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Mindset — Business Truth

To have a Better Business You have to Become a Better Owner!

Personal Growth Business Growth

Performance
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Mindset Matters!

"The starting point of all
achievement is DESIRE.
Weak desire

brings weak results,
just as a small fire makes a
small amount of heat."

Napoleon Hill
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Why versus How?

“Without an adequate
answer to the question

‘WHY?

any price is too high”

—
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Why versus How
What do you really want?
And Why do you Want it?

e | want total control of my time

e | want to make lots of money

e | want to build a business that could run on its own and pay me whether | was
there or not.

e | want to help lots ofpeopleand | knew that if | could do this | would do okay.

Focus on the Why - Figure out the How!

Take Action Results
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Pain or Pleasure
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Mindset - Vision
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Mindset - Vision
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Roadmap to Results

Roadmap to Results "Connecting the Dots"
to PROFIT, FREEDOM, LIFESTYLE

Roadmap to Results — The How!
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Mindset - Success Continuum

M2A2 — Measure, Monitor, Adjust, Adapt!
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The Mastery Continuum

incelleciual . RN Emotional  SENN Physical

Training Coaching Leadership
Formal & Immersion & Habits &
Informal Repetition Behaviours
I Can Do That! I Did That! I Am In The Zone!
Systems run People run You Lead your
your business your systems people
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Mindset - Leadership

Leadership is all about influence or getting
others to do what they might or would not
otherwise do without your leadership.
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Mindset - Leadership Continuum

I Self Aware
Lead Leaders
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Mindset - Leadership Continuum

Business | Personal

Not a Popularity Contest

That is an Order!

LD
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Mindset - Leadership Continuum

e ' Do the Right Thing!

Self Aware Truth to Power

Develop other Leaders!
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Mindset - Leadership Continuum

I Self Aware

« Consultative Leadership

» Avoid Hasty Decisions and Direction
* Voice, Veto, Vote

* Leadership is a Learned Skill

* Focus on your Team

Take Action Resylts
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Mindset - Leadership Continuum

I Self Aware
Lead Leaders
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Mindsets to Practice Daily

Self Trust Mindset
Goal Setting Mindset
Patience Mindset
Courageous Mindset
Focused Mindset
Positive Mindset
Learning Mindset

NouUkwbhRE
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Mindset for Success

r

e

| was an overnight success If you really look closely most
alright, but 30 years is a long, overnight success took a long
long night time
Ray Kroc - McDonalds Steve Jobs - Apple
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SUCCESS  SUCCESS

WHAT PEOPLE THINK ~ WHAT IT REALLY

IT LOOKS LIKE LOOKS LIKE

=

Take Action Results
Profit! Freedom! Lifestyle!

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

22



Take Action

Prafit! Freedam! Lifestyle!

Stages of a Business

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

23



Take Action Results

Escape Overwhelm — Build a Better Business

The 5 Stages to Business Success

: Independence

Al

Disorder I
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The 5 Stages to Business Success

Stage 1 - Launch

v’ Starts with an Idea
v" Must have a Business Plan
v’ Start with Vision
v Develop a Strategic Plan
v Build a Revenue Generation Plan
v" Do the Math!
v Include Revenue, Expenses and Profit Projections

Take Action Resylts
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The 5 Stages to Business Success

Stage 2 - Disorder

v Not all will go through and not always about money
v Must have these Systems (remember the E -Myth)
v" Marketing System
v' Sales System
v" If you have or will have a Team
v Team Building System
v" Team Work System
v" May require highly specific Breakeven Plan

Take Action Resylts
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Stage 3 - Stabi I ity The B stages to Businessus'u:(ess

v" You survived and are making some money!

v" Your Systems are starting to work

v" Now you need to focus on your People
v" Work the Team Building System hard
v Focus on creating real Teams that Work together
v Focus on KPIs and use the M2A2 Strategy

v" Focus on cash flow

v" Set the Stage for Growth

Take Action Results
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eSSta es to Business Success
Stage 4 - Growth e

v Can be very exciting time

v Will require Scaling Up all your existing Systems

v As the Owner, be totally ON and not IN the business
v Continue to develop your leadership skills
v Get all your Systems formally documented
v" Implement Lean as widely as possible
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The 5 Stages to Business Success

Stage 5 - Independence

v Reap the benefits of your hard work and time!
v" Focus on Developing and Empowering Leaders
v" May require a Comprehensive Exit Strategy

Take Action Resylts
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The 5 Stages to Business Success
&5%555 Independence

Laqnch

-‘ Stability

i @ Independence Stage Businesses have this
Dlsordert 1. Systems Run the Business
2. People Run the Systems
3. The Owner/CEO Leads the People
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Strategic Plan

An evolving, written plan that sets forth
the vision, mission, and values of your
company, long and short range goals, and
KPI's to measure progress so that your

team moves together as one. 0p?~
st ”@
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Formula for Winning

The RIGHT People
Doing The RIGHT Things

RIGHT!

Harni

Take Action Results
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Right People —Right Things- Things Right

Right Things

(WHAT TO DO)

People / Relationships Activities / Transactions

CUSTOMER

which generates track progress through

EMPLOYEES

SHAREHOLDER

MAKE OR BUY RECORDS

have capabilities
REPUTATION
GET, KEEP, GROW

PRODUCTIVITY
FASTER, BETTER, CHEAPER

Things Right

(HOW TO DO)

Weekly
Quarterly
Annually

3-5yrs Targets Where
Life of Mgmt Purpose Why
Forever Core Values Should

Right People

Mastering theRockefeller Habits Copyright © 2002 VerneHarnish

on Results
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Right People —Right Things

People /Relationships

CUSTOMER

meet which generates

EMPLOYEES SHAREHOLDER

have capabilities

REPUTATION
GET, KEEP, GROW

Right Things

(WHAT TO DO)

CASH

Mastering theRockefeller Habits Copyright © 2002 VerneHarnish
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Right People -Things Right

Activities /Transactions

products tg track progress through

MAKE OR BUY RECORDS

Things Right

(HOW TO DO)

PRODUCTIVITY
FASTER, BETTER, CHEAPER

PROFIT

Mastering theRockefeller Habits Copyright © 2002 VerneHarnish
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Accountability Pyramid

Daily Accougtability Who

Weekly le When
Quarterly Actions How
Annually Goals What
3-5yrs Targets Where
Life ofVigmt Purpose Why
Forever Core Values Should

Mastering theRockefeller Habits Copyright © 2002 VerneHarnish
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Keys to Successful Implementation

G
VISION

ALIGNMENT

Mastering theRockefeller Habits Copyright © 2002 VerneHarnish
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On Change

“The art of progress is to preserve
order amid change and to
preserve change amid order.”

- Alfred Lord Whitehead

Take Action Results
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1Page Strategic Plan
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Elements of the 1Page Strategic Plan

S.W.O.T. (& Trends) Accouptability
Core Values/Beliefs

Purpose - BHAG

Targets — Thrusts/Capabilities
Goals - Initiatives

Actions — Rocks & Accountabilities
KPI's

Brand Promise, Elevator Pitch
Annual/Quarterly Theme

Actions

Goals

Targets

Purpose

WCoOoNOOUAWNS=

Core Values

Mastering theRockefeller Habits Copyright © 2002 VerneHarnish
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Team Life Cycle

Forming
Storming
Norming
Performing
Dorming
Adjourning

Team is assembled. Focus: awareness
Reaction to teammates. Focus: conflict
Team blends together. Focus: cohesion
Task is accomplished. Focus: production
Team is successful. Focus: group-think
Team disbands. Focus: bitter-sweet

Take Action Results
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Team Life Cycle

Notes:

Beware of the tendency to skip Storming and Norming
Beware of and avoid theDorming phase

Changing membership initiates a new Storming phase
Modifying variables: size, maturity, duration, task

Take Action Results
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Workflow Management System (WMS)

Application software that
“provides an infrastructure
for the set -up,
performance and
monitoring of a defined
sequence of tasks.

Take Action Results
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3 Classificationsof Businesses

MAINSTREET
(SMALL BUSINESS)

MIDDLE-MARKET

less than $10 million revenue $10 million- $1 billion revenue

ENTERPRISE
(BIG BUSINESS)

over $1 billion revenue

Definitions for these business classifications are not set, but many sources generally agree the numbers are somewheredimatiges. Source: Investopedia.com

ion Results
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WMS for Big Business

* Wrike
- - e world's most successful companies
« Microsoft Project wstwike

to accomplish mare
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WMS for Main Street & MiddleMarket Business

PR —————— - - D

* Basecamp

* Trello
* Dapulse
° CIiCkUp collaboratively and ;elmov‘Q doni &

Propmct merageTerm ® henes wher Ky v

-

=12
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Verne Harnish’sBooks

Mastering the Rockefeller Habits 2.0

SGALING UP

How a Few Companies
Make It...and Why <5
the Rest Don’t s

s)"\o“

&

A
&
S
&
%

Verne Harnish

and the team at Gazelles
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Own Your Schedule

The objective of getting control of your schedule
is NOT to find you more time to do more
productive work — it is to find you more time to
do anything you want, hopefully outside of work

Take Action Results
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Own Your Schedule

1. Theimportance of having a SYSTEM which stands for
Save Your Self Time, Energy and Money

Time is a Business KPI

3 Strategies to identifying your Time Value

Applying the A -DOER Mnemonic

Creating a delegation plan

Creating an apprenticeship plan

Creating a New Time Paradigm

Nk WwWN

Take Action Results
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A Well RunBusiness

E" Systems Run the Business
The |_JMyth People Run the Systems

Revisited

Bty ok Owner Leads the People

and What to Do About It

MICHAEL E. GERBER

Take Action Results
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Time is a KPI

Time Tracking Work sheet

Seethe Direction pdf for using this form. m

Activity Covey Skill Fun/interest Value

Take Action Results
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Covey Matrix

Important

-
c
]
-
v
o
Q.
E
-
=]
=

Urgent

Not Urgent

» Crises

» Pressing problems

> Firefighting

» Major scrap and rework
» Deadline-driven projects

Il > Prevention
» Production capability activities
> Relationship building
» Recognizing new opportunities
» Planning
» Re-creation

> Interruptions

> Some calls

> Some mail

» Some reports

» Some meetings

» Proximate pressing matters
» Popular activities

» Some scrap & rework

» Trivia

» Busywork

> Some mail

» Some phone calls
» Time-wasters

» Pleasant activities

I ||,-\Bl'l'S OF
HIGHLY

EFFECTIVE
PEOPLE

FOWRRPUL LESSONS
‘N PERSONAL cHANGE

Witk A
e EMORD BY JiM oy img,
e oty i

Stephen R, Covey
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Skill/Fun Matrix

Take Action Results
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Mike Michalowicz

DESIGN YOUR BUSINESS

TO RUN ITSELF

E@EK The 4 D’s- Doing, Deciding,

wcml( Delegating and Designing

MIKE MICHALOWICZ

Take Action Results
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A-DOER Mnemonic

A = Automate

D = Delegate

O = Outsource @

E = Eliminate 0

R = Reduce

Take Action Results
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Delegation Plan

A deliberate plan to learn how to
(&) e

delegate tasks and responsibilities
to your team and ensure they are
completed to your standards and
expectations.

