little plaque in my private study that
says “Success is making a difference in the lives of others. Happiness is watch-
ing them grow because of it.” One of my core beliefs is that we are on this
earth to love God and to love others—to make a difference. I think deep

down everyone wants to make a difference. Do you?

No Team. No Dream.

Dave Anderson said, “If you have a dream, but no team, you've got to give
up the dream or build up the team.” Do you have a dream? Is your dream
inspiring enough to create the desire you need to build a team? Remember,
the one and only reason your business exists is to be a vehicle to help you
achieve your life goals (your dream). You will not reach your biggest dreams
in life by yourself. There are many things required to build a business that are

simply out of your gift zone.

You can’t do everything yourself. There isn’t enough time in a day to suc-
cessfully implement all 12 functions on your organizational chart by yourself.
Can you outsource a lot of what you do? Sure, but that still requires leader-
ship. How do you handle it when your vendor or virtual assistant doesn’t
come through for you? Don’t you need influence with everyone you work

with, other than threatening to fire them?

Discovering how to lead and build a team set me free to do the things
I love to do. I have a staff of 40 who run my companies for me, and I can
travel the world without having to be involved in every detail. I learned what
leadership is. I developed myself as a leader. I then began developing my
people to be leaders. Then I applied my systems approach to leadership just
like the other areas of my businesses. The result? I can travel the world, take
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as much time off as [ want, and live my dream—because I built a team. That
is the reward.

I have also found that developing people is the most gratifying things
you can do in life. It thrills me to see my people grow as leaders. Today I have
a phenomenal staff that wants to win. They want to do it right. How have
we turned it around? Phenomenal Leadership Systems. First, I had to learn
how to be an effective leader. Next, I had to build a phenomenal leadership
system that would help my team win consistently and that would continue to
develop them.

I believe anyone can learn how to be a more effective leader, which will
help you attract and develop the right people. And when you do that, you
will be on your way to reaching your biggest dreams in life. Remember, you
must give up the dream or build up the team. You won'’t reach your biggest
dreams in life by yourself. You will remain in the prison cell called your small
business doing everything yourself.

DePbnitions of Leadership

Dale Carnegie said, “Leadership is enlisting the willing cooperation of
others to achieve a goal.” First, you've got to have a goal. You must have a
vision. You must know where you are going. And notice he said the “willing”
cooperation of others.

Former President Dwight Eisenhower said, “Leadership is the art of get-
ting someone else to do something you want done because /e wants to do it.”
How do you do that? By adding value. They want to please you. As a leader,
you must create desire by sharing a vision.

Zig Ziglar’s famous quote was, “You can have everything in life you
want if you just help enough other people get what they want.” This usu-
ally isn’t identified as a leadership quote, but I would put it at the top of
the list. Think about what you want. What do others want? You can have
everything in life you want if you just help enough other people get what
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they want. If you aren’t getting everything you want, maybe you need to
help some more people!

Is there more you can do to add value to your staff? The answer is yes.
We are never done giving. We are never done developing. We are never done
building others up. Ever. The first time I interviewed Zig Ziglar, I told him
that he stole his quote from Jesus. Jesus said, “Give, and it will be given back
to you, pressed down, shaken together and running over.” Zig just laughed
and said, “Well, I know Him personally, so I'm sure that’s okay!”

I had the pleasure of going to Microsoft with John Maxwell and one of
his high-level groups. He had Kevin Turner, the Chief Operations Officer
(COO) talk to us about leadership. Kevin said, “Leaders are coaches. The
original definition of coach was to bring a person from where they are to
where they want to be.” Think of the old stage coach in the Wild West. The

stage coach would bring people from one point to another.

Here are some points I took from Kevin’s talk:

* A coach gets you from where you are to where you need to be.
* A coach inspires you to reach your peak potential.

* A coach holds you accountable.

* A coach ensures you have received training.

* A coach makes sure you are in the right position.

* A coach exercises authority while remaining responsible.

A Leader is NOTE

A leader is not God!

Many years ago I felt like I was carrying my team. I poured out my

leadership woes on my mentor. After patiently listening to my problems,
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he responds by saying, “Howard, I'm afraid youre suffering from the fear

of rejection!”

“What?!” No way. Not me. I am one of the most confident people 1
know. But the more I thought about it, I knew it was true. I would let people
run over me because I wanted to avoid conflict.

This was revelation to me. It was very freeing to know that I didn’t have
to make everybody happy. I didn’t have to make sure everyone was content.
In fact, I realized at that moment that I was hurting myself, my company,

and especially my employees.

My mentor went on to show me that by trying to be the “provider” of
their emotional health and carrying the burden of their financial well-being,
I was actually playing God and that was a huge sin! Ob great. Not only am
I miserable, but I'm sinning too? ! is is not good. 1 could reject everything he
was saying, but I knew it was true. When I started looking at all my relation-
ships, I noticed that I avoided conflict at all costs—and carried the burden

for it.

This was happening in my marriage too. When my wife and I disagreed,
she would fight tooth and nail, and I would withdraw. Psychologists call this
" ght or $Sight. There are many hidden emotions at work here. We are condi-
tioned to deal with conflict by the environment we grew up in and our own
value systems. To add fuel to the fire is our preferred communication style.
[ learned that when my wife’s family raised their voices or argued, it didn’t
mean they were really angry and upset. It didn’t mean they hated each other.
I learned that when Italians shout and argue, it’s just how they communicate.
So I found that I could get along with my wife better by fighting back a little
bit! And then I got even smarter; now I crack a joke and make light of the

situation (as long as it isn’t too serious).

For me, withdrawal was normal. This is how my family communicates.
We don’t want to offend. We would rather go away and think about the situ-
ation, and come back for another discussion. If my wife withdraws, it means
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she is super offended. When she goes quiet, I better get in the car, get out of

the house, and come back with flowers!

Most human beings have not really learned how to deal with conflict
properly, and how to truly level with people. They haven’t learned how to be
totally transparent and honest. They don’t know how to be real during con-
flict. There are many fears underneath. This affects us greatly as leaders. If
you can’t be open and direct because of deep-seated fears of your own, you’ll

struggle as a leader.

A leader is not the only one who thinks.

The Dale Carnegie Institute’s Leadership Training for Managers states,
“People support a world they help create.” It can feel lonely as a business
owner, especially if you have challenging decisions to be made. I have found
that it helps tremendously to get my team together and let them think about
the problem, decision, or opportunity. In fact, some of our best ideas and
solutions didn’t come from me. They came from the team. Your dream team
consists not only of your staff, but your mentors, coaches, and consultants

as well.

A leader is not the only leader.

Everyone in your organization influences someone and is therefore
already a leader. The questions are: What kind of leader are they? And how
are they influencing others? Developing leaders instead of just followers is
key to long-term success. Are you teaching your staff how to be phenomenal

leaders? As you learn it, pass it on to them.

A leader is not the only important one.

Yes, we know you're the boss. Everybody knows, so now, get over the ego,
wake up and smell the leadership coffee and get with the program. When you

get over your self-glorifying agenda and realize that your employees are your
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greatest asset and that your team is what will help you reach your dream,
you'll begin to treat them differently.

A leader is not a manager.

There is a tremendous difference between a leader and a manager. A good
manager supervises production and protects assets. A leader develops peo-
ple. A phenomenal leader doesn’t have to be the best manager, but everyone
including the manager must be a leader for phenomenal success.

A PhenomenallLeader ISE

One who loves God.
In his book Spiritual Leadership, Henry Blackaby says, “Leaders who

know God and lead in a Christian manner will be phenomenally more

effective in their world than the most skilled and qualified leaders who lead
without God.”

One who loves others.

Everyone wants to be loved. Everyone wants to be accepted and under-
stood. When you show people how much you value them as human beings,
you will see an amazing return of loyalty and care from your team. I tell
my staff as well as my members how much I love them all the time. Why?
Because I do! I really do care about them. I agree with this well-known
saying, “No one cares how much you £now until they know how much you
care.

One who is a positive role model.

Being a leader is a big responsibility. It shouldn’t be taken lightly, but it
shouldn’t be avoided either. The rewards of making a difference in others’
lives is astounding. As I mentioned previously, I have a little plaque in my
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home study that says “Success is making a difference in the lives of others.
Happiness is watching them grow because of it.” Doesn’t it make you happy
when you help someone with their life? If you can’t get inspired by that, I

don’t know what you can get inspired about.

One who is inspired.

Speaking of inspiration, our slogan in my membership program is
“Inspiration to Implementation.” Have you noticed that the most successful
business owners are those who are excited about the future? Are they inspired

because they are growing? No, they are growing because they are inspired!
y g g y g g y p

What are they inspired about? They have vision. In his last book, Born to
Win, Zig Ziglar wrote, “The most important ingredient for success is desire
and desire comes from vision.” Where does vision come from? Inspiration.
Where does inspiration come from? Books like this one. Stories of people
doing what you want to do. When I was a 23-year-old waiter making just
enough money to pay the rent on my apartment, I went to New Jersey to get
married. A friend of the family who was my same age was tooling around
in a little red Mercedes convertible. The desire that came from that vision
was the result of getting excited about the possibilities of having that kind of
lifestyle for myself.

One who is hopeful.
A leader is a dealer in hope. If we don’t have hope for the future, why do

anything? This is the unfortunate condition of average, non-thinking people
today. They have no hope because they are listening to the news and listening
to other people who are uninformed in human potential, the grace of God,
and the possibilities that entrepreneurs can discover. We must not only have
hope, but deal hope. We must not only have hope, but demonstrate hope.
We must not only have hope ourselves, but we must show evidence of hope

by sharing success stories.
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One who is enthusiastic.

Before I got healthy, I had frequent migraine headaches. They were awful.
My entire body hurt. Literally from the top of my head to the tip of my toes.
Sometimes they were so bad I was actually sick. On a trip to Amsterdam, my
wife and I were touring some beautiful gardens and I was having an episode.
After observing me keeled over throwing up, a young Dutchman offered to

help us find a doctor.

We followed him in the rental car to a nearby doctor’s office (which was
an adventure on its own—sharing a round-about with a million bicycles,
pedestrians, trolley cars, buses, other cars and taxi cabs driving on the rail-
road tracks to get around everyone else). After waving us off, I entered the
doctor’s office only to find that it was a veterinarian clinic! And the amazing
thing about socialized medicine was that he was able to write a prescription

for me!

Even though I was hurting, I had to be enthusiastic in front of my staff.
As soon as you allow yourself to focus on your problems, you give every-
one else the same permission. You are the example. My staff meetings were
always upbeat and positive. No matter how I felt, I had to be enthusiastic
for my team. This doesn’t mean you don’t have real feelings and that you
never share them. It just means that we have to make sure we are sending

the right message.

Fortunately, about eight years ago I got healthy, and the migraines went
away for good. This is how dumb I was. I didn’t eat breakfast. I drank break-
fast. Lots of strong coffee. I didn’t eat lunch until two in the afternoon. The
excuse was “I'm busy!” When I got home at the end of the day, I was fam-
ished. I ate everything in sight. Step one was to eat a bunch of Doritos (nacho
cheese flavored), then a pile of barbequed pork chops with a heap of my
smashed potatoes seasoned with butter, green onions, and bacon bits. After
some TV, back for seconds and then French vanilla ice cream, topped with

bananas and Hershey’s chocolate syrup! But 'm not done yet. Late night TV
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required some tortilla chips and my favorite salsa. And [ wondered why I had

migraines? How unaware can a person be!

So no matter how you feel, no matter who did what to you, or what cir-
cumstances you face, you'll do better as a leader to be enthusiastic in front of
your team. I don’t recall if it was Dale Carnegie or one of the many network-
ing groups I attended, we were asked to stand up and say, “Act enthusiastic to
be enthusiastic!” as we clapped our hands together. Maybe it was NLP, who
knows. But it works.

To quote my hero once more: Zig said, “You can’t do anything with a
positive attitude, but you can do everything better with a positive attitude
than you can with a negative one.” Research reveals that being enthusiastic
and having a positive attitude actually changes the vibrations of your brain

and actually has an affect on how you feel.

One who is growing.

Anything not growing is dying. Leaders are readers and learning makes
you grow. Continuing to learn keeps your mind sharp and helps you with
new ideas. The fact that you are this far in this book tells me you are inter-
ested in growing. Continue to develop yourself and transfer what you learn

to your team.

One who is seasoned.

