January 6, 2004

Compilation of 2003 Weekly Insights -- Happy New Year
HEADLINE:  Happy New Year!  Below is a link to download a 69-page compilation of my Weekly Insights from 2003, complete with an interactive Table of Contents.  Please print it out and peruse it for ideas to make 2004 a prosperous year.  Good Luck this year!!

HEADLINE 2: Volunteer Subscription Drive/Raffle – if you enjoyed the Weekly Insights last year and would like to make a contribution (all proceeds go to charity), it’s very much appreciated – and there will be a raffle Jan 21 for a free seat to any event.  Below is the link.  
DETAILS:  Here’s the link to my 2003 compilation.  My compilation for 2002 is also downloadable at this same link:  http://www.gazelles.com/insights.html
DETAILS 2:  Here’s the link for the raffle: http://www.gazelles.com/nfte.html
January 13, 2004

R&R Packaging "marriage", marriage encounter, Fortune Magazine needs VOIP example
HEADLINE

Andy Schwartz “marries” two companies; attend your own marriage retreat; Fortune magazine needs Voice Over IP example ASAP for article – and I would like them as well!
BULLET POINTS

1) From Julia Boorstin, Fortune Magazine – “It would be great to find a small business that has spent a lot of time researching and has had success with their VOIP technology” email ASAP julia_boorstin@fortunemail.com
2) Jim Warner, top resource for YPO (and former YPOer himself), hosts “Marriage at Midlife: A Retreat for Couples” in Boulder, CO Feb 1-5 (great time to ski!) – max. 12 couples – go to:

http://www.oncoursein.com/MarriageAtMidlifeHomePage.htm
3) Andy Schwartz, CEO of Texas-based R&R Packaging (specializes in the sales and service of adhesive application systems and automatic ink jet printing equipment) shared his Q4 “marriage” theme and 2004 World Series theme – see below.

DETAILS

Here’s the email update from Andy:
Verne,

Sending you a year-end wrap-up that COULD NOT have been accomplished without 'Habits'.  We went to 'Rockefeller Habits' workshop in Houston June '03 and implemented straight from the book, and I'm happy to say we hit all our goals and critical numbers for Q3 and Q4.  I now firmly believe that with good 'Habits' we can do anything.
For revenue, marketing, and clarity, we decided that day to 'marry' 2 companies to one.  Our Q4 'theme' was the marriage.  We had an engagement/bachelor party, a rehearsal dinner, and to everyone's surprise, we transformed our Holiday Party into a (non-traditional) wedding.  Our 'vows' included all of our core values, which everyone exchanged.
We then took the opportunity to roll out our 2004 theme, which is 'Baseball-Winning the World Series of Glue!'  Howard Cosell even interviewed the players.  It was lots of fun and the message was well received.  When you win the World Series (our 2004 BHAG) you go to Disney World!
Thank you again and you’re right about being stuck at $10M.  We're not going to get into a slump; we're going to $12.3M right away!  We'll see you in Chicago May '04!

Happy Holidays 

Andy Schwartz
AJ/R&R/MAP
281-252-5441
January 16, 2004

PPR Travel Uses Blue Invoice to Decrease Cash Cycle

HEADLINE

Great idea heard in our Dallas Rockefeller Habits program this week -- PPR Travel, Inc. has decreased their cash cycle by 15 days, partially using a blue invoice – see below.  Dwight Cooper and Keith Frein founded this leading healthcare placement firm in 1996, making the Inc. 500 list several times – www.pprhealthcare.com.

BULLETS

1) Hired an extra person just to make sure invoices were accurate; to call hospitals to proactively find out how they each wanted their invoice structured; and to make follow-up phone calls.

2) Hit upon the idea to change the color of their invoice from the standard industry white to blue so its noticed in the huge pile of invoices sitting on the accounts payable clerks desk

3) They’ve received lots of anecdotal feedback from hospitals where clerks say “because we know your invoice is accurate and won’t be a hassle, and we know its blue, we grab in from the middle of the pile and up it on top to be processed first.”