Take Action Results

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

59



k Take Action Results ] .
Escape Overwhelm — Build a Better Business

What is Delegation?

What it is - Delegation is the assignment of any authority to another person
(normally from a manager to a subordinate) to carry out specific activities
(Wikipedia).

What it is not — Delegation is not just about handing off tasks without very specific
guidance and expectations.

Poor Delegation = Abdication

Take Action Results
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Benefits of Delegation?

1.

Completely freeing the owner from certain tasks and
responsibilities.

. Creates a framework for responsibility and

accountability

. Develops a corporate culture for employee value

. Creates a model to move beyond delegation to full

employee empowerment.

Take Action Results
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Components of Delegation

@
Authority -ﬁ-

Responsibility ﬁ

Accountability

Take Action Results
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The 9 Steps to Effective Delegation

Define the Task

Select the Individual or Team
Assess their Ability

Explain the Reasons

State Required Results
Provide Resources

Agree to Deadlines

Support and Communication
Give Feedback on Results

© o N U A WDN =

Take Action Results
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The 5 Levels of Responsibility and Accountability

sllelizs: Respon5|vb'|l|ty e "Decide where action needs to be taken and manage the situation
Accountability : . o ,,
accordingly. It's your area of responsibility now.

"Decide and take action- let me know what you did (andwhat
happened).”

"Give me your analysis of the situation and recommendation. I'll let you
know whether you can go ahead.”

"Look into this and tell me the situation. We'll decide together.”

Lowest Do exactly what | say." or "Follow these instructions precisely.

Take Action Results
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ApprenticeshipPlan

o A deliberate plan to identify the lower value tasks

in your schedule and train team members to do
them for you so you can focus on the tasks that
add more value to your business.

Take Action Results
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Why Leaders Don’t Empower

1. Noonecando the jobas goodas me.

2. I've tried to empower people and it
backfired.

Take Action Results
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THE LIGHTNING OF

| EMPOWERMENT |

William C. Byham, Ph.D.

* WITH JEFF COX +
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Value/Fun Matrix

Low Value High Value

High Fun High Fun

Low Value High Value
Low Fun Low Fun

VALUE

FUN

Take Action Results
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Delegate Tasks Bottom to Top

Shareholders

Board of Directors
Members

CEO
President

CMO0/CSO (e0]0) CFO
VP of Marketing VP of h
& Sales Operations VP of Finance
Marketing Manufacturing Bookkeeping
Advertising Distribution Reporting/
Sales Customer Service Forecasting
=1 R&D Human Resources
_—
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4 Step Apprenticeship Plan

APPRENTICE WATCH HELP

Take Action Results
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Worksheet
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2 Take Action Results

Apprenticeship Pl}an (AP) Worksheet

Tasks Valus/Fun  Team Member Stage in 4 Step
Quadrant  To Be Apprenticeshlp
110 4] Ap tic: Process
Reply to client service emails asking for help 3 Joe Quick 2 (do/watch)

logging on to our site
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Default Diary and Time Blocking

B 5. Time Budget

M

Esail, Markating, Email, Markating, Email, Markating,
Admin Admin Admin
Sociol Media Marketing _Soclal Media Marketing _ Social Media Morketing _ Social Media Marketing _ Social Media Marketing
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Raise Your Revenue Generation I1Q

1. Money Mindset

2. AIDA Classic Marketing Mnemonic

3. The Prospect Continuum

4. The Sales Continuum

5. Ideal Customer Profile

6. Unique Sales Proposition and Guarantee (versus Value
Proposition)

7. Tactical Marketing Plan

8. Sales Management System

Take Action Results
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Money Mindset # 1 - 4 Sales Truths!

1. Sales is really just 2 things; Find Someone to Talk to and Talk to
Them!

2. You Cannot Control your Results - You Can only Control the
Activities that Lead to Results!

3. People hate to be Sold but love to Buy!

4. Sales is a Process and not an Event!

Take Action Results
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Money Mindset #2

The Magic is in the Message

The Message must Match the Target Market
The Ideal Customer Profile is the Target Market
The Media is the Method to the Target Market
Make use of Multiple Messages and Media

M2A2 — Measure with Math (focus on ROI), Manage the
Money, Adjust and Adapt Meticulously

Make sure to not Miss out and leave Money behind!
Only Outcomes and Results Matter!

2 o

@ N
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Money Mindset #3

4 - P’s to Prosperity

1. Problem

2. Pain

3. Prescription

4. Presentation or Proposal or Product

Take Action Results
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AIDA Model

Attention

/

Interest

/
D Desire

/

Action
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Prospect Continuum

Lead =» Suspect =» Prospect =» Customer

Take Action Resylts
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Sales Continuum

Hook = Story = Offer = Close
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Connect the Dots!

Hook =» Story =» Offer =» Close

| ! 1

Attention =» Interest =» Desire =» Action

' | | ! !

Lead =» Suspect =» Prospect =» Customer
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Connect the Dots!
Problem Pain Prescription Proposal

1 £ V2

Hook =» Story =» Offer =» Close

| ! 1

Attention =» |nterest =» Desire =» Action

J | ! !

Lead =» Suspect =» Prospect =» Customer
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Marketing versus Sales

P

4 / A ‘L A
Lead =¥| Suspect =» |Prospect Customer

\ \ \

Name Interest Opportunit
\_ \_ J \_PP jy} J
Marketing Sales
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30000 Foot View of Revenue Generation

Ideal Customer Profile

USP & Tactical Marketing Sales Management
Guarantee Plan System
Hook Story —=> Offer - Close
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Ideal Customer Profile

What is an Ideal Customer Profile? If you sell B2B, It is a description
of the company, not the individual buyer or end user, that is a
perfect fit for your solution. If you sell B2C, then it is a detailed
description of the person that is a perfect fit for what you offer.

Take Action Results

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

85



? Take Action Results ] _
Escape Overwhelm — Build a Better Business

Ideal Customer Profile

Why is having an Ideal Customer Profile Important? One of the
best definitions of Marketing is attracting your ICP prospects and
rejecting all the rest. You cannot afford to be wasting your time,
budget and team resources on attracting companies or people that
do not fit into your Ideal Customer Profile.
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Ideal Customer Profile

L

Who Is Your Ideal Client?
Developing A Customer Avatar
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Unique Sales Proposition and Guarantee

What is a Unique Sales Proposition and Guarantee (USP&G)? It’s a
persuasive proposition that removes risk and compels your ideal
customers to do business with you, instead of your competitors,
because you’re different than all the rest.
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Unique Sales Proposition and Guarantee

Why is the USP&G important? The USP&G is a conversion rate
strategy. It will help you identify exactly what makes you different
from your competitors and articulate this difference in a
compelling and powerful way.

Take Action Results
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Unique Sales Proposition versus Value Proposition

What is the difference between your Unique Sales Proposition and
your Value Proposition? The USP is brand level and the Value
Proposition is product or service specific. You can have multiple
Value Propositions for each product or service depending on how
many decision makers you might need to address in the sales
process. If you have multiple offerings, you will have a single USP
and many Value Propositions.
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Diffusion of Innovation Theory

2.5%

Innovators

Early Adopters Early Majority Late Majority Laggards

13.5% 34% 34% 16%
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Diffusion of Innovation Theory

2.5%

Innovators

Early Adopters
)

Early Majority Late Majority
% ) 0

(4] (4]

Laggards
)
%o

2.5%

Innovators

Early Adopters Early Majority Late Majority Laggards
13.5% 34% 34% 16%
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Diffusion of Innovation Theory

EXPANDED EDITION OF THE
INTERNATIONAL BESTSELLER 4

g'c-:léiN How to innovate your product or service
STRATEG and get back on the left side of the curve!

Space

W. CHAN KIM | RENEE MAUBORGNE
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My USP&G

| am an experienced senior Army Officer and Business Executive with
outstanding Planning, Sales and Marketing and Leadership and Team building
skills. | help small business owners escape overwhelm, grow their profits and
achieve the freedom and lifestyle they dreamed of having when they started
their business. Investment presumes there will be a return. Coaching will pay
off over the long term - and | guarantee results using what | call a 'Find your
Fee' model. Assuming we are a good fit and you keep up with your end of
the agreement, my guarantee is that after 4 months of coaching, you will
earned my fee over and above what you are earning now or | will continue
working with you at no cost until we achieve that milestone or for 4 montbhs,
whichever comes first. No ifs, no ands and definitely no buts.

2 Take Action Results
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Tactical Marketing Plan

What is a Tactical Marketing Plan? A Tactical Marketing Plan is an
aggressive, measurable plan to increase your leads, improve your
sales conversion rates, and increase your annual revenue per
customer so that your profits increase exponentially.

Take Action Results
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Tactical Marketing Plan

Why is a Tactical Marketing Plan important?Very simply, a TMP is
not just important but critical to every business. Death of a
business is defined as having no new leads so unless your business
continually creates leads without any cost or effort on your part,
you must have a TMP. There are so many different types of
marketing strategies and tools that can be implemented so you
have to have a plan to focus on the few that best apply to your
business.
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Tactical Marketing Plan Considerations

1. How many tactics should you include in your TMP?
2. Hunting or Farming?

3. Cost of Tactics?

4. Speed, Control and Autopilot?

Marketing Tactics List Category Control Speed Inexpensive Leverage Quality Head Trash  Auto -Pilot
Affiliate marketing Agency Green Red Green Green Green Green Yellow
Agents/distributors Agency Green Red Green Green Green Green Yellow
Buy leads from a lead gen company Agency Green Red Green Green Green Green Yellow
Franchisees Agency Green Red Green Green Green Green Yellow
Multi-level marketing team Agency Green Red Green Green Green Green Yellow
Network marketing team Agency Green Red Green Green Green Green Yellow
Party plan selling Agency Green Red Green Green Green Green Yellow
Private label rights Agency Green Red Green Green Green Green Yellow
Sales representatives Agency Green Red Green Green Green Green Yellow
Spying on yourself and others Brand Message Green Green Green Green Green Green Green
Benefits list Brand Message Green Yellow Green Green Green Green Green
Case studies Brand Message Green Yellow Green Green Green Green Green
Company mission, vision, values Brand Message Green Yellow Green Green Green Green Green
Company name Brand Message Green Yellow Green Green Green Green Green
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Tactical Marketing Plan - Some of my Favorites

Ask for referrals — create a formal program!
Create a rewards program!