My mama in Alabama works at a retail store. She used to be the man-
ager, but gave that up to enjoy her life a bit more. Why in the world she still
works at 76 years of age is beyond me, but that’s another story. She’s just like
that. She wants to stay busy and likes the interaction. The manager is now
a young man and she tells me how he underestimates how long things will
take. Inventory for example. She has the experience and knows the reality
of how long things will take. As he gains experience, he’ll get more realistic.

Treasure CXPCI’iCHCC as a leader.
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Phenomenal Leaders are Phenomenal
Communicators

My definition of leadership is e#ectively communicating your vision, mis-
sion, and purpose. Let’s go back to GPS for a moment. Your vision is where
you are going, your mission is sow you will get there, and your purpose
is why you do what you do. The key to phenomenal leadership is effective
communication. John Maxwell wrote a book called Everyone Communicates,
Few Connect. When 1 say “effectively” communicating, I mean connecting. I
mean that people are following. You can ze// your staff what the vision, mis-
sion, and purpose is, but unless they are actually doing it, you haven’t gotten

through yet.

Wikipedia states that the word communicate comes from the Latin word
communis, meaning “to share.” I find this interesting because my belief (and
experience) is that humans have a deep longing for belonging. We want to be

part of a community that has a sense of shared vision, mission, and purpose.

Long before I looked up the word “communicate” on Wikipedia, I shared
my definition of leadership; so I was surprised and delighted to see the fol-
lowing excerpt from Wikipedia:

Barriers to effective human communication

Physical barriers

Physical barriers are often due to the nature of the environment. An
example of this is the natural barrier which exists if staff are located
in different buildings or on different sites. Likewise, poor or outdated
equipment, particularly the failure of management to introduce new
technology, may also cause problems. Staff shortages are another
factor which frequently causes communication difficulties for an
organization. Whilst distractions like background noise, poor light-

ing or an environment which is too hot or cold can all affect people’s
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morale and concentration, which in turn interfere with effective
communication.

System design

System design faults refer to problems with the structures or systems
in place in an organization. Examples might include an organiza-
tional structure which is unclear and therefore makes it confusing
to know who to communicate with. Other examples could be inef-
ficient or inappropriate information systems, a lack of supervision or
training, and a lack of clarity in roles and responsibilities which can

lead to staff being uncertain about what is expected of them.
Attitudinal barriers

Attitudinal barriers come about as a result of problems with staff in
an organization. These may be brought about, for example, by such
factors as poor management, lack of consultation with employees,
personality conflicts which can result in people delaying or refus-
ing to communicate, the personal attitudes of individual employees
which may be due to lack of motivation or dissatisfaction at work,
brought about by insufficient training to enable them to carry out
particular tasks, or just resistance to change due to entrenched atti-
tudes and ideas.

Ambiguity of words/phrases

Words sounding the same but having different meaning can convey a
different meaning altogether. Hence the communicator must ensure
that the receiver receives the same meaning. It is better if such words

are avoided by using alternatives whenever possible.
Individual linguistic ability

The use of jargon, difficult or inappropriate words in communication
can prevent the recipients from understanding the message. Poorly

explained or misunderstood messages can also result in confusion.
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However, research in communication has shown that confusion can

lend legitimacy to research when persuasion fails.

Physiological barriers

These may result from individuals’ personal discomfort, caused—for

example—by ill health, poor eyesight or hearing difficulties.
Presentation of information

Presentation of information is important to aid understanding.
Simply put, the communicator must consider the audience before
making the presentation itself and in cases where it is not possible the
presenter can at least try to simplify his/her vocabulary so that the

majority can understand.

Wow! How many of these communication mistakes are small business
owners making? “Simply put, the communicator must consider the audi-
ence....” What if we really understood people? How much more effectively
could we communicate with them? What if we truly understood human
behavior? What if we understood the needs, wants, and desires of others?
When I started my business I didn’t want to know about human behavior.
I just wanted to make my customers happy. But I learned that understand-
ing human behavior is the key to marketing, sales, customer service, and

leadership.

In order to communicate better, it is important to understand others.
Each of us have a different way of communicating. Understanding these
communication styles helps us to connect better. I am grateful for the vari-
ous behavior assessment programs that are available as they have helped me

understand myself and others so I can communicate more effectively.

There are a number of programs available, and we use an in-depth pro-
gram in my training systems, but the DISC Profile is a simple tool that has

been especially helpful to me over the years. I will share a bit about that later.
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Vision, Mission, and Purpose

The vision is the destination. Let’s say we're going on vacation (holiday).
Where are we going exactly? Where are we going to stay? What will we do
when we get there? You don’t go on vacation without a clear vision of where
you are going, right? When you buy an airline ticket, you have to tell the
agent exactly what city you are going to, correct? When you get in a taxi, you

tell the driver exactly where you are going.

“Vision + Vision = Division”

Dion Robert pastors a church of over 100,000 people on the Ivory Coast
of Africa. He said, “vision + vision = division.” If you and your team are pull-
ing in different directions, eventually division comes. Many years ago I had
two partners. All three of us had different gifts. I was the sales and marketing
guy (and the president, the leader), one was the operations guy, and one was
the administration guy. When we worked together it was a thing of beauty.

Each was passionate about his area. Each was competent in his area.

The business grew by leaps and bounds. Eventually, three different visions
emerged regarding where we should go with the business. After a couple of
years of struggling with each other in disagreements about what should and
shouldn’t be done, one of the partners finally bowed out. I was happy to
oblige him and paid him what he wanted. He still works for me today and
is a phenomenal person. Just because people have different opinions doesn’t
mean they’re wrong or are bad people. In fact, had we done some of the
things he wanted to way back then, I would have avoided a great deal of
heartache later on.

Once Scott was out of the picture, Dennis and I went after each other
even more aggressively. I didn’t realize poor Scott was the buffer between us
two “bulls”! Dennis went on to be a trainer, which he loves to do, and both
of them made out very well financially. I got my company back and was able
to pursue my vision, which not only eventually led to a predictable, profitable
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turnkey operation, that business is the envy of its industry, and I am living
my dream helping other business owners stop being slaves to their businesses.

There can be only one vision. We can’t be on our way to Florida and
Texas at the same time. We can go to one first and then go to the other. We
can stop by one on the way to the other, but if 'm in Alabama, I can’t be on
my way to both at the same time.

Michael E. Gerber said in his book, Awakening the Entrepreneur from
Within, “A vision is comprised of your primary aim and your strategic objec-
tive. The first is the vision for your life. The second is the vision for your
business. Together, these two visions become the driving force for the growth
of the company.”

You see, together these become the driving force. Your business vision
must reinforce your life goals. Otherwise you'll be conflicted. Be clear on
both and communicate them to your staff.

Get Your Dream Team Involved in the Vision

Even though there can only be one vision, I would have done better by
incorporating some of my partners’ ideas into my vision. Over the years I got
better at listening to others (as my friend Tom Ziglar says, “Your hearing gets
much better after you've failed a few times.”). Now I include my team in the
vision casting. Dale Carnegie said, “People support a world they help create.”
Today, when I have a challenge or a problem or want to brainstorm, I get my
team together. And I have to admit that some of our very best ideas didn’t
come from me.

Your Phenomenal Vision

Your Dream

Your dream is the inspiring picture that engages your mind, will, and
emotion, empowering you do everything you can to achieve it. Get your
team involved in the dream. The dream includes everything you want to e,
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do, and have as a company. People want to work for people who have dreams.
People want to be associated with successful people. People want to work for

a company that has dreams of being something special.

Your Values

Who are you as a group? Zig Ziglar said if you want to have something
different, you've got to do something different. And to consistently do some-
thing different, you've got to be something different. The actions you take are
directly related to who you think you are. As a leader, you must develop your

team to understand who they are.

Who you are is defined by your values. What do we really value as a
team? We can say we value the customer, but does it really show up in our
actions? We can say we value one another, but does it really show up in our
daily routine? We can say we value making a profit, but when there isn’t any,

we better do a values check to see what we value higher than profits.

We value what we do and we do what we value. There is no escaping this
truth! I can say I value health, but if I don’t exercise and eat right, I value
something more than health! Look at how you act as a team and you will see

what you value.

Your Culture

The end result is your values (what you do as a group). The most impor-
tant thing in a company is its culture. The company culture is the sum total
of who we are. It is the reality of our character as a team. It is who we really

are. Your culture is defined by your values.

Each person who comes into your company has a different value set.
Each person has a different way of handling conflict, celebrating success,
and dealing with failures. Their values may or may not be constructive. As a
company, you've got to adopt the values you want the company to live by and
effectively communicate them to your staff.
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I adopted these five values for my companies:

1. Reputation - We will protect and build our reputation by keeping

our conduct above reproach.

2. Experience - We will gain every ounce of experience we can in our

field so we can bring proven solutions to our clients.

3. Education - We will thoroughly train ourselves and stay on the
cutting edge of education in our field so we can bring our clients

the latest solutions.

4. Systems - We will build systems in our business so we can consis-
tently provide the same level of service experience to our clients

every time.

5. Guarantee - By honoring our guarantee, we reinforce our

reputation.

Do these five values sound familiar? If you noticed that these are also

the five points shared in our marketing, you are exactly right!

Doesn’t it make sense to live by the same values you are offering? Doesn’t
it make sense to teach your staff members to live by these values so the client
is going to consistently get what they are buying? On a CD I listened to once,
a company called Y2 Marketing talked about the “outside perception” of a
company and their “inside reality.” The outside perception communicates
who you are, and your inside reality is what really happens when people buy

your product or service.

Many companies have a phenomenal outside perception, but fail to
deliver. Others have a phenomenal inside reality, providing the most phe-
nomenal service experience ever, but fail to market it properly. What if you
had both? What if your people delivered on the promise every time? That’s

what living out our values is all about.
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Your Goals

Do you have specific, measurable, achievable goals for your staff? Is your
sales goal posted? Do you have production goals? Do you have profit goals?
Part of your vision is your goals. Your goals are the points along the route
that you want to reach in a specific time frame. I drive from my home in the

Houston area to my place in Destin, Florida, on a regular basis.

The goal is my specific location in Destin. I know how much time it
takes to get to each city. I know that when I've been driving two and one
half hours, I should be in Lake Charles, Louisiana. I know when I get to
Pensacola, Florida, I've got about an hour and a half to go. These time frames
work out just fine as long as I don’t run out of gas, there aren’t any traffic

jams, or I don’t get distracted and turn onto a scenic route.

All of these have happened to me over the years. I have no idea why I
admit the following, but one time my wife and son were in the car with me
coming back from Destin. They were both asleep, and I was all worked up
over a piece of property I wanted to buy. I was completely and utterly con-
sumed in thoughts and imaginations, when the unthinkable happened. I let
my brand-new Lexus run out of gas! How can that happen? That was my

wife’s question for sure!

I've been making that trek for many years, so many things have hap-
pened such as light posts have fallen, thunderstorms so heavy I couldn’t see
the lights in front of me (along with lightning so close I thought the glory
of God had come down on me it was so bright), and many accidents. Fortu-
nately I've never been in an accident on that stretch. One time a tanker truck
exploded and the freeway was completely shut down. I got out my GPS and
formulated a route through some small Louisiana towns. Hours later I was

back on the freeway.

The point is that these kinds of things happen in your business. It won’t
always be smooth sailing. But if you don’t have a goal, if you don’t even know

where you are going and when and if you ever get there, all you'll know is
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that you don’t have gas, or there are problems. When you have clear-cut
goals, you'll know how you are progressing on the journey.

Your Phenomenal Mission

One of my favorite quotes is this Japanese Proverb:
Vision without action is a daydream.
Action without vision is a nightmare.

You can have a phenomenal vision, but if you don’t take action, it’s just
a daydream. This is where your phenomenal mission comes in. The mission
is how you will get where you are going (GPS). The mission was covered in
a previous chapter, but remember the mission is what your team does every
day. Unfortunately, most small business owners live in the second part of this
proverb. “Action without vision.” When there is no vision and no mission,
you are subject to whatever is happening in the news. And that, my friend,
is a nightmare!

Be sure to go back to the chapter on building systems in your business
and make sure you have established your phenomenal mission. The mis-
sion is the strategy to reach the vision. It’s the one thing that we know if
we accomplish it, the vision will come. They are connected. In fact, your
mission guides your every decision. If your mission is to provide the most
phenomenal service experience ever, you have to decide who wants that. Not
everyone does. Some people just want a low price. That determines what kind
of marketing you do. The mission determines what your dress code is, what
kind of materials you have, and what the decor in your office is.