DETAILS
Don’t skimp too much in the accounting department – often just hiring another person to do nothing but make sure invoices are accurate, to speed up getting them out (daily or weekly instead of monthly), to follow-up with customers and find out how they like their invoices structured, and generally making sure the cash is flowing, will pay for itself many times over in just a few months.

Dwight and Keith run an amazing organization in Jacksonville Beach, FL.  And they took serious our push to focus on cash in 2003.  Their organization was recently featured as a chapter in the book “Smart Business Growth:  Leading Entrepreneurs on Recognizing and Capitalizing on Potential.”

January 21, 2004

Death by Meeting; Donovan Industries reduces A/R; Topgrading Key
HEADLINE  
 

“Death by Meeting” – I just love the title of Pat Lencioni’s new book to be released in March and we’re lucky enough to be hosting our first workshop with Pat March 18, Oakland, CA – more on the book below.  

 

Donovan Industries Topgrades to reduce A/R 11 days – and our next Topgrading workshop is March 11, Chicago – how Jim Donovan did it is below.

 

Tomorrow last day for voluntary subscription drive to qualify for raffle – thanks for all the support – here’s the link – all proceeds to charity:  http://www.gazelles.com/nfte.html
 

BULLETS
 

1)      For the first time we’re hosting a one-day workshop with the famous Pat Lencioni, one of the top three business authors of our time – March 18, Oakland, CA – will focus on his best-seller “Five Dysfunctions of a Team” and his new book coming out in March, “Death by Meeting” – he asks “why do we enjoy a two-hour movie but can’t stand our 30 minute staff meeting?”  Hint at answer is below.  

2)      Jim Donovan, CEO of Donovan Industries (www.dawnmist.com), a Florida-based leader in supplying disposable products to the healthcare industry, shot me an email last week about how he Topgraded his A/R person and reduced A/R days by 11 – see his complete email below.

3)      If you’ve not had a couple top execs attend the Topgrading program, our next one is March 11 in Chicago.  You have to get your hiring accuracy into the high 80s or low 90 percentile, or everything else is more difficult.

 

DETAILS
 

Leadership education is hot again!!! And most meetings stink.  We’re so excited to finally land a workshop led by Pat Lencioni (“Five Dysfunctions of a Team” fame) – and we’ll get a first introduction to his new material to be released the end of March when his book “Death by Meeting” is released.  Interestingly, I was talking with Alan Rudy, CEO of IntoGreat (he sold his first firm, ExpressMed, which I featured in my book) over the holidays and he was expressing how he was having more leadership issues than management issues.  I do think companies are back interested in leadership training, so we contacted Pat Lencioni to do a workshop this spring and we’re going to bring back the famous “Leadership Challenge” workshop this fall – it provided many of us early Gazelles participants with a fantastic framework and language for leadership, which I still use today (as does Alan).

 

And the big hint from “Death by Meeting” – movies set-up a conflict in the first 5 minutes which then gets resolved – we need the same in our meetings – Pat will take us through this as part of his Five Dysfunctions of a Team workshop.  Take a look at the agenda:

 

8:30 a.m.                    Welcome and Introductions
 
8:45                            Overview of The Five Dysfunctions
 
9:30                            Team Assessment Discussion
 
10:15                            Break
 
10:45                           Building Trust
•       Discussion and Exercises
 
noon                            Lunch
 
1:00 p.m.                    Conflict
•       Issue-Resolution Management
•       Conflict Exercise
 
1:45                             Death By Meeting
•       Changing your meetings to encourage conflict
 
 
2:45                             Break
 
3:00                            Commitment
•       Overview
•       Dimensions of Clarity
•       Goals
 
4:00                            Next Steps
•       Team Effectiveness Exercise
•       Team Commitments
•       Cascading Communication
 
5:30                             Session Ends
 

 

As for Jim Donovan, here’s his email to me describing how he reduced A/R days by 11 using Topgrading to change his A/R person.  The Topgrading tools really, really, work – hope you can get someone from your firm to the session in Chicago March 11.