Invite inactive customers back.
Understand why people leave?

v kN e

Create relationships with your prospects and customers, new
and old.
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Sales Management System

What is a Sales Management System?It’s a practical system for
building a top-performing sales force by scripting their approach
managing their activity with a CRM software solution (customer
relationship management), measuring their performance, and
tying their paychecks to results. If we do those four things with any

sales team, we’ll have a highly productive sales team and we’ll see
revenue growth.
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Sales Management System

Why is a Sales Management System important?in the book the E-
Myth by Michael Gerber the ideal business model is achieved when
Systems run your Business, Your people run your Systems and You
lead your People. With this in mind, it is absolutely critical you have
a Sales Management System regardless of what or how you sell.
The SMS defines your sales process, how you track and manage

your sales funnel or pipeline, how you compensate your sales team
and more.
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Key Considerations in Creating your Sales System

1. Develop Key Performance Indicators for Your Sales Team
2. Tie Your Employees’ Performance to their Compensation!

3. Create an Environment Where Your Sales Staff Can Thrive as
Individuals.

4. Provide Your Staff the Resources They Need.

5. Hold Sales Staff Accountable for Their Performance.

Sales Truth #4

Salespeople behavior is driven totally by how they are compensated!

Take Action Results
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Profit Equation
Profit Equation Worksheet

CURRENT FUTURE Changs
Leads Generated 1,000 1,100 [iew |
Conversi:n Rate % 25 275 -
New Cu;tomers 250 303 e
Ret;'ne-d 2,000 2250 13%
Total Cu=5tomer5 2,250 2553 13%
Reven uei ustomer $360 3096 -
Rev:nues $810,000 51,010,790 25%
Gross !:amin% 38 429 -
Gros.s:P rofit $315,900 5433629 T
F ixed_C osts $180,000 162,000 C-ton
Net Profit 5135,900 5271,629 R
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3 Types of Teams

1.Employee teams you hire and pay

2.Contractor teams you hire and pay

3.Independent or corporate teams you depend on but do not have
authority over or pay

Do you Build to Grow or Grow to Build?

Take Action Resylts
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Organizational Plan

What is an Organizational Plan? It’s a detailed plan to clarify
reporting relationships by building an organizational chart and
creating job descriptions so work gets done efficiently and your
business can sustain long-term growth.
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Organizational Plan

Why is an Organizational Plan important? The opposite of
organized could be either disorganized or unorganized and that is
not a great way to describe any business. There are many different
organizational models to choose from; it really does not matter
which one you choose to follow but you must have one in place.
The Organizational Plan defines your ‘chain of command’ or
reporting lines. Most importantly, the Organizational Plan assists to
define individual roles, responsibilities, authorities and
accountabilities.
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Organizational Plan

Shareholders Launch
] .
Members Disorder
Stability
CEO,
President

CMO/CSO,

COO,

. CFO
VP of Marketing VP of VP of Fir;ance
& Sales Operations GrOWth
R&D Procurement
Marketing Manufacturing Hug:)e:)nkll(leezgli.lr:;es l nde pe nde nce
Advertising Distribution Budgeting/Reporting
Sales Customer Service
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Organizational Models

Model 1: The Rigid Bureaucracy Model 2: The Bureaucracy With a Model 3: The Bureacracy With
Senior “Management Team" Project Teams and Task Forces

Model 4: The Matrix Organization Model 5: The Project Organization Model 6: The Loosely-Coupled

Oraanic Network
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Organizational Plan

The Entrepreneurial Myth is the
mistaken belief that most businesses

THAN

DR are started by entrepreneurs or
e "ﬁ‘*ﬁMyth people with tangible business skills
T Revisited In fact, most are started by
\_Nh)' Most Small “ . e . . ”
Businsss Dont Work specialists or technicians” who
an atto Do Aboy . .
8 know nothing about running a
business.
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Workflows and Roles

Shareholders

Directors
Members

==

CEO, !
President o | —
CMO/CSO, coo, cFO = e |
VP of Marketing VP of VP of Finance :
& Sales Operations
R&D Procurement Human Resources
Marketing Manufacturing Bookkeeping
Advertising Distribution Budgeting/Reporting
| Sales Customer Service
—

I
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Create your Organizational Plan

1. Make a list of the roles already functioning within the business.

2. Add to the list any new roles that should be recognized or created including over the
next fiscal year.

3. Draw out your current org chart and add to this the new roles you intent to create.
4. Fill in the names of those currently occupying each of the roles.

5. Decide if any of the names in the roles should be changed and reassign names in the
Org Chart.

6. Draft a Job Description for each role using Job Description System and Templates.

7. Discuss proposed Org Chart and Job Descriptions with each member of the team and
make any necessary adjustments.

8. Make final adjustments to the plan as necessary.

Take Action Results
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Cross the T's and Dot the I's to your Organizational Plan

Escape Overwhelm — Build a Better Business

1. Conduct a detailed review of each Job Description and get advice on how to classify
each, either as employees or subcontractors.
2. Have your professional advisors develop Employee and/or Subcontractor Agreements.

3. Have your professional advisors develop Noisclosure and NonCompete
Agreements.
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Employee Acquisition Plan

What is an Employee Acquisition Plan? It’s a practical plan to win
the battle for top talent by consistently generating more than
enough leads, screening out non-performers, and using a skills-
based test-drive process and psychometrics to choose team
members that deliver results.
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Employee Acquisition Plan

Why is an Employee Acquisition Plan important? Studies indicate
that if you only use a resume and interview to determine who to
hire your probability of success is barely 60% so you might as well
just flip a coin. Using the Employee Acquisition Plan coupled with
the Psychometric Profiling Process, which is another strategy | will
go over next, you can improve the odds to over 85%.
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Employee Acquisition Plan

Hire into your Culture

Do NOT hire into your Company

W

w
5
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Team Building and Team Work System

Get the Right People ( = hire the right people)
In the Right Seats ( = in the right roles based on ability)

Exhibiting the Right Behavior ( = play well together)
On the Bus

Based on Jim Collins in Good to Great

Take Action Resylts

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

116



? Take Action Results ] .
Escape Overwhelm — Build a Better Business

Team Building and Team Work System

Right People = Employee Acquisition Plan
Right Seats = Psychometric Profiling

Right Behavior = Team Work System (to follow)
On the Bus

Based on Jim Collins in Good to Great

Take Action Resylts
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You Are the Buyer, Not the Seller

“Hiring is like fishing. The firms
that get the best people are the
ones that get a lot of fish on the
deck so that they can be choosy.”

- EricDombach
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Four-Step Recruiting System

1. PREPARE THE BAIT _

(Create Your Ad)

2. CAST THE NET
(Generate Leads)

3. SORT THE FISH
(Virtual Interview)

4. REEL THEM IN
(Test-Drive)
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Employee Acquisition Plan

FIND AND HIRE
THE BEST HOURLY
EMPLOYEES
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Psychometric Profiling Process

What is a Psychometric Profiling Process? It is a proven process for
avoiding mis-hires by using psychometric assessment tools to
evaluate and de-select candidates based on positionspecific
benchmarks.
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Psychometric Profiling Process

Why is the Psychometric Profiling Process important? You want to
get the right people, in the right seats, exhibiting the right
behavior. In other words, you want to recruit the best, most
talented people in the market, make sure they’re playing the right
role on your team, and make sure they’re playing nicely with each

other. More importantly, the hard and softs costs of a mishire can
be staggering.
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Psychometric Profiling Process

Hard Cost to Hire an Employee Include Soft Costs

Employee - 1.5 x
Manager - 8 x
’ Executive - 15 x
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Psychometric Profiling Process
[ ] [ ] o [

¥ F¥ F¥ F¥ K
aA A A A 2
B
529%, Interview without Assessments JOb MatChing:
| The process of matching the
62% Without 3 reference check ' right person to the right job
g0 ' based upon understanding
both the job and the
74% strengths of the person
under consideration.
78%
87.5%
Percentage
of Success
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Job Matching
JOB MATCH?

High Turnover Industry — Sample Size: 13,102 NO / YES h _
46% 24% |

Percentage who quit or were fired after 6 months: .
57% \ 28% /

Percentage who quit or were fired after 14 months:

MIS-HIRES REDUCED TO ABOUT 1/2!

JOB MATCH?

Low Turnover Industry — Sample Size: 5,941 NO 7 YES
Percentage who quit or were fired after 6 months: 25% |"; 5% }'\
Percentage who quit or were fired after 14 months: 34% \ 8% x

MIS-HIRES REDUCED TO ABOUT 1/5!
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¥R Team
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2 Dimensions
Profile
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Performance Incentive Plan

What is a Performance Incentive Plan? It’s an incentive plan that
rewards your team members for exceptional performance and
motivates them to work as hard as you do and care about the
business as if it was their own.
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Performance Incentive Plan

Why is a Performance Incentive Plan important? | have taught for
years that a sales truth is that your sales team behavior is totally
driven by how they are compensated. Upon reflection, this applies
to everyone in your business; their commitment, passion and
motivation to the company success is directly impacted by their
behaviors which in turn are directly related to how they are
compensated.
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Performance Incentive Plan
TEAM = Together Everyone Achieves More
STAFF =

Salaried people clocking

Time on the Job

And just barely

Following orders with no

Fun at all

Most people do not quit their jobs, they fire their bosses!
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Performance Incentive Plan

Foundational Premise

Every employee should have a fixed and variable component of
their overall compensation.
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Performance Incentive Plan

Fixed Compensation Considerations

1. Independent of revenue, margin or profit

2. Part of your overall annual financial business plan
3. What do you pay as a base hourly or salary?

a. pay what the individual is worth to the business and not what the job is worth

b. every position you should have a range

c. offer should be based on the qualifications, skills and experience of the individual

d. must be aware of what the market pays so you can be competitive

Take Action Results
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Performance Incentive Plan

Variable Compensation Considerations

Salespeople tend to have commission based variable plans

a. Focus on On Target Income which is combination of fixed + variable ~— JCX

b. Variableis typicallyonly based on personalresults

c. Commissionsare based on either sales or margins (I prefer margins)
d. Commissionsare normally monthlyor quarterly(l prefer monthly)
e. Shouldinclude uplifts like Accelerators

f. May includeSPIFFs

Take Action Results
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Performance Incentive Plan

Variable Compensation Considerations e

.

a. Should be a combination of company and personal performance (I like 33/67)

Non salespeople tend to have bonus based variable plans

b. Need to decide if % of fixed or based on defined pool
c. Typicallyan annualizedplan
d. Company performance should be based on sliding scale with minimum to trigger.

e. Personal should be based on defined metrics with sliding scale ratings

Take Action Results
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Performance Incentive Plan

Variable Compensation Examples —|

T

Target Payout at 100%ie if company does $10M the bonus pool is funded 100%
Min payoutat 80% or $8M, pool funded only 70%

Company Component

No max butat 120% or 12M, pool funded 130%

Personal Component- based on total possible performance points of 20

Full payoutat 16 points

Min payout at 12 points but lose 5% for every point below 16 so at 12 = 80%
Max payout at 20 points but gain 5% for every point above 16 so at 20 = 120%
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Performance Incentive Plan

Final Considerations =)

1. Provide all your people with a written compensation plan == JC
—J X

2. Provideall your people with written personal performance objectives

3. Help your people prepare personal plans to meet or exceed targetsgreat coaching
or mentoring opportunity. This is NOT management, it is a Leadership!