The mission establishes your desired culture. Your values shape your
desired culture. Actually fulfilling the mission means you are living out those
values that establishes your desired culture. When everyone is fulfilling the
mission, the values are being lived out and the vision is being reached.

Let me say that as a leader, you've got to live out the mission yourself
if you expect others to do the same. You must be so passionate about the
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mission that it practically oozes out of you. Are you that passionate about
the mission? Or do you find yourself focusing more on the activities in front
of you?

Whatever you focus on is what your team will focus on. They see what
you do as most important. They see your true values being lived out. Or
worse, if you aren’t connecting with them at all, they’ll focus on whatever’s
happening around the water cooler. As the leader, you must determine what
the mission is, why it is important, and communicate it to your team.

A phenomenal mission adds value to your team because they get to go
out and do something important. Most people who go to work don’t have
any passion for what they do. That is death to a company. Breathe life into
your company by adding a phenomenal, passionate mission onto your inspir-
ing, compelling vision.

Your Phenomenal Purpose

Immature leaders declare, “Don’t ask me why, just do what I say!” Many
of us have failed as leaders, not only in the workplace, but at home because we
don’t take the time to share the “why” behind the “what.” If there’s anything
I've learned (the hard way) is that the why helps a staff member understand
the importance of a task or duty. If they don’t know w/y, it has no meaning,.

Phenomenal leaders continually explain why. This is one of the most
important lessons you can get from this chapter. If your folks don’t know
why they are doing what they do—if they don’t know the purpose, it doesn’t
have meaning.

Your purpose is the why behind what you do. A few years ago I was sitting
in the sun by the pool working on my goals as I often do. I was putting down
some BIG dreams! As I looked at those big dreams, two questions came to
me, Why do I want all of that? Why do I want to do all of this? And the answer
came shortly after. I realized that I had a mission and calling to fulfill. The
things I had on the list were either things to help me accomplish the mission,
or they were rewards for accomplishing the mission.
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Zig Ziglar said, “It’s not what you get when you reach your goals, it’s
what you become.” Zig has a goal-setting process that starts with dreams,
then you turn them into goals and ask that all important question, “Why?”
after every goal. He goes on in the process to help you make sure that your
goals are “fair to everyone involved.” And can I tell you that if your goals
don’t make a difference in the lives of others, you'll have a bunch of stuff and
be empty.

That may be a reason why you don’t even try to reach your goals—you
see a bunch of empty people with a lot of stuff. Sad.

But I'm here to tell you that if you have a purpose that you are passionate
about, and you help enough other people get what they want, you'll get what
you want! Why should we do anything without a good reason? Why should
we do anything that isn’t going to add value to others?

So be clear on your purpose. Be clear about your why. Make your WHY
really big and really meaningful so that your folks can’t wait to get to “work”
so they can reach their goals by helping the company reach its vision, accom-
plish the mission, and live out the purpose. It’s a thing of beauty when it
works.

The DISC Proble

As I mentioned earlier, the DISC profiling system has been helpful to
me. As I pen this section, I'm in Costa Rica with my wife, my 76-year-old
mama from Alabama, my brother and his wife, along with two of my clients,
Bruce and Joanna DeLoach.

Bruce and Joanna are technical trainers (who do a phenomenal job in
their industry by the way), and we were talking about this process by the
pool. Bruce couldn’t stand it anymore. He had to know “what” he was. He
took the DISC profile online and it explained why he was so much fun to
be around.

The DISC Profile reveals four basic communication styles: ougoing and
reserved, and people-oriented and task-oriented:
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D = Dominant. This style is outgoing and task-oriented. The D
style is direct and to the point. They are usually in a hurry and
impatient, and they can be demanding. They can be good CEOs
because they like to be in charge, and they know how to get things
done. The weakness of the D is they are in such a hurry to get
things done, they forget that people are around! They can be too

hasty, which causes all sorts of problems.

| = In uential. This style is outgoing and people-oriented. They
are the life of the party. They love people and they love to talk.
Since they love people, they make good outside sales and market-
ing reps. Their weakness is they aren’t detailed, so things can fall

through the cracks.

S = Steadylhis style is reserved and people-oriented. They are
concerned about the welfare and feelings of others. Since they are
reserved, they don’t seek the limelight. Many times they have a
servant attitude and make great customer service people. Their

weakness is that they can get their feelings hurt easily.

C = Competent.This style is reserved and task-oriented. They
are cautious and calculating. They are analytical and make great
accountants. This is the person you want to read a contract or to
crunch numbers. Their weakness is they can come off very critical

and negative.

Do you know anyone who fits one of these communication styles?

What about you? Of course you want to take an assessment to see how you

score in each of the areas, but you probably see some of these characteristics

in yourself and those you know well.

This is probably the briefest outline of DISC on the planet, but it gives

you a quick overview of how people have different behavior and communica-

tion styles. As you learn more about this, you'll see that most everyone has a
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combination of the two letters and that their dominant style will show more

or less in different situations.

Many times their style will show up differently when they are at work or
at home, under stress or not. And please understand this is not to put a label
on anyone. It is simply to understand how they communicate and what kind

of environments they will prosper in.

Now, how will you use this information? When you understand your
behavior style, and you understand the dominant behavior style of others,
you can adapt to their style. Notice I said “adapt to #heir style,” not force
them to adapt to yours.

Suggestions for Communicating with the
Four Styles

When communicating with Ds, get to the bottom line. Don’t take too
much of their time. Understand that the more of their time you take, the
more restless they become. They may even look at their watch because the
day is passing by and they’re thinking about their “to-do” list. Do make sure
you get important information across to them. You don’t want to leave out
something really important. Start with the bottom line and they’ll ask you
for the details as they want them.

If you are in a situation where you have to give them a lot of detail, or
take them through a process (like the seven step sales system), prep them for
it and let them know the benefit of being patient for a moment.

When communicating with Is, indulge in their stories. They love to talk
about other people, events, and ideas. Let them talk! Smile and laugh with
them. They will love you for it.

The S is all about people and feelings. Talk about family and friends and
meaningful relationships. Tell them how much you appreciate them.

When communicating with Cs, go slowly and give the details. Be patient.
They don’t make decisions quickly, so give them time to process and analyze.
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Scott, who runs my Administration Department is a high C. He is per-
fectly fit for that role, but my D is dominant, so I've learned over the years
that I have to go slowly with him. I know he’ll have a lot of questions. I am
patient with the process. I know he won’t make a quick decision like I do as
a D. Most often that works to our favor because he sees things I miss as a D.

Help your team understand the various communication styles. It is very
helpful for you to understand the different communication styles as it helps
you communicate with your staff better, but it is extremely important for
your staff to learn this so they can communicate with each other and with
clients and vendors.

For example, when a high I and a high C have a conflict, get ready for
some fireworks! The I is looking at the relationship, and the C is looking
at the bottom line. Another example is how Ds can be in so much of a
hurry they overlook the sensitivity of an S and hurt their feelings. It’s really
fascinating to watch, but if you aren’t aware of these behavior and communi-
cation styles, you won’t know why you aren’t getting through to someone or
why they are not getting along with one another.

In a sales situation, your team members need to speed up for the D, slow
down for the C, be fun for the I, and sensitive for the S. It’s remarkable to see
this at work in a sales situation or dealing with a vendor.

How to Hold Phenomenal OMeetingsO

I hate meetings. 'm not sure why, but meetings feel like one of those old
vinyl records that all of sudden goes into slow motion. As an “off-the-charts
D” I want everything moving and moving fast! But I have found that it’s
impossible to communicate effectively if you don’t meet with your team on
a regular basis.

Meetings give you an opportunity to share the vision, mission, and pur-
pose as well as get feedback from your team. Most importantly, it’s your
opportunity to build community in your business. Having a positive, pro-
ductive staff comes down to communication. Regular “meetings” are the way
to make that happen.

— 208 —



Phenomenal Leadership Systems

[ hesitate to use the term “meeting” because it has a negative connotation.
You may want to adopt the term I learned from my friend, Kirby Lammers.
Kirby always called his staff meetings a “family reunion.” He goes on to say,
“No negative energy allowed.” The last thing you want to do is allow your
meetings to turn into a gripe session. If you don’t give your staff a positive,
phenomenal vision, mission, and purpose, they will automatically focus on
what’s wrong. It’s human nature. Make all of your meetings positive.

The Success Formula

Start a/l of your meetings with recognition and praise. You want to build
a culture of praise. Dale Carnegie said the number one thing employees want
is sincere and honest appreciation. You might start out with who’s top in
sales or read testimonials. Depending on the type of meeting and what the
purpose is, you can even just start by appreciating them as a group. Be sure
to recognize them for specific things.

A common thing for small business owners is to allow a lack of perfor-
mance to cause resentment. Although you may want to let them know how
you feel in a group setting, it never works. Praise in public, discipline in
private. If you can’t find anything to praise anyone for, you have a leadership
problem.

There have been times when we had an entire meeting on appreciation.
Each person appreciates another team member for something specific. We
call it an “appreciation fest.” Be sure that everyone is recognized. If anyone is
left out, you'll have the opposite effect.

What Meetings Should You Have?

Daily Production Meeting

If you have production staff like technicians, or people who build or ship
the product, you want to meet with them daily. Why? Because there is one
thing that’s on the mind of most typical production workers: What's going on
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at home? They’re thinking about what they need to do (or want to do) when
they get home. They’re glued to their text messages or Facebook.

It’s the job of the operations manager to hold this meeting every day
to communicate how we are tracking on the vision, mission, and purpose.
This meeting should take place every business day! This gets the production
staff focused on the goal for the day. It doesn’t have to be a long meeting. It
can be 10 to 20 minutes. But the idea of production workers coming in and
going straight to work with no leadership and no attitude adjustment is not

leadership.

Here’s a simple outline for your daily production meeting:
1. Recognition (see previous page).

2. Have a motivational quote or article that helps shape the val-
ues you want. For example, you can use Dale Carnegic’s Golden
Booklet (see www.DaleCarnegie.com) or John Maxwell’s 365
Daily Reader, or Zig Ziglar’s Little Book of BIG Quotes. We have
used all of these things and currently play five minutes of “A
Conversation with Zig Ziglar” He shares a couple dozen val-
ues on video. Teaching your staff about values will help them be
more productive and positive.

3. Have a technical tidbit of the day. Maybe something you learned
at a seminar, or a best practice. Let your employees share also.

4. Go over any special instructions for the day or any company
announcements. If you have service tickets or routes, pass those
out.

Weekly Manager Meeting

If youre big enough to have managers, meet with them every week. For
example, in my service company, | have a manager over each of the areas of
business (Marketing, Sales, Operations, Administration). You may have one
manager over some or all of that. Here’s what’s covered in that meeting:
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1. Recognition.

2. Leadership training - Spend five minutes going over a section of

this chapter.

3. Review reports - See Administration for the reports you need to
be producing. These reports show how you are doing on your

goals.

4. Go over any issues that need discussion or decisions.

Weekly Department Meetings

The manager of each department (Marketing, Sales, Operations and
Administration) which may be you, should meet with those who are doing

the work at least once a week.

1. Recognition.

2. Review reports. Example: If you are meeting with the Marketing

Department, review the Sales by Source Report.
3. Training tidbit.

4. Discuss any issues surrounding performance or development of

that area.

Weekly Staff Meeting

This is your big meeting where you have the entire staff together. It is
important for your staff to see the team as one. Production staff tend to
think that office people sit around with their feet on the desk eating choco-
lates all day, and the office staff may think the production staff isn’t trying
hard enough, or whatever. There are many assumptions that are made.
Bringing the team together to show the importance of each team member’s

role is essential.
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1. Start with positive client comments. Recognize those who met
their goals. Everyone in the company has a goal. Deal with the
negative client comments in private with those who are involved.

2. Recognize new employees. I am very cruel as I make the brand-
new person recite the mission statement at the first staff meeting.
After the new person recites it in the staff meeting, we discuss
what it means. We have five pages on what our mission means.
Those five pages are the first pages of our company manual.

3. Review sales report. You should have a monthly goal, and you
should track it and post it every day.

4. Training session. This is training that benefits the entire group.
It could be a DISC Assessment, a video on values from me, Zig

Ziglar videos, technical training, or sales training,.

As with any relationship, regular communication is the key to keeping

everyone positive and productive.