4, |If possible, provide some type of ‘calculator’, especially salespeople to figure out how
improved performance directly affects their income.

Take Action Results

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

135



Take Action Results

Escape Overwhelm — Build a Better Business

Building Team Work
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Team Meeting Rhythm

What is a Team Meeting Rhythm? It’s a disciplined rhythm of
recurring team meetings focused on goal-setting, alignment,
reporting, and accountability that occur on an annual, quarterly,
monthly, weekly, and daily basis.
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Formula for Winning

| grmg The RIGHT People

h
to Increase the

e Doing The RIGHT Things
kefeller

e D IGHT
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Existing Meetings

Is there an agenda?

What'’s the purpose of the meeting?
What's typically accomplished?
Who participates and why?

How often do they happen?

How long are they?

o vk wneE
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Accountability Pyramid

Daily Accouptability Who

Weekly When
Quarterly Actions How
Annually Goals What

3-5yrs Targets Where
Life of Mgmt Purpose Why
Forever Core Values Should

Mastering the Rockefeller Habits Copyright © 2002 Vetamish

Take Action Resplts

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

140



2 Take Action Results ) )
Escape Overwhelm — Build a Better Business

2 Disciplines of Executive Leadership

VISION

Mastering the Rockefeller Habits Copyright © 2002 Vetanish
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Team Meeting Rhythm

Annual - 1 to 2 days

Quarterly — 4 to 8 hours M
Monthly — 4 hours a“StMmg

Value of Your

Growmime

Weekly — 2 hours

Daily — 10 to 15 minutes 3”"’“‘“"*

ok wn =
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On Change

“The art of progress is to preserve
order amid change and to
preserve change amid order.”

- Alfred Lord Whitehead
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Team Building System

What is a Team Building System? It’s a reliable system for placing
your team members in roles best suited to their strengths and
building them into a powerfully cohesive and committed team that
delivers business results.
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Are you building a...

S alaried folks clocking
T ime on the job
A nd just barely

F ollowing orders with no
F un at all
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Or are you building a...

T OGETHER
E VERYONE

A CHIEVES

M ORE
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Employee Acquisition Plan

GET THE RIGHT PEOPLE
ON THE BUS
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Team Building System

2. RIGF

3. RIGH

T PEOPLE
T SEATS
T BEHAVIOR
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Right Role

Take Action Resylts

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.

No part of this document may be used, displayed or reproduced without the consent of the author.

149



? Take Action Results ] _
Escape Overwhelm — Build a Better Business

Team Dimensions Profile

* [dentify your team members’
strengths

* Place team members in roles
that allow them to use those
strengths

Take Action Results
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5 Key Roles

Early Adopters

* Movers - 15%
MOVER | SHAKER

» Shakers - 35% 5 Thinke
* Provers — 25% L@’N ER ’“! -
- Makers - 25% PROVER

* Oners - less than 1%

Later Adopters

Take Action Results
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Team Dimensions Profile

TEAM
DIMENSIONS 3.0 - Describe preferred role

* Explore strengths and challenges
* Gain insight into work habits
* Learn about team members’

_ contributions
Center for .
«’J\ Internal * Learn how to work effectively as a
: ange

team

Your Core Nature of Work
and the SPE.ED. Relay

Take Action Results
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Team Dimensions Profile

No role is better or
worse than any
other
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Movers

« Early Adopters who are natural doers

* Know how to get and keep things moving
* Easily plan how things will get done

* Choose the best idea

* Introduce the right people to each other

Movers are ‘fast forward’ on a remote control

Take Action Results
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Shakers

« Early Adopters who are natural thinkers
* Like to shake things up with new ideas

« Easily solve problems by seeing the larger context of a
situation

» Some of their ideas may seem outlandish, but many are
potential home runs

Shakers are the ‘power’ button on a remote control

Take Action Results
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Provers

* Late Adopters who are natural thinkers
» Often seen as skeptics by others, they challenge new ideas
» Comfortable with proven solutions

* Feel like it's their duty to warn others about what can go
wrong

Provers like to ‘rewind’ things and go through them again
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Makers

* Late Adopters who are natural doers

* As great finishers, they put ideas into action

* They are the ones who dot the i's and cross the t's
* Honor the details that others miss

* Would rather do ‘real’ work than sit in meetings

Makers are the ‘play’ button

Take Action Results
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* Their role depends on the needs of the team and the phase of
the project

* Equally balanced across all four Core Natures of Work: Mover,
Shaker, Prover, and Maker.

* Equal parts early and later adopters
* Equal parts thinkers and doers

On a remote control, Oners are the MULTIFUNCTION button
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Relationships

Q

MOVER

o)

SHAKER

©

PROVER

@9
3
id
3k
£

| | o | ol |1 ©)
I R I (o)

MAKER
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S.P.E.E.D. Relay Process

Solutions: Brainstorm by looking at the issue in different ways.
Priorities: Identify the best idea, or set of ideas and focus on them.

Errors: Take a closer look at the chosen idea(s) and identify their
flaws.

Edits: Solving issues takes new ideas.

Doing: Implementation means making something repeatable and
scalable. It means people following the instructions and making
things happen. That work becomes the new reality, and the relay
starts all over.
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S.P.E.E.D Relay Graphic

© © ©

SHAKER MOVER PROVER MAKER
IDEAS THE PLAN INSTRUCTIONS
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Team Building System

2. RIGF

3. RIGH

T PEOPLE
T SEATS
T BEHAVIOR
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Right Behavior

o The Five
/ Behaviors of a

—_ . Cohesive Team

‘ qunm s
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The Five Behaviors of a Cohesive Team

Authorized Partner

tHe FIVE BEHAVIORS
OFA COHESIVETEAM™
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el FAYAR

DYSFUNCTIONS
of a T[AN\

>2.5m sold | i

worldwide '

pATRICK LENCIONI

WARS
£ SILOS, POLITICS, AN ND TURF W
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Patrick
Lencioni

“Not finance. Not strategy. Not
technology. It is teamwork that
remains the ultimate competitive
advantage, both because it is so
powerful and so rare.”
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Teamwork 4 v

noun | team-work | tém- wark

The work done by people who
o) work together as a team to do
something.
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Competitive
Advantage

-
vee

Resources:
» Tangible/Intangible Capabilities

» Core Competencies
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CHARACTERISTICS OF ADYSFUNCTIONAL TEAM

. Finger Pointing
Unhealthy Competition

Poor Results! ME-Focused

LACK OF TRUST

Pessimem - Few Opportunities to Learn
Blame A i

OF A COHESIVE TEAM™
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“I'm right there in the room, and no
B one even acknowledges me.”

A

OFA COHESIVETEAM™

AV

VAV
V.VA
AV
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With yourself &
with your teams

Auth tner
tHE FIVE RS
OFA COHESIVETEAM™
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CHARACTERISTICS OF A COHESIVE TEAM
Transparency

Healthy Conflict

Accountabillity

Goal-Focused

Results! TRUST Direct

Optimism

Learning Environment

Authorized Partner
I . rie FIVE BEHAVIORS

9FA COHESIVE TEAM”™
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The Five
Behaviors™

Framework

CONFLICT

TRUST
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Assessment- =
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(Thinkng Team Members  Iniroverted & Thinkirg Team Mermbers B
= e oW Dominance

based = —
Learning “EEN = =
Program

crtical

HE FIVE
BEHAVIORS BEHAVIORS
¥ACOHESIVE s orA COHESIVE
TEAM oo TEAM

= Yi—

Patrick Lencioni
250 oW 7 wocr
The Fi
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Al =

Typ Witey e BTG
Authorized Parinar, Types Types
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o4 COHESIVE TEAM”

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

174



Escape Overwhelm — Build a Better Business

The Process

of the
Program

A oF A COHESIVE TEAM"
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The Five Behaviors™Assessment

v

1

Everything DiSC®
or All Types ™
Questions

Full adaptive version
will provide the
personality piece

of the profile.

v

2

Team Survey
Questions

Addresses how
often a statement is
true for their team.

20 MINUTES

3

Team Culture
Questions

Addresses broad
aspects of the team
culture.

Autharized Partner
e FIVE BEHAVIORS
OF A COHESIVE TEAM™
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Personal y N

The Impact of Your DISC® Style

Your DISC® style: CD
r o e S Because you have a CD styls, Martin, you probably take an

efficient, no-nonsense approach to your work. You may be drawn
to positions of autharity that give you the freedom to ensure that
things are done comectly, And, sinoe you value expertise, pecple

~
LowW
. 1.00-5.24

MEDIUM
E 325375

HIGH
. 3.76-5.00

\
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ALMOST ALMOST
NEVER RARELY  SOMETIMES USUALLY ALWAYS
1 2 3 4 5

Engenseon N “ 2.6

their weaknesses to one another.

PN

el o s wibciecoee | N © 0

to one another.

Team members are unguarded . 2 .3

and genuine with one another.

Team members ask one another 3.0
for input regarding their areas of ’ T |
responsibility. | ‘ ‘ | i 1 FIVE BEHAVIORS

OFA COHESIVE TEAM™
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A Team Culture

Wihat s needed 10 achieve nst?

Points of Discussion

A3 DT Of 2 BS8esuMent. you 300 pOu e it e e ot ——
feam i focim on i he Imeneat of Sulcing i
T : ' There would be more trust on our team if people:
There would be maove trust on our |
[T Redacedthe ot of gossin m Reduced the amount of gossiping @ Got to know each other on a personal level
[E] Acrmeted thee mestaben ‘ e . ¢
[E] totonronom @ Admitted their mistakes - Readily apologized
[B] Understoos sach athver s worg
Let go of grudges Spent more time together
[A] Were e Torthosght wis ifenrme IE 9 g pen oge
@ Understood each other's working styles m Shared professional failures and successes
[4]

Pounts of Daesason Were more
Uk B o] 1. Anumber of group members felt that there might be more trust on the team if the amount of gossiping was
" e Mow has the su trust n e 20 reduced. How has this hurt trust in the past? Are people ready to let go of that past? What is it going to take to
i reduce gossiping?
2 ar rintwnn Wty »
2. Trust might also improve if people more readily admitted their mistakes. Why would not admitting mistakes be an
obstacle to trust? How valuable would it be to the group's effectiveness? Av
Martin Gimore
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Taking Action to Build Trust

1O G000 8 T 30 1 TS A 41y S T Uy Bt oAt e DR gt T
e o] aprerees (v T TR Tt of o TROLGY el ARy and an 1 duih
OUTRISNG of Te ¥ anEus Hovner &t o

Taking Action

urecaly weree T GO WS B bt ety Y e Corucae e Tpterce o hutdng Wt

AN e a1 B

Wiehout Trust, Tearn Members.

b G Pt i ] - Y
e

M & Toarn = Trusting. Team Members. .

.

S Tt i
A b

.

rusceeit;

+ A corvmors s e sheors e
i ot ey
*  tet e

Action Pran

o e Pl s B ks F T )

1. Looming & e Sears sy (00 page S ot cete
Pacehs b g P more CpulyT O pece e e

A s L L]
— oy T b A T by
Fevertas At TgH corme Wit mere 4 T hibe 045

The Connaction to Confict > > B

Vi N s ] @ Randar ) e b
bt fm bk W

Action Plan
Use the following questions to help build an action plan for your team

1. Looking at the team survey (on page 5), your team rated itself lowest on acknowledging weaknesses, VWhat keeps
people from doing this more openly? Can people envision being able to admit important weaknesses on this team?

2. Based on your team survey, the group probably sees itself as having a moderate level of trust right now. What
reactions do pecple have to the idea of “vulnerability based trust?” In what ways is it uncomfortable? What
potential gains might corme with more of this type of trust?
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The Five
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The Five Behaviors™
Framework

ACCOUNTABILITY

CONFLICT
A

Authorized Partnar
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When team members are
genuinely transparent and
honest with one another, they
are able to build vulnerability -
based trust.

Authonzed Partner
e FIVE BEHAVIORS
oA COHESIVE TEAM®
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Engage with

vulnerability-
based trust

{

Personal History

» Where did you grow up?

» How many siblings did you have
and where do you fall in the sibling
order?

» What was an important or unique
challenge of your childhood? How
did that impact your professional life’

Authorized Partner
e FIVE BEHAVIORS
OF A COHESIVE TEAM™
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Patrick
Lencioni

“Members of great teams trust one
another on a fundamental, emotional
level, and they are comfortable being
vulnerable with each other about their
weaknesses, mistakes, fears, and

- 7
behaviors. R
e FIVE BEHAVIORS
OF A COHESIVE TEAM™
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When there is trust, team
members are able to engage
in unfiltered, constructive
debate of ideas.

Authorizad Partnar
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When team members are able to
offer opinions and debate ideas,
they will be more likely to commit
to decisions.

Authonzed Partner
e FIVE BEHAVIORS
orA COHESIVETEAM®
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Disagree
and Commit

“You go to a meeting and you can
disagree all you want, but at the
end of that meeting you will
commit and walk out of the room
on the same page.”
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When everyone is committed
to a clear plan of action, they
will be more willing to hold

one another accountable.

Authonzed Partner
e FIVE BEHAVIORS
oA COHESIVE TEAM®
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AV

Feedback is a Gift K

AV

» “It's my manager’s job to do that Not mine!”
> “It's not my place to criticize anybody.”

» “My boss won't do it. Why should 17?”

> “l can’t be bothered with that. | have my own
stuff to worry about!”

> “Every time | say something, he shuts down.”

Authorized Partnar
e FIVE BEHAVIORS
oF & COHESIVE TEAM™
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For a team to excel, all
members must be willing to
put the team’s goals ahead of
any individual goals.

Authorized Pariner
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TEAMS THAT FOCUS ON COLLECTIVE RESULTS

Bothered by losses to competitors Minimalize

Members take personal individualistic behaviors
responsibility to fix

problems CELEBRATE SUCCESS!
AVOID DISTRACTIONS

Retain achievement-oriented members
MEMBERS POINT OUT EACH OTHER’S CONTRIBUTIONS

Members willing to sacrifice for the team s FIVE BEHAVIORS
OFA COHESIVE TEAM™
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The Five Behaviors™
Framework

ACCOUNTABILITY

CONFLICT
A
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Wh Gives the teama common Helps team members take and
y languageand process to talk internalizeownership
about issues
Does
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The Five |
° ’%
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Builds trustand

courage on teams q
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Lead With Purpose
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Leadership

What is leadership? At its simplest, it is all about influence or
getting others to do what they might or would not otherwise do
without your leadership.

Take Action Resylts
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Hallmarks of a Well Led Business

A Well Led and Managed Business Runs on Systems! In his book the
EMyth Revisited, Michael Gerber offer this simple advice - build a
business that is not dependent on the owner being there to be
successful. If the owner is the only person empowered to make

decisions or solve problems, the owner is the bottleneck for growth
and success.

Systems Run the Business
People Run the Systems
The Owner/CEO Leads the People

Take Action Results
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Mindset - Leadership Continuum

I Self Aware
Lead Leaders

Take Action Resylts

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

198



? Take Action Results ] _
Escape Overwhelm — Build a Better Business

My 10 Leadership Principles

What is leadership? At its simplest, it is all about influence or
getting others to do what they might or would not otherwise do
without your leadership.

Take Action Resylts
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My 10 Leadership Principles
— T

|
C |
T R
|
Saes Leadership
I_ I Distinctions With A Difference

Be Irrelevant and Not Irreverent To Your Success
|
I_ The 3-Legged Stool Of Leadership

I_ Business not Personal
. . Wayne Fredin
I_ Leading Leaders versus Leading Followers

I_ Leadership Is Not An 8-5 Job

I_ Share Success and Accept Blame
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Leadership Versus Management

T
B oo v
B oo o]
B i s e o on e
"
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Leadership Development Plan

What is a Leadership Development Plan? It’s an intentional process
for developing high-potential leaders in your business, incentivizing
their long-term commitment with profit-sharing, and laying the
groundwork for your eventual succession.

Take Action Results
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Leadership Development Plan

Why is a Leadership Development Plan important? An LDP creates
a pathway to the Independence stage that offers Freedom and
Lifestyle for a business owner and does not leave to chance how
subordinate leaders are identified, developed and groomed. When
leadership is based purely on seniority and ignores merit and
capability, growth and success will be stunted at best and business
failure is possible at worst.

Take Action Results
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Maxwell’s 10 Step Process

Step 1 - Identify
|
I_ Step 2 - Attract

— JOHN ¢

| MAXWELL

| THE
C e
- LEADER'S

| GREATEST

Wonses RETURN

Step 7 - Position AXn MULATPAYING LeabEs
|
I_ Step 8 - Mentor

I_ Step 9 - Reproduce

I_ Step 10 - Compound —|
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Maxwell Developing the Leader

R~

mm Permission { MAXWELL
DEY I‘II"‘()I’I\(,

BN (e

{ Wi 'I‘IAI IN

YOU2.0

mmm People Development { L

I
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The Work of Leaders

Crafting a Vision

- explore ideas
* boldly advance ideas
+ and test assumptions

Building Alignment

« developing clarity on a plan
« dialoguing with stakeholders
* being inspiring

Championing Execution

* being responsible for driving momentum
* building a structure
» providing feedback
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Flippen’'s 10 Killer Constraints
—

e

I_ Marshmallow

O

-

I_ Flatliners

I_ Bulldozers

-

I_ Volcanoes

e

Jioh

FLIP FLIPPEN
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Create a Leadership Development Plan

Name

Current leadership status based on The Leadership Continuum
Work of Leaders Development Focus

Teamalytics Personal Constraints

Personal Growth Plan in as much detail as possible

o kA whNh R

Depending on the individual you may also need to put together
an Apprenticeship Plan

7. Implement a ‘pay for performance’ incentive plan

k Take Action Results
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Leading Through Crisis

Take Action Results
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Entrepreneurship is Thriving

7.2 million businesses (US)
98% < 100 FTE
90% will fail in 10 years
(and this is pre-COVID)
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SCORE.

Counselors to America’s Small Business

78% lack a solid plan
73% optimistic about sales
77% not pricing properly
70% don’t seek help
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"IF YOU THINK
EDUCATION 15 EAPENSIVE,

TRY IGNORANCE"™

Derek Bok
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Leading Through Crisis

Management is the Science of Reaction
Leadership is the Art of Action

Freeze and Fail
Fumble and Maybe Survive
Fight and Thrive

Take Action Resylts
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Leading Through Crisis - Mindset

1. Be Decisive and not Impulsive

Act — Do Not React MINDSET IS
EVERYTHING

2. Be a Leader not a Manager
3. Have an Abundance and not
Scarcity Mindset

Take Action Resylts
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Tony Robbins

We are drowning in information and
starving for wisdom and knowledge!

Take Action Results
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The Power of Planning

Planning, if done well, forces you to analyze all the options
available and that options analysis drives the development of
contingencies. Even the best plan does not fully survive the first
interaction with the market or a customer or a crisis.

Take Action Results

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

216



Escape Overwhelm — Build a Better Business

Crisis Leadership

Crisis leadership is more than doing a single plan.

It is a series of plans and contingencies.

Driven from the top down.

Starts with a strategic high-level plan.

Create a series of tactical plans.

When faced with a crisis, make a decision then finalize,
implement and execute on one or more tactical plans.

e RE
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Crisis Leadership Immediate Actions

Protect your customer base.

Overcommunicate.

Be resilient and competent.

Expand your audience.

Engage your prospects and customers in the conversation THEY

are having.

6. Make it easy for customers to buy including allow on demand or
remotely.

7. Know your numbers or KPIs and use M2A2 Strategy = Measure,

Monitor, Adjust and Adapt

LhwneE
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Decision Making and Planning
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Great Decision Making

Most Owners do not Plan to Fail
They just Fail to Plan!

Why? Most do not know how to Plan

Take Action Resylts
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Great Decision Making

Einstein once said if | had an hour to solve a problem and my life
depended on this solution, | would spend the first 55 minutes
determining the proper question to ask, for once | know the
proper question, | could solve the problem in less than

five minutes.

Plan Meticulously Execute Flawlessly
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Great Decision Making

Decision = Objective -> Factors ->
Conclusions -> Options -> Plan

Take Action Resylts
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Step 1 - The Objective

The Objective (Aim, Goal, Mission)

Create a plan to increase sales by 20 percent for presentation
to the Executive Team next Friday morning
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Step 1 - The Objective

Objective Analysis

. Questions?
. Limitations?
e  Assumptions?

Take Action Resylts
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Step 2 - The Factors

Factors -> Conclusions

SO WHAT?