Outside Educational Events

Educating your staff on technical as well as customer service, personal
development, and leadership yields phenomenal returns, but most small
business (and large companies) don’t do this very well. I mentioned the little
island on the Great Barrier Reef earlier. Just a little bit of training would have

gone a long way to improve the service I received there.

At a recent hotel stay I talked to a new bellman who was handling my
luggage and asked him what kind of training he had received. He said he was
walked around the hotel and shown where things are located. That’s it? The
manager of that hotel is asleep at the wheel. This was a nice hotel connected
to a beautiful convention center. It doesn’t cost that much to have a few
meetings like the ones mentioned here to transfer values. Obviously the val-
ues are missing at the top and therefore not shared because they don’t exist!
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I say take it beyond the meetings mentioned. Send your staff to outside
educational events. It may feel like a challenge to spend the money to send an
employee to a class or to a seminar. Not only does the seminar cost money,
you lose production, and the amazing thing is your employees want to get
paid while at the class! Then shortly after the seminar, they quit! At this
point, you've got to ask yourself a Zig Ziglar question: “Is it better to train
them and lose them, or 7ot train them and keep them?”

My experience has been that having my staff attend educational events
outside the office generates a huge return on investment. There may be things
you can train them on in-house without investing a lot of money, but don’t
leave it at that.

Here are the benefits I've seen from sending employees to outside events:

Exposure to Experts

This is where you get leverage. Let an expert who has invested thousands
of hours train my staff while I get other things done. Or better yet, we attend
together so we can compare notes and share the experience.

Exposure to New |deas

New ideas create vision, which creates desire. When our creativity is
limited, our attitudes tend to be limited as well. Desire is the fuel of accom-
plishment. Desire is what increases action. Desire comes from vision—when
you learn something new or an event takes place that changes your think-
ing. Some business owners who have limited thinking themselves don’t want
their employees getting new ideas because they may want to impose change
which makes the owners uncomfortable.

Just because they get ideas doesn’t mean you have to incorporate them,
but on the other hand, it creates a situation where you don’t have to do all
the thinking. Are you finally getting the picture that the less you have to do
the better? You don’t have to use all the ideas. If you send your staff to an
event that you don’t attend, encourage them to take notes and bring back
ideas to discuss. Take them to lunch or have a meeting at the office and go
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over the ideas. You can select the ones you want, they still feel valued and
you get the benefit of using someone else’s brain power!

A Feeling of Importance

Speaking of feeling valued, when you invest in educating your staff, it
tells them they are important. They are valued. They are assets rather than
expenses. Put education into your budget and use the phenomenal market-
ing systems to generate the income you need to fund it.

A Sense of Community

This is my favorite benefit. Phenomenal leadership is creating a com-
munity. A community of people with a shared vision, a shared mission, and
a shared purpose. A community of people who support one another and
operate by the same set of values. When you travel with your staff members
or attend events together, you can bond with them and share the vision, mis-
sion, and purpose. This is your opportunity to make a difference in their lives
and get to know them better.

You might think, /] go to the seminar myself and then transfer the knowl-
edge 1 get to my statt when I return. How is that working for you? It helps, but
there’s a big chasm between what you are able to transfer and what they could
be getting. Between the time it takes for you to regurgitate it and re-teach i,
not to mention the details you don’t recall, it becomes so watered down that
they are missing about 95 percent of it.

It has been said that the average attendee forgets 77 percent of what they
learn at a seminar. This can be demonstrated by watching a movie you've
seen a few times. Did you see a scene or a line that you thought you never saw
previously? You bet! You might get the key point of the seminar, and that’s
great, but you leave a ton of good information on the table.

It can also be demonstrated with the game “telephone” in which one
person whispers a message to another, which is passed through a line of peo-
ple until the last player announces the message to the entire group. Errors
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typically accumulate in the retellings, so the statement announced by the

last player differs significantly, and often amusingly, from the one uttered

by the first.

Some players also deliberately alter what is being said in order to guar-
antee a changed message by the end of it (that would never happen in your

business, right? Wrong).

Keeping your team engaged in a learning environment keeps them
focused on the right things. The old saying goes “An idle mind is the devil’s
workshop.” When they are not engaged in learning, they begin to focus on
the obstacles and problems. They will focus on the scuttlebutt, the water
cooler conversation, or worse. When they are engaged in learning, you auto-
matically begin to develop a better vision for the future. New ideas begin to
emerge from the students. Your employees begin to give you constructive

ideas rather than complaints.
Dale Carnegie said, “People support a world they help create.”

I think one of my most important assets is the fact that I involve my
people in developing the vision for the future. In fact, one of my employ-
ees was with me when the vision for Phenomenal Products was born. This
doesn’t mean that you will always agree or that things will always turn out
exactly like you want them to, but getting your employees involved in the
“vision casting” is huge.

Other benefits of taking employees to outside events:

1. A great time out of the office with the boss = stronger one-on-one
relationships (if we treat them right on the trip and we remain a

good example!).
2. An opportunity to see how they operate outside of work.

3. Exposure to the industry at large. I think we underestimate the

power in this because we have been so overexposed.
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4. Positions your company in your employees’ minds as the expert
company because you are not only investing in education, but

investing in theirs as well.
5. Exposure to new ideas and techniques.

Remember that Experiential Marketing is important with your “internal
clients” as well. Remember that you are leading a movement—a group of

people who are on a mission together. Education is a humongous part of that.

You want your employees to do things the right way so long that they
don’t even know what the wrong way is anymore. That is not always possible,
so when you see that they are getting off track begin to coach them and men-

tor them on a daily basis until they are back on track.

How to Find Phenomenal People

What kind of person are you looking for as an employee? In my semi-
nars, I ask small business owners what they are looking for. Typically this is
what the list looks like.

* Successful - someone who has done well in the past.
* Good work ethic - someone who isn’t lazy.

* Dositive attitude - someone with a pleasing personality and is

enthusiastic.

* Great appearance - someone who dresses well and grooms them-

selves well.
* Intelligent - someone who is smart and can figure things out.
* Honest and trustworthy - one you can trust to do right by others.

* Loyal - one who is not there just for the money, but believes in

your vision, mission, and purpose.
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e Takes initiative - one who doesn’t have to be told what to do

every time.

* Organized - one who keeps track of their things and responsibili-

ties, not absent-minded.
* A leader - one who will influence others positively.

Wow! We aren’t asking for much are we? In today’s “values challenged”
world (I'm being nice), this is like finding a needle in a haystack!

What kind of person are they looking for as an employer?

* Successful - successful people want to associate with successful

people.

* Good work ethic - they don’t want to work for someone who is

lazy.

* Dositive attitude - who wants to work for someone with a negative
attitude?

* Great appearance - well groomed people don't like to be associ-

ated with a sloppy leader.
* Intelligent - what smart person wants to work for a dumb person?

* Honest and trustworthy - who wants to work for someone they
don’t trust?

* Loyal - who wants to work for someone who might dump them

at the drop of a hat?

¢ Takes initiative - who wants to work for someone who doesn’t

know how to lead?
* Organized - organized people like organized people.

o A leader - leaders don’t want to work for someone who doesn’t

have leadership skills.
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Have you noticed a pattern here? You attract who you are. This is why it is
so important for you to become a different, better person. If you are going to
attract phenomenal people, you've got to be one!

The phenomenally successful person builds the phenomenally successful
business. Successful people don’t want to work with someone who doesn’t
have a clear vision. They don’t want to be on a mediocre mission, and they
desperately want to have meaning in their lives. What is your reputation as a
business owner? How do you rate in these areas?

Full Time, Part Time, Outsource?

Do you really need a full-time employee? I have found that a number of
tasks on the implementation level of the organizational chart can be done by
part timers. For example, I have part time people who make outgoing phone
calls, who visit referral sources, and perform data entry. Depending on the
type of business, you might even consider using a virtual assistant. You can
outsource a number of things as well.

As mentioned previously, one of the most helpful things to understand as
a leader is behavior and communication styles. There are a number of assess-
ments available. As explained earlier, DISC is a very simple one, but has been
very helpful to me and has been very helpful in getting my staff to commu-
nicate well with one another. Another one we use that is more comprehensive

is the Birkman Method.

Finding Phenomenal Team Members

I often say that all of business and all of life is about relationships. Rely-
ing on ads to attract strangers is not the most phenomenal way to get new
team members. As a small business owner, the most valuable skill you can
develop is your ability to build a network of relationships. Not just with pros-
pects, but with people in all areas of the community.
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Recruiting Team Members is a Marketing Process!

When recruiting team members, you want to use the same processes
you learned in Phenomenal Marketing Systems. You must position yourself
in the community as the preferred employer by the way you interact in the
community. The way you do that is by always looking professional, acting
professional, and being positive and enthusiastic. When people ask you how
you are doing, you say “PHENOMENAL!” They will wonder what you are
smoking when you are always positive, but it has an effect.

It is strange to me that people notice what I consider to be small things.
For example, on the voicemail recording for my cell phone, I close by saying,
“Have a phenomenal and outstanding day” in a very enthusiastic voice. You
won't believe how many comments I get from that small thing. When people
ask me how I'm doing, I say, “Well, phenomenal of course!” Or I say, “I'm
doing phenomenal, that’s my job!” Like many things, I learned this from Zig,.
When you ask most people how they are doing (in Australia, it’s, “How you
going?”), the answer is usually “Good.”

That wasn’t good enough for Zig. He answered with “Better than good!
But improving!” This is the kind of positive attitude you want to have to
attract the right people. You want to attract positive people, not negative
ones. Don’t tell people in the community about your problems or complain
about the economy. And above all, never complain about your work or your
clients! When you do that, you're going to attract miserable people!

When you display a positive attitude, you attract people who want to be
positive. Yesterday I came across a journal from many years ago. We were
having problems with my son, I was in the midst of firing my bookkeeper, we
had cash flow problems, I was tired and traveling too much, and my success
was hit and miss on the road. I was frustrated. But I continued to trust in
God, and I continued to display a positive attitude. Hope for the future will
help you have the right attitude. You can have tremendous problems but still
display a positive attitude. It helps you because it keeps you from going into
despair, which will cause you to make irrational decisions. You've got to keep
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your head and your heart about you. Display a positive attitude even in the
midst of tremendous problems.

When you see people you think might be good team members for you,
talk to them about it even if you don’t need anyone yet. You don’t wait until
you need a customer to start marketing, right? I hope not! Hopefully you
are always marketing to keep your funnel full. The same is true in this case.
Always be building relationships with people and attracting people so you
will have a number of people to choose from when the time comes.

Kenny Pelletier is one of my inside sales reps and has been with us for
over a decade. I knew Kenny from church, and every time there was a church
function, I would talk to Kenny. He loved his job as a disc jockey at a Chris-
tian radio station, but they didn’t pay him enough. “How are things going
with you and your company?” he would ask. “Phenomenal, of course! You
should join the team,” I would reply. At that time, I didn’t have an opening
for Kenny. But I knew two things: One, it would take Kenny awhile to make
a decision, and by that time something would probably open because were
growing. And two, | knew anything could happen the next day.

You need to recruit before you need someone.

Kenny’s daughter Elise began working with us when she was 18. She is
a phenomenal team member who has filled many roles with excellence. She
referred her then boyfriend (now husband), Santiago. How was I to know
that this skinny, long-haired kid would become such a gift to me? How was
I to know that this young man would be one of the most talented, positive,
gifted, and loyal employees ever? How did I know he would become a “little
Howard” as he teaches my programs at Phenomenal Products just as I would?

I didn’t. But I did and do know that all of business is about relationships.
This is one of the reasons I hire family members. Conventional wisdom says
don’t do it and that is because they don’t understand how to be real and
upfront about the business relationship—that it is separate from the personal
relationship. They have to be okay with the decision if I have to let their fam-
ily member go, even if they don’t agree with it. Yes, there is a downside to
hiring family. When they go on vacation, they generally go together! When
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there is a birth, sickness, or death, there goes the whole family. But, think
about this. Because you are close to the family, these times can be the most
meaningful to them when you are there to support them.

I have had situations where I had to fire two family members on the same
day. It was hard but justified. I have also had a difficult situation where I had
to severely discipline a family member and I couldn’t discuss the situation
with the other family members because they aren’t in management. With all
of that said, I still believe the positives far outweigh the negative.