Take Action Results
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Step 2 - The Factors

Factor Categories

Competitive Landscape
*  Customer Profile

*  Current Staff

Current Budget

Take Action Resylts
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Category — Competitive Landscape

Factor — Highly Competitive Marketplace— SO WHAT?
1. Conclusion 1- Must Differentiate— SO WHAT?
a) Sub-Conclusion 1- Competitive Analysis — SO WHAT?
i Ask Marketing Coordinator to Complete— ACTION ITEM
b) Sub-Conclusion 2- Revisit Unique Selling Proposition— ACTION ITEM
c)  Sub-Conclusion 3- Revisit Value Propositions— ACTION ITEM
2.  Conclusion 2—- Messaging to Ideal Customers— SO WHAT?
a) Need Marketing Strategy — SO WHAT?
i. Sub-sub-Conclusion 1- We outsource marketing now— SO WHAT?
1) Can current contractor do this? SO WHAT?
1. Find another Marketing Agency— ACTION ITEM
ii.  Sub-sub-Conclusion 2- Budget? SO WHAT?
1) Work with Marketing to estimate— ACTION ITEM

2 Take Action Results
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Category - Customer Profile

Factor — We know our customers well- SO WHAT?
1. Conclusion— Marketing must Target — SO WHAT?
a) Create plan with Marketing— ACTION ITEM
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Category - Customer Profile

Factor — High Touch Multiple Step Sale— SO WHAT?
1. Conclusion 1- Need Prospect Tracking System— SO WHAT?
a) Need CRM - SO WHAT?
i Must research and identify budget— ACTION ITEM
2. Conclusion 2— Must be Simple to Buy— SO WHAT?
a) Sub-conclusion 1- Need website update— SO WHAT?
i. Discuss with Marketing— ACTION ITEM
b) Sub-conclusion 2— Need Prospect to Sales Consistency— SO WHAT?
i. Sub-sub-conclusion 1- Assign all prospects — SO WHAT?
1) ...2 more SO WHAT lead to ACTION ITEM
ii.  Sub-sub-conclusion 2- Calendaring system.. Leads to ACTION ITEM

Take Action Results
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Category - Customer Profile
Factor — High Touch Multiple Step Sale— SO WHAT?

a) Sub-conclusion 3- Need Sales Process — SO WHAT?
i Create process— ACTION ITEM

b) Sub-conclusion 4- Need Sales Training— SO WHAT?
i ..2 more SO WHATs lead to ACTION ITEM
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Conclusions and Action Items

Conclusions and Action Items
* Need to discuss the following with Marketing
* Our USP
* Qur Value Prop for each of our 3 primary product lines
* Our core differentiators
* An updated Lead Generation plan including budget
* Need to find and cost out a CRM
* Need to define a sales process
* Need to create a new sales compensation plan including impact, if any, on budget
* Need to find and cost out a calendaring system for prospect managementmight be a
feature of a CRM.
* Need to create a sales training program and cost out
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Step 3 - Courses Open and Options

Option 1 — Hire 2 More Salespeople

* Pros
* No change to existing sales systems
* Little effort for Marketing
* Simple to Manage Budget

* Cons
*  Will it actually work?
* If does not work will be harder to make changes later
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Step 3 - Courses Open and Options

Option 2 — New Tactical Marketing Plan and Sales Management
System
* Pros
* Budget neutral or less
* Create systems that can be easily adopted
* (Can be scaled for even more growth later
e Cons
* Complex to implement

* Potential forsales people turnover
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Step 4 - Recommendation and Plan

1. Make a Recommendation or Decision
2. Prepare Draft Plan based on process
3. Finalize Plan and then Execute
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Fun With Financials
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Fun With Financials

1. Current Business Plan

2. Revenue and Profit Budget
3. Breakeven Plan

4. Cash Gap Plan

Take Action Resylts

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

236



Escape Overwhelm — Build a Better Business

Current Business Plan

What is a Current Business Plan? It’s a credible, written plan,
detailing a company's unique selling proposition, strategic plan,
and revenue and profit budget, designed to induce financial
partners to invest in or lend to the business.
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Current Business Plan

Why is a Current Business Plan important? The Current Business
Plan is mandatory if you want to find investors for your business,
whether they are traditional commercial lenders like the banks or
angel investors taking a chance on your success. This Current
Business Plan includes more than just the raw financials, but the
financials are a critical component of the plan.

Take Action Results

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

238



2 Take Action Results

Escape Overwhelm — Build a Better Business

Break-Even
$2,500,000 ot A " T '
MAX UTILIZATION ——— _g4
000,000 —
¥ NET PROFIT
$1,500,000 = - BREAK-EVEN4’ = == Revenue
00000 mmmmm  Fixed Costs
mmmmm  Total Expenses
PR mmmmm  Net Profit
mmmmm Variable Costs

$0 ~

($500,000) —

($1,000,000) - - -

Investors:

How quickly can |
get a return of and
return on my
invested capital?

Owners:
How quickly can |
get my business
above break-even
and generating
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Gross Profit vs. Net Profit

GROSS PROFIT
N NET PROFIT
Units Above Break-
Even
I e ——

20%

80%

FIXED COSTS
VARIABLE COSTS (OVERHEAD)
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($1,000,000) - - -

Investors:

How quickly can |
get a return of and
return on my
invested capital?

Owners:
How quickly can |
get my business
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and generating
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Options

OPTION 1 OPTION 2

Your Business, Inc.

fLivePlan

Se———————

START YOUN PLAN
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Liverian oW T WO A i

Write your plan in half the time
with twice the impact

Pick a package and sign up in less than 60 seconds. Change or cancel at any time.

ANNUAL PACKAGE ©

JLag

PLivePlanGives §10 buxm every now aeraal package to Aght poverty. Learn macs

MONTHLY PACKAGE

) [eem—

O A T
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Live Plan Sample
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Current Business Plan Template

k Take Action Results

1

2 Your Business, Inc.
3 MyCompanyTradename

4 Template Revision date: 1/1/2020

5 Introduction

]
7 |Step by step inatructions g
8 | 2) Enter your basic business identity information
9 Info'!al
10 | 3) Enter all capital expenditures required to start your company
1112 Cap Ex'!Al
12 4) Enter details of the loan for your capital expenditures
13]4 _Cap Ex Losn'!Al
14 5) Enter your payroll expenses
15[3 Team' !Al |
16 |6) Enter the pricing for for your products and services
17:7 Sarvices' 1Al
18 ' 7) Enter the number of units you expect to sell for each of your products and services
197 sales by Unit'!Al
8) Enter your anticipated monthly expenses bearing in mind that the payroll expenses will be entered on a
20 |different tab
1 Intro 2 nlo 3CapEx | 4CapEsloan 3 Team & Products Senices 7 Sakes by Lak B Mo PaL 9 Amual PaL ®
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o ottt Baines oy Foreword By Bestseling Auther
Process

@ Create a Plan That Grows
With Your Business

@ Toflor & Plan 1o Your Company

 Develop A Quick-Hitting et

amm s The

.nd mmu

ZiEe Plan-AsYou-GO

B MA‘WW

=" Business

.wpamw

Coolde-Cutter Plans
w Save Time and
Resources

» Take Total
Control of
Your Business

Business
Plan
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Revenue and Profit Budget

What is a Revenue & Profit Budget? It’s a reliable budget that
forecasts discretionary cash-flow, identifies your required working
capital, and demonstrates your ability to service debts and deliver
a return to investors.

Take Action Results
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Breakeven
$2,500,000 ot A " T '
MAX UTILIZATION ——— _g4
000,000 —
¥ NET PROFIT
$1,500,000 = - BREAK-EVEN4’ = == Revenue
00000 mmmmm  Fixed Costs
mmmmm  Total Expenses
PR mmmmm  Net Profit
mmmmm Variable Costs

$0 ~

($500,000) —

($1,000,000) - - -

Investors:

How quickly can |
get a return of and
return on my
invested capital?

Owners:
How quickly can |
get my business
above break-even
and generating
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Fixed Costs

1
2
3 March Aprit May June July August September October November December
4
5 'ACC{»M!LLH-J services § 200 s 200 3 200 § 3 < 200 3 s 3
6 [Advertiazing expense $ 1,000 s 1,000 % 1,000 s $ s 1,000 3 s s
7 |Mank Paes 5 3 s0 3 50§ 56 5 3 3 50 3 3 3
8 s § 1,280 s 3,250 § 1,250 s 5 $ 1,25% s s s
9 E § 2,500 5 2,500 § Z500 2 3 3 2,500 3% $ 3
10 1T suppoct H H soh s 500 3 s00 3 5 L7V 500 3 H $
11 |Lease — phone equipment 3 9 2500 3 250 4 510 9 250 3% 2 3 ] ¢
12 [teaze - server s 5 00 3 500 5 COT 5 LOT 4200 3 s 5
13 |Legal fess s 1] 100 H 100 $ 100 S 9 100 ¢ 100 s s ] g
14 ;K'nkezinq s 5 2,400 5 2,400 5 2,400 s 5 2,400 5 2,400 3 § 5 2,400 s

11 - admin ¢ $ €,475 _ 6,475 % ©,475 ¢ 9 6,47 : 6,475 $ s ¢ 6,475 _

1l - cwmer zalary s $ 5,000 3 5000 §5 5000 S $  S.000 s 5,000 3 5 s 5.000 s
17 |Payzoll expense - $ S00 % 500 4 500 % 3 s00 3 500 % ] 4 $

H $ 250 s 250 5 LT 5 250 5 2% 3 s 3 s
$ 3 750 3 750 3 1 ] 56 3 750 3 E ¥ :

20 |Taxas E $ 2% s 2% % %0 s $ 2% s 250 3 s $ s
21 |Web site hosting ¢ $ 5 E 75 ) 5 ¢ 75 ¢ B 3 75 ) ¢ ’ ¢ 5
2 jottics 364 $ $ 120,00 S 120.00 § 120,00 S 3a0.00 $ 120,00 £ 220.00 $ s § 120,00 S 130,00
23 jtmall Autoresponder $ 90.00 ¢ $0.00 s  90.00
24 [cEM
25
26
27 Fixed Costs 3 23,235 S 22,170 | § 22,17 $ 22,260 | § 22,17 $ 22,170 | 3 22,26 s 22,17 5 22,17 $ 22,260 | 3 22,17 $ 22,170
28
29 Note
30 |Fill in shaded areas= only
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Variable Costs

1

2

3 January February March Aprit May June Juty August September October November December
4

5 5 25,000 25,000 25,000 25,000 $ 25,0000 5 25,000 5 25,000 3§ 25,000
& $ 15,000 15,000 & 15,000 15, 000 15,000 S 15,000 $ 15000 S 15,000
7

8

9

10

n

12 |Variable Costs 540, 40, 4 40 Ll 4
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Revenue & Profit