After Mary Ann came onboard with us, her husband and son ended up
working with us. Their family is like our family. Daniel is like a son to me.
Mary Ann has helped us in a variety of roles, her husband Mark was our top
sales rep before starting his own business. Daniel started with us when he
was only 18 and served as my operations manager for three years.

Jim Bardwell was my special referral marketing agent who helped me
implement my referral marketing systems. He was with me for eight years
and did practically everything in my company before taking up that role. I
met Jim at an industry networking group and my positive attitude is what
attracted him to me. His words were, “Whatever that man has, I want!” (by
the way, this was the same group of negative guys who laughed at me and
asked me, “Who do you think you are, Zig Ziglar or somebody?”). Of course
Jim was one of the few positive people in the group, and we really hit it off.

He and his wife invited me out for dinner and asked me for a job. He
was working for a competitor, and I told him that I would have to call the
owner and ask permission; and second, I didn’t have a position. He told me
he was leaving the other company regardless, and as fate would have it, I had
to fire a guy the next morning. Jim came onboard and not only helped me
take my company to the next level, he also became one of my best friends in
the entire world. He has been one of my biggest cheerleaders. At lunch one
day after being laughed at by the other guys, he looked across the table and
told me, “I do see you as the Zig Ziglar of our industry.” A tear rolled down
my cheek because little did Jim know that what I am doing now was a hidden
dream of mine.
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Jim now works with one of my first Phenomenal Products clients, John
Browning, who is also one of my coaches and also one of my best friends and
biggest supporters. This is what is possible! This is why it is worth building a
phenomenal team!

I briefly mentioned Scott and Dennis previously. Scott came aboard as a
partner way back in 1997. I had met him at an industry function, too, and
we played golf together once and awhile. Well, I should say that Scott played
golf. I finally realized that whatever I was doing out there on the golf course
wasn't actually “playing golf,” it was more like the ball was playing “hide and
seek.” As we tooled around the course, we talked about the ultimate service
company and what it would look like.

We took on another partner as well. Dennis was also a colleague who was
in some groups where I networked. The three of us had a great eight-year run
in many ways, although we made tons of mistakes and built up a lot of debt.
Finally Scott bailed, and soon after Dennis and I collided. Dennis went on
to do training, which is what he loved. After a stint working with one of our
vendors, Scott came back to work with me and now manages the Adminis-
tration Department for all of my companies.

What you need to notice is that all of these people came from nerworking.
'l say it again, your most valuable skill as a business owner is the ability to
build a large network of phenomenal relationships. All of business is about
relationships.

My first and second employee were both with me about 20 years. The
only reason they didn’t stay with me was due to a lack of phenomenal lead-
ership systems. We went through some periods when I was absent and the
management team | had in place wasn’t getting the job done.

When you think about the Phenomenal Marketing Systems for clients,
think about it also in terms of attracting and acquiring the best employees.
Earlier you learned about positioning yourself as the only obvious choice for
your niche market. You must position yourself as the obvious choice as an
employer. You learned about referral marketing. Building your network and
offering a reward for a new employee works well.
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Client-based marketing—start with your existing team members. We
offer a $300 reward for a new hire. $100 when they are successfully hired,
$100 when they have been with us 90 days, and $100 when they’ve been
employed for six months.

Direct Advertising and Internet Advertising would personally be my last
choices for finding potential employees because I want to know someone who
actually knows this person. Michelle worked at a retail store that was closing,
and my wife happened to frequent the store. My wife referred the manager of
the store to me, who was not the right fit; but he referred Michelle who was a
manager under him. When someone refers someone who works under them
that highly, pay attention!

Phenomenal Compensation

One of the frequently asked questions I get as a business coach is, “How
do I pay my people so they will perform?” The answer, “You don’t.” Studies
have revealed that employees rate their pay behind four other more impor-
tant factors, such as 1) how they are treated, 2) whether they feel “in” on
things, 3) their benefits, and 4) work environment.

They may not verbalize this and may not even be aware of it, but the
fact remains that people stay because they feel they belong and you are add-
ing value to them. Of course you do have to pay them well; and if you don’t
handle this part right, you can have serious problems.

Many conflicts seem to arise over money-related issues, but my conten-
tion is that the conflict is actually due to a lack of communication. Be very
clear and upfront with your employees about pay issues.

How you pay is just as important as how much you pay. If you have the
right person in place who is onboard with the vision, mission, and purpose,
you can pay many ways and still get results. Some positions require more
incentive or performance-based pay to increase production.

Here are some pointers:
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1. Determine how much the position is worth. You do this by refer-
ring to your 12-month budget to determine how much you will
invest in the position.

2. Determine what impact the position can have on profits. Can
this position up-sell? Can it affect gross profits? Can it make or
cost a sale? Does this position generate prospects?

3. Break it down. I prefer to pay an hourly base and give bonuses on
extraordinary performance.

My good friend Ellen Rohr says, “If they bring it in on time and on bud-
get, they get to stay. If they bring it in early and under budget, share the gain
with them.” This creates a game that’s fun to play.

Keep the team informed of the score, and work together to create strate-
gies. In my service company, we post the sales numbers daily. They celebrate
successes and rally at the last minute if were behind to pull it out. We offer a
number of bonuses to foster that, but it’s all in the budget.

When we do events at Phenomenal Products, the staff works really hard
and really long. I always share some extra dough with them for that. They
would work hard every event, but this ensures that they’re watching the
numbers as closely as I am.

So the bottom line of pay systems is to treat them right, recognize them,
give them benefits, create a positive working environment. Pay them well on
top of that and you will be on your way to phenomenal leadership!

The Application Process

Before interviewing someone, have the person fill out an application. You
can get employment applications from a variety of sources for your state. You
want to have a system for this that doesn’t require you to be involved.

Since it’s a sales process, I don’t like to break the connection. If this
person is desirable, other people are going to be after him or her too, so you

need to act quickly on the application and interview process. Go slowly from
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there; this is “setting the hook,” so to speak. Once you bait the hook, you
don’t jerk too quickly, or you'll yank the bait out of the mouth of the fish,
you’ll bring in the wrong fish, or you’ll damage the good fish.

Have a simple application procedure where any employee can give the
applicant the required paperwork for your state, a copy of the person’s driver’s
license, and so on. If you don’t have employees or an office, consider a verbal
application or online submission form and check it often so you can set the
hook. Once the application is completed, and you have the drug screening
authorization, etc., you can review the application to see if he or she qualifies
for the position.

If you are at the office when the candidate comes in, observing the behav-
ior may give you an idea if this person is a good candidate or not (remember
the pot-smoking guy I spoke about earlier). If you want to interview the per-
son at that time, you can set the hook.

Phenomenal Interviewing

Remember that acquiring “internal clients” is a marketing process. You
have recruited them, now this is the first “sales call.” You are going to qualify
them and they are going to qualify you, just like in a sales process.

You may or may not have met them before. What is their first impression
of you? As I shared in Phenomenal Operations Systems, people make eleven
assumptions about you in the first 30 seconds of meeting you—Dbefore you
even open your mouth!

You want them to see you as the one and only person they would work
with, just like you want your prospects to feel that same way. So be sure to
follow these steps:

Be prepared.

Review the application. Have your questions ready. Don’t multitask.
Don’t be in a hurry. This is a very important event as it will set the tone for
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the entire employment experience. Make sure your office is neat and orga-
nized. No one you want working for you wants to work for a slob. If you
don’t have an office, meet at Starbucks or someplace like that.

Observe.

Was the candidate on time? Remember, this is probably the best you will
see. How are they dressed? How are they groomed? Any quirks that would
cost you sales? Is the person’s handshake weak? Too strong?

Ask open-ended questions.

Avoid “yes” and “no” questions unless you are just confirming informa-
tion. Let them talk! One of the biggest mistakes in interviewing and sales is
talking too much. Listen, listen, listen! Listen to the person’s responses and
pay attention to whether he or she is making eye contact or not. Is the person
confident? Too confident? Cocky?

There are many questions and many programs you can attend to learn
more about this interviewing process, but I have been successful with a few
basic questions:

* How are you today?

* Tell me about yourself...

* I see that you are applying for <position>?
* I see you are/were working at...

* What did you like?

* What didn’t you like?

* Why do you want to work here?

e Why should I hire you over someone else?

* Do you have reliable transportation? (It’s illegal to ask if they
own a car.)
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* Do you have a valid driver’s license?
* Do you have a clean driving record?

If you feel you want to hire this person, share the opportunity with him
or her. Begin by effectively communicating your vision, mission, and pur-
pose. One of the things I do is let the person know that there is a simple

two-part agreement that is important for us to work together:

Part one is that we care about their dreams and goals. Here’s what I say:
Other companies may treat you like a number and devalue you as a “human
resource,” but we care about you as a person. We want to put you on a track
to reach your goals and dreams. We've created a system where you can grow

and you can write your own check.

Part two is that we can’t provide that without reaching the company
goals: The company has goals, a mission, and a purpose. We have systems
that we operate by. When you help us implement those systems and fulfill
the mission, we can help you reach your goals and dreams. Otherwise we

can’t.

At this point, you will then go over:
* Job description

* Pay plan

* Benefits

e Work hours

* And anything else the person would need to know to make the
decision. You may want to conduct additional interviews or get

your team involved in the interview process before you make

the hire.
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Phenomenal Orientation

Orientation is a very important process for a successful employment
experience. Think about how a brand-new employee feels when they join
a brand-new team. Your job as a leader is to make sure the new hire comes
aboard successfully. All of your staff should be trained on how to treat one
another, and someone should have the responsibility of sharing the company
culture with the new person.

Since leadership is effectively communicating your vision (and values),
mission, and purpose, and the most powerful factor in an organization is
its culture, this needs to start on day one of employment. If this is not spe-
cifically and strategically managed, you will end up with a different culture
from the one you want. A specific orientation process designed to introduce
a new hire into the culture and to share the vision, mission, and values of the
organization is key.

The time frame will vary depending on what kind of business you have,
but a full day would be ideal. And if you are the positive, enthusiastic, leader
you should be, it would be phenomenal for you to do it. At least until you
get your entire team so steeped in your culture that they don’t know any
other way.

I know this can sound like a huge burden, but other than getting money
in the front door, there is nothing more important. In fact, if you don’t get
your team right, they can ultimately determine how much money comes in
and how much goes out the back door!

Schedule it.

If you absolutely cannot do it, at least take the time to train a model
employee to be a trainer and have them do it. Do not let just any employee
do this important task. Even a good employee can say something wrong. It
may be an innocent gesture said out of nervousness. This is the first impres-
sion of working at your company. It should be outstanding. The idea is that
the person is officially welcomed to the team and he or she feels the love of
the community.
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The following is a sample of what could be included in Orientation Day:

Welcome to the team.

If you have daily production meetings or the person starts on your weekly
staff meeting day, introduce the person in front of the group. Otherwise, walk
him or her around and introduce to each person individually. Say something
nice about each team member you introduce them to. This causes your new
employee to look up to that person and value them at a high level. If your
team member doesn’t deserve that, they shouldn’t be there! This also gives
your new hire a great feeling as he or she observes the positive enthusiasm.

Go over Vision, Mission, and Purpose.

This includes everything we talked about in the previous section. One of
the things I did when I became turnkey was to record a DVD that outlined
the vision and values, mission, and purpose as well as an orientation on our
basic processes. This was helpful for them to see the equipment and processes
before actually handling them.

Share the Organizational Chart.

This shows the new hire how the team fits together and shows the impor-
tance of every role.

The following items may have been covered in the interview process, but
they need to be reviewed again on orientation day. You want to make sure
there are no miscommunications early on.

* Go over position description. Make sure the person understands
what they will be responsible for, even though they may not
know how yet.

* Review pay plan.
* Review benefits.

¢ Review work hours.
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e Issue uniforms and tools.
* Review dress code policy.

* Issue and go over Employee Handbook. You want to be very
clear about the basic on-time policies, compensation policies,

social media policies, etc.

* Go over safety guidelines.

Ninety-Day Probationary Period.

Check with your labor attorney about establishing a 90-day probationary
period for new hires. This will be the best performance you will see. Are they
on time? Good attitude? Are they catching on? Are they learning?

Phenomenal Training Systems

Training is the key to developing good habits, instilling confidence, and
preparing people to grow to the next level. Most small business owners don’t
train their staff properly. There are many reasons—yours may include the fol-
lowing. Perhaps you're too busy working “in” the business to do it yourself.
You don’t have someone qualified to train someone else. It’s expensive. And
worse, if you've invested a lot of money and time into someone and then they
marched straight to the competition for better pay, you probably have a bad

taste in your mouth.