1
2]
3 January | February | March April June July Bugust | September | October | November | December
4+ |Revenues 100,000 4§ 55,000 $ 50,000 3 45,000 3% $ S0,000 $ €5,000 3 €0,000 $ 52,000 $ 72,000 § 65,000 $ 70,000
5 |cross Margin o8 3ss 34s 118 208 3% 338 448 3% 438
s |Gross Profit B $ 21,500 | $ 17,000 % 5,000 | % s 10,000 | 3 25,000 | 3 20,000 | 3 s 32,000 | 3 25,000 3 30,000
7
s |[Fixed Costs [
9 |Accounting services B 200 | 3 3 s E) s E) B E) s 3 B
1 |advercising expense s 1 s s s s s s F) s s s s
1i_|Business coaching s 1 3 3 s s s s s s s s B
©_|IT supporc services 3 3 3 F) s F) s E) s F) s B}
1 |Lease - phone equipment | 3 3 3 s s F) s F) s F) 3 s
#_|Lease — server B 3 s s s E) s F) s E) 3 s
B |Legal fees B 3 s ) s E) s E) s E) ] s
% _|Marketing s 2 : 3 s 2 s + s s 2 s + s E)
1_|Payzoll - admin 3 e 3 s s ¢ s s s s e s s s s
% |Payroll - owner salazy | 3 5 3 s s s s s s s s s F) s s
1 _|Payroll expense 3 3 s B s B s s s B s 3
20 |Phone charges 3 3 s F) s F) s F) s F) s B}
2 |zent B s0 | 5 E) F) ) F) s F) ) F) 3 s
2 |Taxes 3 250 | 3 s ) s E) s ) s E) 3 E;
2 |Web site hosting B 7[5 s s s E) s E) ) E) s E)
2 |ofzice 365 B 3 3 s s E) s E) o | s E) s B}
25 |=mail Aucoresponder 3 s - = s s - s - s s - s - s 3 - [= -
2 |can s s - s - s - F) - s - s - s - s - s - [= -
23 |Total Fixed Costs 3 S | 3 1s,€20 | 3 15,620 | 3 15,710 | 3 18 3 1s,e20 | 3 3 1s,e20 | 3 3 $ 1s,e20 | 3  1s,€20
3 |Net Profit s s 1,880 | 5 s (14,7100 5 (14,6200 3 (9,€20)] 3 B 380 | 3 B s 5,380 | 5 10,380
|

Balance Sheet
%2 |Ttems
3 |Investments s - s - s - 3 - s - 5 10,000 3 - s - 3 - s - 3 =
34 |Debt reduction s - s - s - s - s - s - s 13500 3 = 3 - s = 3 =
35 |Cash in/(out) % - % - % - s 7,500 3 - - s - s 1s,000 % 15,000 % 15,000 % 15,000
36 |other E) - s - s - s - s - s - s - s - s = - s =

Total Balance o -

3 Sk - s - s s - % 0,000 3 s $ 15,000 | % $ 15,000

37 |Sheet Items
38 |
33 [Net cash s 39,315 |3 1,880 | 5 s s (1s,€20) 5 (s,6200| 3 (4,710)) 3 12,880 | 5 7,380 |3 27,250 | 5 20,380 | 3 25,380
4 [Cash Position s 44,315 | 3 46,155 | 3 : s 1 s 7,125 |3 2,415 | 3 15,295 | 3 22,675 | 5 45,95 | 3 70,345 | 3 95,725
#1 |Scarving Working Capival[ S S/000.00]
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Breakeven Plan

What is a Breakeven Plan? It’s an aggressive plan to stop the
bleeding of cash by temporarily cutting all non-critical expenses
while driving sales above break-even by selling existing inventory

or service capacity to cover operating costs, debt service, and
personal drawings
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Breakeven
$2,500,000 ot A " T '
MAX UTILIZATION ——— _g4
000,000 —
¥ NET PROFIT
$1,500,000 = - BREAK-EVEN4’ = == Revenue
00000 mmmmm  Fixed Costs
mmmmm  Total Expenses
PR mmmmm  Net Profit
mmmmm Variable Costs

$0 ~

($500,000) —

($1,000,000) - - -

Investors:

How quickly can |
get a return of and
return on my
invested capital?

Owners:
How quickly can |
get my business
above break-even
and generating
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Breakeven Formula

BE = FC/GP%

BE = Revenue Required to Breakeven
FC = Fixed Costs
GP% = Gross Profit Margin %
Gross Profit Margin % = Gross Profit/Revenue
Gross Profit (Contribution Margin) = Revenue — Variable Costs
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Gross Profit versus Net Profit

GROSS PROFIT
N NET PROFIT
Units Above Break-
Even
I e ——

20%

80%

FIXED COSTS
VARIABLE COSTS (OVERHEAD)
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Increasin

g Prices

Take Action Results ¢ Sfncreasing Your Prices

If Your Present Margin I: 20% 25% 30% 35% 40% 45% 50% 55% 60%

el il e G e S

And you INCREASE your prices by:

Your sales could DECLINE by the amount shown before your Gross Profit is reduce]
2% 9% 7% 6% 5% 5% 4% 4% 4% 3%
4% 17% 14% 12% 10% 9% 8% 7% 7% €%
6% 23% 19% 17% 15% 13% 12% 11% 10% 9%
8% 29%| 24% 21% 19% 17% 15% 14% 13% 12%
10% 33% 29% 25% 22% 20% 18% 17% 15% 14%
12% 38% 32% 29% 26% 23% 21% 19% 18% 17%
14% 41% 36% 32% 29% 26% 24% 22% 20% 19%
16% 44% 39% 35% 31% 29% 26% 24% 23% 21%
18% 47% 42% 38% 34% 31% 29% 26% 25% 23%
20% 50% 44% 40% 36% 33% 31% 29% 27% 25%
25% 56% 50% 45% 42% 38% 36% 33% 31% 29%
30% 60% 55% 50% 46% 43% 40% 38% 35% 33%

When you adopt a premium pricing strategy this table shows the amount by which your sales would have to
decline following a price increase before your gross profit is reduced below it's present level.
2 |For example, at a 40% margin a 10% increase in your price could sustain a 20% reduction in revenue.

How do you calculate how much sales volume you can lose without affecting your gross profit?

Here’s a useful formula for determining break-even on a price increase.

current gross margin to the percent increase and divide the percent price increase by the first

E.g.: 10% increase for a company with 60% gross margins

10 divided by 70 (gross margin of 60 + price increase of 10) = 14.3%

The business must lose 14.3% of revenue to achieve same level of gross profit
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Decreasing Prices

EET‘;'(EACY[,'?”R?S,L,”[S Decreasing Your Prices

1

2

3 |If Your Present Margin Is: 20% 25% 30% 35% 40% 45% 50% 55% 60%]
4

5 |And you DECREASE your prices by: |
6 |Your sales must INCREASE by the amount shown to keep the same Gross Profit
7 | 2% 11% 9% 7% 6% 5% 5% 4% 4% 3%
8 4% 25% 19% 15% 13% 11% 10% 9% 8% 7%
od 6% 43% 32% 25% 21% 18% 15% 14% 12% 11%
10 | 8% 67% 47% 36% 30%| 25% 22%| 19% 17% 15%
11 10% 100%| 67% 50% 40% 33% 29% 25% 22% 20%
12 12% 150%| 92%| 67%| 52% 43% 36% 32% 28% 25%
13 14% 233% 127% 88% 67% 54% 45% 39% 14% 30%
14| 16% 400% 178% 114% 84% 67% 55% 47% 41% 36%
157‘ 18% 900% 257% 150% 106% 82% 67% 56% 49% 43%
16 | 20% 400%  200% 133% 100% 80% 67% 57% 50%
17 | i 25% 500%| 250% 167% 125% 100% 83% 71%
18 30% 600% 300% 200% 150% 120% 100%
19

20 |

21

2 | The table indicates the increase in your sales that are required to

23 | compensate for a price discounting strategy. For example, if your margin
24 is 40% and you reduce your price by 10% you need your sales volume to

25 | increase by 33% to maintain your profit. Rarely has such a strategy

26 | worked in the past and it's unlikelv it will work in the future.
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Gross Profit versus Net Profit

GROSS PROFIT
N NET PROFIT
Units Above Break-
Even
I e ——

20%

80%

FIXED COSTS
VARIABLE COSTS (OVERHEAD)
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Cash Gap Plan

What is a Cash Gap Plan? It is “an efficient plan to quickly collect
your outstanding receivables, get your customers to pay faster, and
negotiate better terms with your vendors so your bank account
always has plenty of cash in it.” You know that you need a Cash Gap
Plan if you are perpetually struggling with cash flow and are not
managing your receivables and payables as well as you should.

Take Action Results
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Cash Gap Plan

Critical you pay attention to KPIs that will be explained next
module

1. Quick Ratio

2. Inventory days

3. Accounts receivable days

4. Account payable days

Take Action Resylts
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Cash Gap Concept

Inventory Arrives Inventory Shipped
4 4

Inventory
Days

Payables Receivables

Cash Gap

100

Cash Paid/ Cash Received/

g TakeAd
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Cash Gap Concept
Inventory Arrives Inventory Shipped
// //
e e
e e
Inventory
Days
Payables ~
- | Zero Cash Gap! I
Receivables «
0 20 40 40 80 100 120 140

/
Cash Paid/Received
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Cash Gap Concept

Inventory Arrives Inventory Shipped
4 4

Inventory
Days
Payables
\
Negative Cash Gap! I N
N | | |
0 . 20 40 60 \\ 80 100 120 140
\\ \
N . \ .
Cash Received Cash Paid

Take Acti
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Cash Gap Plan (CGP)

Shorter terms with customers
Faster collection system
Bonus AR staff

Outsource AR

Longer terms with vendors

o v s wN R

. Cutinventory

Take Action Resylts
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Lean Program

What is a Lean Program? It’s an ongoing program for rallying your
team around a commitment to eliminate wasted time, material,
and movement so you can dramatically improve operational
efficiencies, cut production costs, and compete more effectively.
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Identify And Eliminate “ Muda” (Waste)

1. Over-Production
2. Inventory

3. Waiting

4. Defects

5. Motion

6. Transportation
7. Processing
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Kaizen =
Continuous
Improvement

k Take Action Results
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Eli Goldras has been
described by Fortune

“Goal readers are now
doing the best work of
their fives.”

been wildly elfective..~
Tom Peters

Required reading for
Amazon’s management.

Take Action Resylts

Copyright © Action Leadership Inc. 2015 to Present. All Rights Reserved.
No part of this document may be used, displayed or reproduced without the consent of the author.

268



k Take Action Results ] .
NS Escape Overwhelm — Build a Better Business

HOW TO: Lean Program

Marketing/ Sales

Purchasing
(HR)

Manufacturing Delivery/
(Service) Distribution

Collections

Take Action Resylts
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What Lean IS NOT

NOT simple cost cutting

NOT cheaper material

NOT lay-offs

NOT cutting a suppliers margin
NOT cost avoidance

NOT “point improvements”

NOT a tool (i.e. 6 Sigma, TQM, TPM)

N o VAW =
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Identify And Eliminate “ Muda” (Waste)

1. Over-Production
2. Inventory

3. Waiting

4. Defects

5. Motion

6. Transportation
7. Processing
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1. Over- Production

1 COUNTER
DEFINITION EXAMPLES CAUSES MEASURES

Producing more  Producing Forecasting Pull system
OVER- than the product to stock | ong set-ups scheduling
PRODUCTION ~ customer needs based onsales “Just in case” for Heijunka —
right now forecasts break-downs level loading
Producing more Set-up reduction
to avoid setups TPM

Batch process
resulting in extra
output

Kaizen Institute: https://in.kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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2. Inventory

COUNTER
DEFINITION EXAMPLES CAUSES MEASURES

More materials, Raw materials Supplier lead Externalkanban
INVENTORY  Parts,or Work in process ~ time Supplier
products on Finished goods  Lackof flow development
hand than the Long set-ups One-piece flow
customer needs ConSL.JmabIe & p i P
right now supplies Longlead times  [IN€s .
Purchased Paperworkin Set-up reduction
components process Internal kanban
Lack of ordering
procedure

Kaizen Institute: https://in.kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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3. Waiting
COUNTER
DEFINITION EXAMPLES CAUSES MEASURES
Idle time created Waiting for Push production Downstream pull
WAITING yvhen material, pa rts, prints, Work imbalance  Takttime
info, people, or  inspection, Centralized production
equipment is not machine, info, inspection In-process
ready machine repair .
Order entry gauging
delays Jidoka
Lack of priority ~ Office Kaizen
Lack of TPM

communication
Kaizen Institute: https://in kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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4. Defects
COUNTER
DEFINITION EXAMPLES CAUSES MEASURES
Work that Scrap Process failure GembaSigma
DEFECTS contains rrors,  Rework Misloaded part  Pokayoke
;ervlvaocrli(s’ mistakes Defects Batch process One-piece pull
something Correction Inspect-in quality Built-in quality
necessary Field failure Incapable 3P
Variation machines Jidoka

Missing parts

Kaizen Institute: https://in.kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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5. Motion

COUNTER
DEFINITION EXAMPLES CAUSES MEASURES
Movement of Searching for Workplace 5S
MOTION people that does parts, tools, disorganization  pgint of Use
not add value prints, etc. Missing items Storage
Sorting through  poor work Water Spider
materials station design One-piece flow
Reaching for Unsafe work Workstation
tools area design
Lifting boxes of
parts

Kaizen Institute: https://in.kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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6. Transportation

COUNTER
DEFINITION EXAMPLES CAUSES MEASURES
Movement of Moving parts in ~ Batch production Flow lines
TRANSPOR product that and out of Push production  Pull system
TATION \cj:lisemt add sto rarge . Storage Value

Moving material ¢ i Stream
from one work layout organizations
station to Kanban
another

Kaizen Institute: https://in.kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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7. Processing

COUNTER
DEFINITION EXAMPLES CAUSES MEASURES
Effort thatadds  Multiple Delay between Flow lines
PROCESSING  no value from cleaning of parts processing One-piece pull
the customer’s  paperwork Push system Office Kaizen
viewpoint Over-tight Customer voice  3p
tolerances not Lean Design
Awkward tool or understood
part design Designs “thrown
over the wall”

Kaizen Institute: https://in.kaizen.com/blog/post/2015/07/22/the -7-wastes-of-production.htm|
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Waste Worksheet
Waste Worksheet
1. Over-Production Accountability Date

Measures
Making too many wingers to bolt Making Making wingers
onto the widgets, so unused wingers in as needed

wingers pile up on our shelves batches rather than in
batches

Winger crew  mm/dd/yyy

Take Action Results
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Weekly Kaizen Meeting

|dentify areas of waste

|dentify causes of waste

Prioritize areas to be eliminated first
|dentify countermeasures

Assign accountabilities and dates
Review KPI to measure progress
Revise countermeasures as necessary
Celebrate wins

Reward progress

O© 0N U hAWDN =
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M2A2 - KPIs (or Metrics) That Matter

Do you really understand the state of your business today?
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M2A2 - KPIs (or Metrics) That Matter

Warning
This might be a bit dry and
technical but ignore at your peril!
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M2A2 - KPIs (or Metrics) That Matter

New Leads!

Death of a Business = No New Customers
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The Prospect Continuum

Sales = 2 Things
1. Find Someone to Talk To
2. Talk to Them

Lead — Suspect — Prospect — Customer

b 4 !

Name Interest Opportunity

Marketing Sales
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Marketing Tactics Plan

Hunting vs Farming

Business
Stage
2 1

Hunting 3

Farming 1 2 3

1. Must be targeted (to your Ideal Customer Profile)
2. Should have a specific and unambiguous Call to Action
3. Each should have a highly monitored and measured budget
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M2A2 - KPIs (or Metrics) That Matter

Cost per Lead!

Worst is monthly, next is rolling 4 weeks and
best is weekly!
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M2A2 - KPIs (or Metrics) That Matter

Conversion Rate!

Gives you your Customer Cost of Acquisition
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M2A2 - KPIs (or Metrics) That Matter

Conversion Rate Example!

Cost per Lead = $1.00
Conversion Rate = 5%
Therefore 100 leads = 5 Customers or $20.00 per customer
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M2A2 - KPIs (or Metrics) That Matter

Customer Value!

Your Best Customer is an Existing Customer!
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M2A2 - KPIs (or Metrics) That Matter!

Gross Margin!

GM = Revenue - Cost of Goods Sold
Revenue
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M2A2 - KPIs (or Metrics) That Matter

Example #1

GM = 100 - 50 = 50%
100
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M2A2 - KPIs (or Metrics) That Matter

Cost of Goods Sold includes
labour to provide or produce the
goods or service!
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M2A2 - KPIs (or Metrics) That Matter

Example #2

GM = 100- (50 + 15) = 35%
100
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M2A2 - KPIs (or Metrics) That Matter

Plumbing Example

« $99 service call
+ .50 cents/mile vehicle costs
« $50 journeyman and $22 apprentice = $72/hour labour
* 10 miles and 20 minute each way call so
GM =99 - (10 + 48) = 41%
99
* 15 miles and 30 minutes each way so
GM =99 -(15+72) =12%
99
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Profit Equation Worksheet

CURRENT FUTURE Change
Leads Generated 1,000 1,100 10%
X
Conversion Rate 25% 27.5% 10%
New Customers " 250 303 21%
+
Retained 2,000 2250 13%
Customers 2250 2553 13%
X 10% Increase
Revenue/Customer $360 $396 10% < — Leads to 101%
= More Profit
Revenues " $810,000 $1.010,790 25%
X e
Gross__l_VIargin 39% 43% 10% < >
Gross Profit " $315900 $434 640 38% /
Fixed Costs $180.000 $162,000 0% *
Net Profit $135,900 $272.640 101%
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M2A2 - KPIs (or Metrics) That Matter

Quick Ratio!

Quick Ratio = Cash + Receivables
Accounts Payable
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M2A2 - KPIs (or Metrics) That Matter

Inventory Days!

(Days Sales of Inventory, Days Inventory Outstanding, Sold Inventory Days and the Average Days in Inventory)

Inventory Days = Inventory x 365
Cost of Goods Sold
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M2A2 - KPIs (or Metrics) That Matter

Accounts Receivable Days!

Accounts Receivable Days = Accounts Receivable x 365
Sales
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M2A2 - KPIs (or Metrics) That Matter

Accounts Payable Days!

Days Payable Outstanding

Accounts Payable Days = Accounts Payable x 365
Cost of Goods Sold
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M2A2 - KPIs (or Metrics) That Matter

Profit Equation Review based on

1. Leads Generated

2. Cost per Lead
3. Conversion Rate
4. Annual Customer Value

5. Gross Margin
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M2A2 - KPIs (or Metrics) That Matter
Liquidity Indicators

1. Quick Ratio
2. Inventory Days
3. Accounts Receivable Days

4. Accounts Payable Days

Trend and Compare
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M2A2 - KPIs (or Metrics) That Matter

Plumbing Industry Comparison

1. Quick Ratio = 2.53

2. Inventory Days = 17.1
3. Accounts Receivable Days = 58.24

4. Accounts Payable Days = 38.96

How do you stack up?
ES
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Exit Strategy

What is a Comprehensive Exit Strategy? It is a detailed strategy for
identifying the current value of your business, quickly enhancing its
value, and developing a marketing plan to identify the ideal
internal or external buyer to pay the best price for your business.
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Exit Strategy

Why is a Comprehensive Exit Strategy important? When you decide
it is time to exit your business you want to get the most value for
what you have likely spent years building. In the absence of a CES,
you will most likely waste time and money and never truly realize
the net proceeds you hope for; it really is that simple.
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Exit Strategy

What is the elephant in the room on this topic? Most business

owners wildly overestimate the value of their businesses. It’s very
likely that they have never had their business formally vaIued by a
business transfer professional. e
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Exit Strategy Steps

1. ldentify Target Value

2. Determine Current Value
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Business Valuation Methods

Valuing a business
or asset

Discounted
Cost Market approach cash flow
approach (relative value) (intrinsic value)

approach

Public company

Cost to build comparables

Forecast future cash

Precedent flows

Replacemen t :
SpIAceknent cos transactions

The Cost Approach looks at what Market Approach, which is a form The discounted cash flow (DCF)
it costs to rebuild or replace an of relative valuation and frequently approach is a form of intrinsic
asset. The cost approach method used in the industry. Itincludes valuation and is the most detailed
is useful in valuing real estate, Comparable Analysis and and thorough approach to

such as commercial property, new Precedent Transactions. valuation modeling.
construction, or special use

properties.
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Exit Strategy Steps

1. Identify Target Value
2. Determine Current Value

3. Math gives you the Value Gap
Target Value
Current Value

Valut_e Gap
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Exit Strategy Steps

1. Identify Target Value

2. Determine Current Value

3. Math gives you the Value Gap

4. Close the Gap using strategies outlined in this course

5. Assemble and Prepare the Team
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Exit Strategy Team

Business

Owner

Business Coach Accountant

ProtectValue

Create Value

Attorney Financial Advisor

Distribute Value Compound Value
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Exit Strategy Steps

Identify Target Value

Determine Current Value

Math gives you the Value Gap

Close the Gap using strategies outlined in this course

Assemble and Prepare the Team

o vk W RE

Identify Internal and/or External Buyers
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A Primer on Selling Businesses

=

Evaluating, Entering,
Ennancing, & Exiting
PRIVATELY OWNED BUSINESSES
WILLIAM W, (BILL) BUMSTEAD
AN
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A Primer on Selling Businesses

AN INC. BEST BOOK FOR BUSINESS OWNERS

BUILT

Creating a Business That Can
Thrive Without You

JOHN WARRILLOW

ORD BY BO BURLINGHAM, aut
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Contact Info

wayne@takeactionresults.com

15 minute phone call

https://takeactionresults.com/15-minute

30 minute zoom call

https://takeactionresults.com/30-minute-virtual
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