If you think it’s expensive and painful to train people only to have
them leave you, consider again this question by Zig Ziglar: “Is it better to

train them and lose them, or 7ot train them and keep them?”

I think we know the answer to that one. Get the negative emotion off the
playing field on this one. Understand that training is the key. Not only the
technical training they need to do their job, but training on customer ser-

vice and personal development is key. In fact, character training is the most
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important training of all. If we have character, everything else will follow.

We will do right by others, and we will want to better ourselves.

We use a variety of materials from Ziglar to train our staff on personal
development and sales. We use my materials to train them on customer ser-
vice, and of course you want to develop in-house training programs for your
technical work.

You can bring in outside trainers in your industry and take your staff to
training events. If there is a program complete enough in your industry with
step-by-step manuals, you may be able to bypass the entire process of writ-
ing procedures in certain areas of your business. For example, in my service
company, we have an outside group that developed training curriculum in a
specific area with a manual that goes with it. That department goes to Dallas

twice a year and we use their manual as our procedures.

Many times an outside training program will have procedures that you
don’t need or won’t be robust enough, but you can use them as your tem-
plates and build on them. When you can utilize programs that are already
done, you can save yourself a lot of time.

Training Principles
There’s an old saying for presentations that goes like this:
* Tell them what you are going to teach them.
* Teach them.

¢ Tell them what you taught them.

Training is about repetition and creating habits out of learning.
Another saying is:

e Tell

* Show

* Watch
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In other words: 7e¢// them what to do. Show them how to do it. Wazch
them do it until they are doing it consistently. This is where most trainers
fail. They don’t invest enough time actually letting the trainee do the process.

Tell

This is what is called the “cognitive” learning domain. For this you need
a teacher. 'This is about information. 1f you are learning to fly an airplane,
there will be some classroom (or video) time or time reading a manual, which
is important because you need to know the information.

Show

This is what is called the “psychomotor” learning domain. For this you
need an instructor. This is about building ski/l. You aren’t going to really learn
to fly just with information. You need to develop your ski/l.

Watch

This is called the “affective” learning domain. For this you need to create
experiences. This is about the trainee getting experience. You aren’t going to
be a phenomenal pilot without experience. Once your trainee has the skill,
you need to allow him or her to get experience (in a controlled environment).
This is where the right habits and the character will truly be built.

The KISS Principle

No, I'm not talking about the rock band (but wearing make-up and get-
ting into character is a phenomenal way to teach!). KISS stands for: Keep It
Simple Sam.

You thought I was going to offend you, didn’t you? Avoid giving too
much information at one time. The human mind can only absorb a certain
amount of information in one period. The more important thing is to prac-
tice the new information. Remember that training is about building habits.

When we train someone on a new process, we break it down into bite-size
chunks. For example, in my service company when we hire a new service per-
son, he or she starts with Orientation, which gives them the vision, mission,
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and purpose, and the basic policies. To help the person learn the procedures,
we break it down to one procedure per day. Then each day we refer to the
previous procedures and add a new one to it.

Think of baking a cake. We start by understanding what kind of cake we
are baking. We have a picture of what it should look like and taste like. We
know what flavor it is (this is your vision, mission, and purpose). Now we get
out all the ingredients for making a successful cake (these are our values and
our basic policies that ensure we live out our values and develop the culture
we want). In fact, a great pastry begins with the right culture.

Then we have the steps of actually creating the cake. These are our proce-
dures. Here’s how long you bake the cake, how long it has to cool (and why),
how to mix the frosting. The procedures are the how. Remember to connect
the procedures to the why (vision, mission, and purpose).

Once I have baked a few cakes in the presence of my trainer, I can now
bake a cake successfully on my own. The more experience I get at baking
cakes, and baking different cakes, the more it will help me to become a phe-
nomenal cake maker.

Give constant feedback. Don’t let the cake burn in the oven because you
don’t want to micromanage or you want to “teach them a lesson.” Don’t let
too much time lapse between practice. Repetition is the “mother” of learn-
ing. “Within 30 days, people forget 90 percent of what they have learned
unless it is repeatedly reinforced,” says Professor Albert Mehrabian, UCLA.

If you have a trainee who isn’t catching on, you must determine whether
it is an attitude or an aptitude issue. Is the person the right fit for the position?
Is your company suited for them? Did you make a bad hire? Or do you just
need to do more training?

Phenomenal Delegating

When you are delegating something outside of your team member’s job
description, there are some principles and steps I think will help you. When
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delegating a task that you haven’t specifically trained someone on, follow
these steps.

First, be clear about the outcome. Keep the different communication
styles in mind. Be sure to over-communicate when delegating. And remem-
ber the reason you are delegating. The reason you are delegating a task is so
you can multiply your output. This frees you up to do other important things
to reach the vision, mission, and purpose.

You want the person to take full ownership of the task. You are there
to guide and coach, but if you have to micromanage it, there isn’t a reason
to delegate it. An unpopular but very effective technique is called “benign
neglect.” In other words, you intentionally become unavailable at times. This
trains your staff not to rely on you for every single thing they need. Now you
certainly would not do this if they did not have what they needed in the way
of procedures, tools, and support. And someone needs to be in charge in case
of an emergency or a breakdown in systems. That does not always have to be
you. You can also set it up so only a certain person or persons knows how to
contact you and where you are.

Another mistake made in delegating is “buying it back.” In other words
you give your employee a task that he or she finds difficult. The mistake
many managers make is that they take it back and say, “I'll handle it myself.”
Even though there may be times that is appropriate, don’t make that a habit
because it teaches your employees that if it is hard, they can just give it back
to you.

Rather, it is very healthy to help them work through a difficult task, and
they will eventually adopt that value system in the future. When they have
difficulty, ask, “What are you going to do about it?” At first they may say,
“Me?” You then explain why you want them to work on it instead of you, and
that you know they can do it.

There are also cases in which your delegates don’t really understand what
it is that you want. In this case, rephrase, and refocus your instructions in
different ways for different communication styles so they understand. This
is a natural process due to different communication styles, behavior styles,
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and personalities. Don’t feel that something is wrong if you have to do this

sometimes.

Daily or weekly reporting and checklists are great ways to keep everyone
on track. I meet with my team once a week to make sure our projects are
moving forward. You may want to keep a running list on a simple Word
document, you may want to use email, or a handwritten to-do list that is
checked off and returned to you. Make sure you have a follow-up system such
as this to make sure your delegations don’t get lost in a black hole. Having a
follow-up system to recap progress also helps you to keep from overloading
your employees. Between their job description, which may have a checklist

of daily duties and their to-do list, you can get a clear picture of their load.

Phenomenal Coaching Systems

The goal of Phenomenal Leadership Systems is to develop a community
that has completely bought into your vision, mission, and purpose. They
know their position and exactly what to do every day. But the reality is that
human beings will miss the mark for one reason or another, and most lead-
ers, managers, and supervisors don’t know how to handle it in a responsible,

positive manner.

All team members (including you) have developed their own ways of
solving conflicts over a lifetime. We must teach them our protocol for com-
municating, and it is especially important when dealing with them about

performance or attitude issues.

Disciplinary Principles

Always discipline in private. I have made the mistake of bringing some-
thing negative up publicly many times and it never works out right. Even if I
don’t mention a name, there is a negative reaction that decreases performance

instead of increasing it.
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It's always about the vision, mission, and purpose. Always. Keep your
focus on the performance as it relates to those three things. In the event of
theft, lying, sexual harassment, drug or alcohol abuse at work, and things of
that nature, they are immediately released. The following doesn’t apply in
that case.

Determine the difference between desired performance and actual per-
formance by asking questions! Just like sales, asking questions is the very best
way to get people to “own” something. In this situation, you are selling ideas
and concepts and you want them to “own” their behavior. So the selling pro-

cess is the same. Ask good questions.
Ask questions like these:

* “Can you tell me about (whatever the situation is)?” This ques-
tion brings attention to the issue without judgment. There may
be things you are unaware of. I've made assumptions in the past
that were incorrect and judged people before they even had an
opportunity to explain. Once I knew the actual circumstances, it
turned out they didn’t do anything wrong.

* “Do you understand that this is your responsibility?”
* “Do you know how to do it?”
* “Do you have the resources you need to accomplish it?”

* “Do you have the time to do it?” Many times they will use this as
the excuse, so you can go back to the training and go over how
they are using their time to determine if this is a legitimate issue
or not.

Sometimes it’s a systems issue. If the system has been changed or the
work flow has changed since the system was developed, a systems change
may be needed. There may be issues with the system or things that others are
doing that are affecting the outcome. I need to know that.

Determine whether it is an attitude issue or an aptitude issue.
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Once I have covered the questions about knowing their job and having
the time and resources to do it, and I have considered whether I have the
wrong behavior style in that position, I need to explore whether or not the
person is having an attitude challenge. I might ask, “Is everything okay?”
Sometimes, there are personal issues at home or with relationships that get
in the way of work. Sometimes people develop addictions or have financial
problems. Hopefully these will surface before you have to get into a disci-
plinary situation because you are really always coaching and leading, but
sometimes they don’t surface until later. Usually because the supervisor isn’t
paying enough attention to pick up on the situation. Since I am a turnkey
business owner, I rely on my managers and supervisors to warn me that
something is amiss or someone is veering in the wrong direction.

Get their agreement to change.

Once I have covered these things, I will ask a final question: “Are you
willing to get this done in the way it is supposed to be done?” If the response
is in the positive, I shake the person’s hand, look him or her in the eye and
say, “Great! I'm counting on you.” By the way, the eye contact and handshake
is very important because the person is giving you his or her word to change.
And your words of expectation should be positive. Avoid the feeling to say
something degrading. That tendency shows you don’t value them at the level
that you should.

If we have to visit the issue again or other issues come up, we go into a
formal disciplinary process that ends up with the person being restored, quit-
ting, or being released.

Once you enter into a formal disciplinary process, you want to have a
witness, and you should record everything in writing. Please note that none
of what is written in this book is legal advice and shouldn’t be construed
as such. Please consult a labor attorney before using any of the disciplinary
principles in this book.

At this point, we either have a serious aptitude issue and they need
training or to be moved to another area, or we have an attitude issue. If you
have exhausted all of the issues and you feel that they just don’t want to do
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it for some reason, or their personal distractions have come to an unman-

ageable place, you will need to address it.

Ask this question, “Are we the right fit for you?” In other words, don’t tell
the person you don’t think /e or she is the right fit. If you are requiring a high
level of commitment in work and attitude, they may not be up to it. It may
not be the right fit. And that is okay, because you have developed a phenom-
enal leadership system that consistently attracts and keeps the very best staff

members. There is no room for those who aren’t ready to play at that level.

The Value of Daily Coaching
and Mentoring

People are creatures of habit. We love routine. We hate change. Your
employees develop work habits, and they develop them quickly. Before long,
they are in a routine. Sometimes the wrong routine! When we hire people,
we prefer them with no experience. The reason is that they have built habits

that they won’t change.

The key is to get your employees started off the right way, and to coach
and mentor them daily. If there is a change of procedure, then you must not
only tell them and show them, but you must also inspect them on a daily
basis. Expect only what you inspect! It is very true. If you are not watching
what is going on, people seem to drift. If you drift just a little over a long
period of time, it won’t even look like the original procedure! Its like a copy
of a copy of a copy of a copy. The most recent copy doesn’t look like the mas-
ter because it was not a copy of the master. It was a copy of a copy that had

developed some imperfections.

If you draw a straight line all the way across a chalk board and then draw
another one above it and point the line only a couple of degrees north, the
end of the line will be a long way from the end of the straight line. It starts
out only a couple of degrees off, but the farther you take the line, the farther
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offitis. It’s the same with your employees. If they get off track a bit, over time
the effect can be huge.

A bad habit is like a bad golf swing or an improper swing of a baseball
bat. If you continue to use that swing, you will form a habit that is hard to
break. Here’s the scary part. If you are having fair success with that swing,
you will be hesitant to change. Why? One reason is that it is uncomfortable.
But another reason is the fear of loss. What if I do worse? The fear of loss is
one of the most powerful motivator known to humankind. It’s working, why
change it?

In the case of an employee doing something the wrong way, even when
we point out that we are losing money or emotional equity with our clients
(your brand) or whatever, unless it is hurting their pocketbook, they may
not have the motivation to change. They will be uncomfortable doing it a
different way.

The way to change that mindset is with daily coaching and mentoring,.
Go over the procedure again and again. Drill your employees. And of course
you must have written procedures and you must have already shown them
how to do it and watched them do it. After that, you must reinforce the

habit daily.

As mentioned previously: “Within 30 days, people forget 90 percent of
what they have learned unless it is repeatedly reinforced.” Ninety percent?
Wow! It has to be repeatedly reinforced.

I want to remind you of something I have taught in my book 7 Secrets of
a Phenomenal LIFE. Every person has a “filtering process” when they are pre-
sented with a new idea that requests change on their part. These are “stages”
that people go through. They filter the idea through their bank of experiences
and values.

This is not something that is intentionally done. It is a subconscious pro-
cess that manifests in action or inaction. In other words we do what we value
deep down, regardless of what we say. We might say that we want to lose
weight, but we take contrary action such as eating a bowl of ice cream right
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before we go to bed! Why? If we really wanted to lose weight, we wouldn’t
eat the ice cream right? The truth is that our subconscious value system wants
something that takes precedent for the moment. It is a more urgent need.
It is desperate to be filled. The problem is that we don’t know what the real
emotional need is, because it is buried, and we may never dig it up! So we eat

the ice cream.

Now imagine if your personal trainer was sitting in your den with you.
When you were tempted to eat the ice cream, the trainer reminded you of the
real truth. The truth is that you don’t really need the ice cream. It’s an emo-
tional need that cannot be fulfilled with ice cream. In fact, you are going to
feel worse after eating the ice cream. Tomorrow morning you will feel badly,
and it will affect your performance in other areas. So your coach, your men-
tor, your personal trainer helped you stay on track. You drink a large glass of

water instead.

Obviously we cannot be with every employee every moment of the day,
but we (or someone) can be in constant touch so there is enough interaction
to keep people on track. A special note: This will not happen only by “tell-
ing” people what to do in meetings. To help them change habits, you have
to be sitting in the den once and a while when the temptation to get the ice

cream occurs.

The six steps in the “filtering” process are:
. nawareness. You just aren’t aware that the concept is important.
1. U Yo t

2. Awareness. You become aware that it is important, but you haven’t

come to a place where you are willing to change.

3. Willing to change. Now you are willing, but you don’t have the
support or the “will power” to make it happen.

4. Controlled attention. Now you begin to get somewhere. Most of
the time you do it right. Most nights you don’t eat ice cream, but
if you have a bad day, you might break down.
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5. Commitment. This is the minimum level where you want all of
your employees. At this level, you get consistency. It has to be an
unusual situation where they would deviate. You would have had

a monster of a day to give in to the ice cream.

6. Characterization. 'This is the ultimate level. At this level, you
wouldn’t eat the ice cream if someone had a gun to your head!
You have come to a place where the value of health dramatically
overrides your physical and emotional cravings. In fact, because
you have thoroughly trained yourself, the old habit has been

replaced with a new habit.

Understanding that everyone goes through this filtering process to build
habits is important, and daily coaching and mentoring helps your team build

the right habits.

The Write-Up

If you haven’t been able to turn things around with coaching, it’s time to
begin the disciplinary process. Please understand that the goal of this process
is to restore the person to performance. It is also important to have a paper
trail in the file at this point. Refer to a labor attorney as it relates to all of

these things. This is not legal advice.

Sit down with the employee with a witness. You need to have a formal
document that describes the desired performance as it is outlined in the job
description and the policies and procedures. Make notes of what you talked
about and what the employee has agreed to. The document states that if you
have to revisit a lack of performance within a specified period of time, the

person will be given “Decision Making Leave.”

Decision Making Leave is the opportunity for the person to take leave

for one day (with pay) to decide whether to comply with the policies and
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procedures or to quit. My goal is to help the person quit so I don’t have to
release him or her.

If you maintain your Phenomenal Leadership Systems properly, you
won't have to even get into this process. It will be a mutual agreement for
the person to move on. But there are occasions when you have allowed
people to stray or they refuse to grow or they make poor judgment calls,

and you have to release them.

If he or she doesn't return to acceptable performance, you give the person
leave (with pay) to make a decision whether your company is a good fit or
not. It’s okay if you aren’t a good fit for the person. A phenomenally success-
ful company is not for everyone. It takes a phenomenal attitude, hard work,
and constant learning and stretching. Everyone doesn’t want that.

Have the person take the day off and come back the next day with a deci-
sion to either comply or quit. If the person chooses to stay, he or she has only

one more chance to get it right.

How to Release Someone and Remain
Best Friends

This issue is probably the biggest reason small business owners don’t
build a team. The pain, agony, and potential outfall of firing someone is too

much for them to imagine. It isn’t easy. I've had to release people I loved.

One of my best friends in the world is Jim Bardwell. He was my special
agent for eight years. He did practically everything in the company and
eventually became my top referral marketing agent. He took that position
to an entirely new level. He had the vision, mission, and purpose down to

a science.

But after eight years together we both knew it was time for him to move
on. In that case, it was a mutual, positive event. He is now living his dream

in Nashville. He has found his groove and we have been blessed. This is the
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kind of outcome you want. The goal is for both of you to understand that
the personal relationship is separate from the business relationship. It doesn’t
mean you don’t have a personal relationship, it just means we understand
that we might be best friends but can’t work together. There are lots of people
who work for my company with whom I don’t have a personal relationship.
And that’s okay. It’s not required. They fulfill the vision, mission, and pur-
pose. And that is what is required.

I've had to release people for not performing, and I've had to release
people who simply did things that were wrong and they deserved to be fired.

No matter what the situation, it’s never fun.

This is just another reason your dream has to be compelling. Sooner or
later you’ll have to endure ugly things for your business to grow. Having
systems in your business—especially good leadership systems, will help you
avoid much of the heartache; and when you do have to let someone go (or
help them quit), it will be obvious to everyone that you did what’s right. As
the old saying goes, “A smooth sea doesn’t make a great sailor.”

So when it comes down to it, if you have done your coaching properly,
it shouldn’t be a surprise to the person, unless you find out about something
that warrants termination. If that is the case, bring the person into your
office with a witness and simply say, “Effectively immediately you are ter-
minated from employment.” Simple as that. Nothing more, nothing less.
Accompany the person as he or she gathers personal belongings, or let the
person know when he or she can come back with an appointment to get his

or her personal belongings.

If you say anything more, you open yourself to an array of potential
issues. It’s best to cut it off just like that. If you have a personal relationship
outside of work, you can preface it with “My goal is that our relationship
outside of <Your Company Name> will continue to prosper, but effectively
immediately you are terminated from employment.” I have done this both
ways and can tell you from experience that doing it any other way just hasn’t

worked in my experience.
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The Greatest Leadership Message Ever

Across the United States small businesses and large corporations alike
struggle with the same issues. Cut-throat competition that is selling “below
invoice,” customers who don’t want to pay the advertised price, employees
who don’t want to do what management wants them to do, customer ser-
vice is non-existent and management is frustrated because it doesn’t have the
resources needed due to a tight budget.

Employees don’t care about the company and they don’t care about the
customer because they don’t feel anyone cares about them. Companies think
they can’t afford the “luxury” of recruiting and training the right people, so
mediocrity reigns. Many companies that fit this profile struggle to make a
profit. The result is a frustrated management team, resentful workers, and
disappointed customers.

While the typical business is warring over price, cutting budgets, and
desperately trying to find “good” people, Starbucks has loyal customers
standing in line happily paying $4 for a cup of coffee—a commodity that
has been around since Ap 1100 when Li Kau Fi brewed the first in China.
(Or when John Coffee served up the first cup in England, whichever story
you want to believe.)

Employees over at Southwest Airlines are on a fervent mission to make
sure the company achieves its vision. They love the company so much they
seem like multilevel evangelists. And Nordstrom continues to build upon
their legendary customer service.

How have companies like this managed to rise above the mediocrity that
rules in the typical company? Why is it that their employees and their cus-
tomers love the company? What do these companies have in common (other
than being extremely profitable)? Do they have something unique? Is it just
great marketing? Is it just great management? Is there one simple concept
that can bring all of the proven strategies of building a phenomenally suc-
cessful business together?

The answer is found in the word “communiry.”
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A Longing for Belonging

What truly sets these companies apart is they have created “community”
in their businesses. Community is a word that has many meanings for many
people. We often refer to community in the context of our neighborhoods or
our local area. We sometimes refer to groups of people as community—the
Hispanic community, for example. We talk about the global community and

even a virtual community as it relates to the Internet.

My definition of community goes much deeper than just a group of peo-
ple or a neighborhood: community is the sense of belonging for which all

humans hunger.

Every human being has a “longing for belonging.” We are created that
way. We have a need to be connected to other people. We have a deep desire
to be part of something meaningful—something that makes a difference.
The longing for community is the reason people join clubs. It also happens
to be the reason people join gangs. Humans have the need to identify with
a group of people who accept and love them. A group of people who belong
to each other and walk through life with one another through victory and
defeat.

The family is the first community that a person belongs to, but commu-
nity as it once existed in the United States has all but vanished—the idea of
having dinner as a family and being deeply involved in one another’s lives,
truly enjoying one another’s successes and enduring one another’s failures is a
challenge. The idea of giving up our own rights to serve others—we have lost
this essence of community in family; and therefore it does not exist in our
businesses, churches, and institutions for the most part. Our organizations

today mirror the way we live our independent lives.

Yet as we pursue our rugged independence and our individual rights,
deep down we all long to experience community as we once did. The scarier
part is that many of the younger people today (your new workforce), doesn’t
even know what community feels like!
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Single parents, latch key kids who are now adults—they have not felt
true community. They have not felt the love and encouragement that true
community can bring. But they long for it. They may not even know what
to call it or even how to explain it, but the feeling is definitely there. They
need to be loved. They need to be accepted. They need to be recognized.
They need to be part of something that means something. They have a long-
ing for belonging.

Building Community in Your Business

If you understand and implement the principles of building community
in your business, you will be able to do something for others that you may
have never done before—help them experience the very thing they long for.
The very thing every one of your employees desperately wants and needs—
and will do almost anything to get. Your business can be the first place they
ever truly feel connected and needed. You have the unique opportunity to
give them the feeling of being part of something bigger than themselves.
Your reward for that is your employees will begin to love your company for
it. They will become your biggest evangelists, which in turn creates loyal,

high-paying clients who increase your profits.

Keep in mind that your employees may not even know what they are
looking for, but be assured they will know it when they feel it. When they
experience community that you foster in your company, they will respond.
There will be a few who won’t, but if you do it right, it will be only a few, and
that handful will quickly move on.

Finally, chances are you may not have experienced true community your-
self. Chances are you are longing for true community and trying to fill that
void with hobbies and business deals. If you do not understand and operate
in community yourself, I can promise you that your people won't either. If
you are not open and honest, they won’t be either. If you are not commit-
ted to the vision and mission, they won’t be either. If you talk badly about
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customers, they will too. As the owner or manager, you will have to partici-
pate in community just as you expect your employees to participate.

Living in community and doing what is required won’t be easy. If it was
easy everyone would do it. The very reason that most companies are ordi-
nary—mediocre, just getting by and complaining the whole way—is because
they don’t understand what community is and they won’t commit to com-
munity values even when they think they understand them. Too hard. Too
difficult. Too much work for an intangible result.

But you, on the other hand, can rise above the mediocrity. You can expe-
rience the exhilarating feeling of not only belonging to an extraordinary
movement, but you will be at the helm. You will be recognized as the one
who led the charge. The one who changes your business and changes your
industry and has a profound and positive impact on many, many lives.

The only way you can begin to create a positive community—one that
will give you what your clients and employees want—is to be transparent
with one another and begin to develop “the way we do things here.” Your
community system includes your mission, your values, your goals, your pur-
pose, and the policies and procedures of your culture.

If you think about the Amish community as an example, there is a cer-
tain way they do things. Certain values they have. You may or may not agree
with it, but that doesn’t matter. What matters is that you create a compelling
mission, vision, and purpose for your company and begin to craft the values
you want to live out. Each step that is created in marketing, sales, and opera-
tions of your business must be carefully crafted from the mission, vision, and
values of your company.

Is it easy? No. But if you don’t do it, someone else will define your com-
munity experience for you, and that usually doesn’t work out so well.
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Chapter 10

The Number One Reason Most Small
Businesses Don’t Grow

(or do as well as they could)

I shared a Japanese proverb earlier that says, “Vision without action is just a
daydream....” I was speaking to a group one time and my friend, Kirby Lam-
mers who was in the audience, chuckled and muttered “FT1.”

[ asked him what it meant. He said a speaker he heard once called it
“Failure To I mplement.” Many times you know what to do and how to do it,
you just don’t do it. After coaching hundreds of business owners and address-
ing thousands, I have found that FTT is the number one reason that small
businesses don’t grow or do as well as they could.

Small business owners are so overwhelmed, distracted, and just trying
to pay the bills that actually implementing anything additional can be
daunting. This book is chock-full of phenomenal systems and strategies
that can help your business; but if you don’t use them, they obviously won’t
do you any good. These systems and strategies have literally revolution-
ized small businesses around the world, but it only happened because they
overcame FTT.
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So, what causes FT1, and how can you overcome it?

The Four Golden Keys to
Implementation

Key #1: Inspiration

Have you noticed that the most successful small business owners are
excited about the future? Have you noticed they are focused on the possibili-
ties rather than just the problems? They see something others don’t see. They
have hope for the future because they 4now they can grow the business. They
know they can improve their lives.

I call that inspiration. Inspiration is different from motivation (in my
mind). Motivation comes from external forces. You've got to make payroll,
so youre motivated to close a sale. Or you get to go to Hawaii, so you are
motivated to make that happen. Motivation is created by external forces that
may be positive or negative. A reward or a penalty.

But inspiration (in my mind), is something that is kindled on the inside.
Inspiration happens when you actually see a compelling vision for the future
that creates desire to reach that dream. Your dreams fuel your life. No dream,
no fuel. No fuel, the vehicle doesn’t move.

I am convinced that one of the biggest limiting factors is lack of vision.
The lack of a dream equals the lack of desire. When your imagination cap-
tures a compelling vision for your life and you connect the success of your
business vehicle to it, you now have something to work with.

If there is no dream, why would you want to do the hard work in this
book? You wouldnt. And you won’t. So you must develop a compelling,
inspirational vision for your life. This will create the desire (the fuel) to move
your vehicle forward.

Business owners suffer from many distractions, a lack of focus, and a lack
of discipline. Many aren’t organized or motivated. If that’s you, it’s because
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you aren’t inspired. If someone called you offering an all-expense-paid trip to
Hawaii for two, but you had to leave tomorrow, you would get pretty dog-
gone focused and disciplined all of a sudden. You see, that picture of Hawaii
created desire. So keep searching for your dream. What would you dream
about if you could not fail? What would your perfect day look like?

Finally, stay positive by putting inspirational information into your mind
every day. Avoid talk radio, television, or conversations that don’t inspire you.
Don'’t ignore your family, just try to avoid getting into negative or useless
conversation.

When your feet hit the floor each morning, focus on the possibilities
rather than the problems. Focus on your goals. Focus on your vision. Every
day. Refuse to be negative.

Key #2: Organization

Many years ago, I began a daily habit that serves me well to this day. I
started carving out an hour in the mornings to work on my projects—to
implement. I call this time my “Time Capsule.” This is a capsule of time
that I take every day (except Sunday) to focus on my top projects and take
action. During this time, I don’t take phone calls and I don’t get involved in
anything but working on my projects. The only person who can contact me
during this time is my wife. If you have a key staff member who needs to be
able to contact you because you are still working “in” the business, let that
person know how to contact you, but to only contact you during that time if

it is truly an emergency.

The best time for your Time Capsule is early in the morning before
anyone else is awake. Especially if you have young children. Once you get
involved in the duties of the day, it’s difficult to get back to your quiet time.
Make a pact with yourself and impose a rule that you can’t do anything else
until you've done your Time Capsule. You may groan at having to get up an
hour earlier, but I would ask you if your dream is compelling enough. Do

you have a dream? What do you get if you take massive action? What will
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the outcome be if you actually implement the things you need to implement?
What is the cost of nor doing it?

Impose a sense of urgency upon yourself (like the trip to Hawaii) and
pretend you are going on vacation tomorrow. Do that every day. Speaking of
vacation, I love the beach and one of the things that helps me is to have a trip
to the beach planned each quarter. I know that if I work really hard for three
months, I have a nice reward at the end of it. Put your vacation in your plan

and use that as a source of inspiration.

Focus on the biggest return-on-investment (ROI) projects. Once you've
taken the Born 1o Win Business Assessment to see where you are now, pick
four projects to build your systems. Pick the four strategies that you know
will move your business forward in the next 90 days. Pick those that you

know will help you reach your sales goals.

When you get overwhelmed, busy, and distracted, refocus by going back
to the Phenomenal Four Projects. Work on those every day during your Time

Capsule. Take action on your projects every day.

Key #3: Training

Zig Ziglar said, “You were born to win, but to be the winner you were
born to be, you must plan to win and prepare to win before you can expect
to win. But if you plan to win and prepare to win, you can expect to win.”
Training is preparing. Training is learning and practicing these strategies
until they are second nature. Continue to practice until you develop the ski/l.

Learning these strategies is a good start, but you've got to get in the ring
and spar. You've got to train as hard as you fight. So often small business
owners use the strategies incorrectly or they cut corners. You must discipline

yourself to learn and flesh out the systems in the real world.

U ¢ most important key to implementation. I've saved the best for last.
Above all, the last key is the most important. Only the rarest of business

owners are successful without this one...
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Key #4: Support

Every business owner needs support, encouragement, and accountability.

Support means that you have a group of people around you to help you
fulfill your vision, mission, and purpose. This will include your staff, but also
should include your peers, and you need a coach.

Encouragement means that you have a group of people around you who
remind you that you can do it. Zig Ziglar said, “Encouragement is the fuel
people run on.” I am so grateful for those around me who show me that I can

do more than I can ask, think, or imagine.

Accountability means that you have a group of people who are there to
ask you the tough questions. Have you done what you need to do this week
to reach your goals? Are you staying focused on your goals? Are you working
your plan? Are you developing your systems? Accountability is huge. I am so
grateful for those people who are tough enough to ask the tough questions. I
don’t always like it, but no pain, no gain.

I am so grateful for the mentors, coaches, and consultants I have been
blessed with in my life and business. We need people who have our best
interest at heart, not just someone who has knowledge. You can be inspired,
organized, and have the best strategies, and still not implement. The reason?
You work for yourself. You aren’t accountable to anyone. You may not be

getting the support and encouragement you need from those closest to you.

If you're like me, I've worn my wife’s ears off with business stuff for over
28 years. One day I had a big dream that came to my mind. It was a doozy! 1
was standing in the kitchen unloading the dishwasher (I unload, she loads—
that’s our deal). As this dream came to me, I began to share it with my wife.
It was so big and so exciting that as I shared it with my wife, I had my eyes
closed and both my hands in the air. I said, “Honey, I see us doing...” as I
drew the picture of the dream in my mind. She had her hands on her hips,
tapping her foot, and when I finished she said, “I've got a dream too, of you
unloading that dishwasher right there!”
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Don’t get me wrong, my wife has been my biggest supporter. It was a
friend of her family from whom I got my original idea. She gave me my first
Rolodex (remember those?). She referred her friends to me. She was very suc-
cessful in sales and helped me make payroll many times. She went out and
worked with me. She endured my foolish escapades and massive debt build
up. But as she says, “I always knew you had potential, it just took a long time
to train you!”

In many cases, the business owner has drawn the spouse into the busi-
ness, and the working relationship isn’t very positive. The challenges of the
business are brought home to the dinner table. This creates many pressures.

Other business owners are helpful, but don’t have the skill to lead us
where we need to go. They can share helpful strategies and resources, but
they don’t get paid to keep us accountable.

You need a coach. Professional athletes have a coach. In fact, they have
more than one. They have coaches for specific areas.

As mentioned previously, the original definition of a coach came from a
carriage—a medium to get you from where you are to where you want to go.
Think of the stage coach of the Old West. Small business owners desperately
need coaches in their lives to support them, to encourage them, and to hold
them accountable.

I’ve used many coaches and consultants in my career. I shudder to think
where I would be without the support, encouragement, and accountability of
my coaches. When my company was in a financial mess, I reached out to my
good friend Ellen Rohr. As a consultant, she came in and helped us get our
financial system in order. This is what I needed. Hands-on help to keep me
accountable to the goal that I said I wanted.

Another example is Mark Ehrlich. Several years ago I felt I needed some-
one I could rely on to help me get where I wanted to go. Someone who had
already been there or had walked with someone who had. Mark had worked
on and off with Michael Gerber since 1977. I first met Mark when Michael

spoke at my conference the first time. Mark helped me find my unique gifts
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and held me accountable to the dream I had. Both these people made a tre-
mendous difference in my life and business.

About nine years ago I got really healthy. I lost 50 pounds and became
very fit. I had a certified nutritionist who taught me what to eat and when.
As long as I did what she said to do, it worked. I saw her on a regular basis
and that kept me accountable to eating right. I had a personal trainer who
came three days a week. I was so fit that I could easily do 50 push-ups. I was
lean and very strong.

But then I did something really dumb. I got bored with my trainer, and
I didn’t want to work for it anymore. My trainer was frustrated because
I wouldn’t do the work. I got lazy. Before too long, I stopped training. I
figured I would do it myself. I play extreme basketball every Sunday, and
I figured I could find a place to play basketball (something I loved rather
than the boring routine of strength training) a few times a week. I could
ride my bike.

How do you think that went? Not good. It wasn’t long before my legs got
weak, and I blew out my knee playing basketball and had to have surgery.
This put me out for over six months. I started gaining weight, feeling lethar-
gic again, and began cheating on my diet (I was now having my supplements
shipped rather than meeting regularly with my nutritionist). The end resul,
my gut began to grow back.

At this writing, my weight is still down by 25 pounds, and I'm relatively
healthy. I still eat pretty healthy foods, and I exercise by playing basketball,
walking, and riding my bike. But it’s not the same. I want to be super fit, not
just average.

What about you?

Do you want to be phenomenally successful in your business? Or just
marginal. Have you tried to go it alone for too long? Have you proven that
you need support, encouragement, and accountability? Have you proven that
you most likely won’t do the things you need to do? Are you ready for sup-
port, encouragement, and accountability?
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If your answer is “yes,” I have some phenomenal news for you...Phenom-

enal PODS.™

The driving force behind the massive success small business owners are
having around the world with my systems is due to a process I call PODS™
(Power Of Discovery Systems™). Our members meet in small groups of less
than 12 people every week over the phone to get support, encouragement,
and accountability. Each member reports what they have implemented for
the week. The coach gives feedback (support), gives them a pat on the back
(encouragement), and asks them about the goals they said they wanted to
achieve (accountability).

I have found this to be an extremely ettective method for long-term imple-
mentation. During this process a number of amazing things take place:

1. Members are accountable. They commit to implement the things
they said they wanted to accomplish. After all, who wants to
show up and admit to the group that they didn’t do anything?
No one.

2. Members get feedback. When members implement, they get vali-
dation, feedback, and “Way to go!” Who wants that? Everyone!
As Zig said, this is the fuel we run on. We don’t get enough
encouragement as small business owners. We just get to deal with
all the problems.

3. Members discover they aren’t alone. Other business owners are
dealing with the same challenges they are.

4. Members are encouraged by success stories—when someone on
the call has a breakthrough, it is shared with the other members
on the call.

5. I e Power Of Discovery. The biggest advantage of small groups is
that the facilitator doesn’t teach. Instead he or she facilitates. As
the group processes the open-ended questions and report in, they
“discover” things. And when you find something, you own it.
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The power is in the fact that no one told you that you had to do
something. You discovered it on your own. When you discover
it, you are much more likely to implement. The facilitator and
the group are there to spur you on—to support you, to encour-
age you, and to hold you accountable to the things to which you
want to be held accountable.

Community is created. The most wonderful thing about PODS™
is that the group develops a sense of community—that we are
on this journey together. This sense of belonging is deepened as
our members attend our live conferences. They build friendships,
compare notes on how they are implementing the systems, and
they care for one another.

Massive business growth and life change. The PODS™ coupled with
learning these systems is revolutionizing small businesses around
the world. The success stories are truly phenomenal!

See Phenomenal Testimonials of PODS Members at
www.HowardPartridgeInnerCircle.com
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