 

            Hi Verne; 

 

            Would like to share -- we too have a secret weapon in dramatically lowering outstanding A/R. As usual it is PEOPLE. We hired a fantastic person a little over a year ago to handle our A/R. She replaced a person that was very good at A/R but really had problems dealing with management (me being top of the list). When the new person started our A/R was around 44 to 46 days (terms of net 30 days). In our industry this is considered good. Within 6 months it was DOWN to 35 days! As of last week it was at 34 days. More important this has been accomplished without one upset or lost customer due to credit issues! Her secret? Careful review of all potential new accounts with great reporting to sales management so they know what they are getting if a customer is given open terms. She then offers options if she does not feel the customer can maintain good open terms rather than just saying no. Our customers love her and we know we have the best person in the country for this tough position.  She was hired using the Smart Interviewer process you recommended (one of the first new hires using this process). She was named employee of the year in 2003. In addition to the money award she received, she and her boy friend (just back from Iraq) will be off for an all paid cruise vacation. 

 

            If nothing else I owe you for telling me about the Smart Interviewer. Thanks! 

 

            Jim Donovan

January 23, 2004

What's your theme next week?-- Turner Consulting, Replicon, Radco Foods share themes
HEADLINE

What’s your theme on Monday?  Next week?  This quarter?  This year?   Decide (alone or with your team) the one thing you want the company to accomplish “today” and this week.  And below are some fun quarterly/annual themes – not too late to set one for this quarter and 2004.

BULLETS

1) Themes are not just for the quarter and/or the year – use them to focus your team and company each and every day.  We set a theme for each day and each week in Gazelles – this week’s theme was preparing for our $10k Premium package rollout and our Monday theme was cleaning up messes.

2) Dan Turner, Turner Consulting (an e-Government and e-Business pioneer in DC), just kicked off a pirates seeking gold theme around their yearly “process” goal – it’s a hoot -- 

http://www.tcg.com/pirate/ -- they rolled out their one-page plan and then sent their employees to the link.
3) Raj Narayanaswamy, CEO of Calgary-based Replicon, a leader in time sheet management systems, used extra-days off during the holidays to drive a 33% increase in sales in one quarter – he explains below

4) John Radostits, Radco Food Stores in Edmonton, Alberta, reduced sick days almost by half using IRONMAN and TINMAN awards – as he explains below, sick days mean empty checkout lines, long line, and groceries not getting to the shelf.  Lesson -- measure and reward what really matters to your business.

DETAILS

Here’s Raj’s email to me:

Hi Verne,

One of my sales rep. approached me last month asking if we could close our office earlier (at noon) on 24th of dec. so that staff can be with their families for the x-mas eve.

I saw this as an opportunity to implement the quarterly theme/reward system along with the daily meeting rhythm. So, I told her I will close the office on 24th, if we meet this quarter's revenue goal by 23rd. On top of that, if we meet a stretch goal by 31st, we could take Jan 2nd as holiday as well making is a long weekend. She took this up as a company challenge and organized a small group of cross function staff. For the last 3 weeks they meet every day for 10 minutes to monitor and discuss any hurdles to meeting the challenge.

This one "tactic" alone as lead to acceleration of our sales by 33% and looks like we will far exceed the goal that we set out at the beginning of this quarter AND get 24th of dec and 2nd of jan off!

I am still can't believe how effective this was.

Raj

raj@replicon.com

And here is John’s email to me (and his MIT “Birthing of Giants” class)

Hi All,

I just wanted to share a success of 2003.

1. What gets measured gets managed 

2. Reward success

 

In 2001 we were struggling with the amount of sick time used by our full time team. In the grocery business a sick day means an empty checkout, long lines or groceries not getting to the shelf, so it has a real effect on the flow of activity.

 

In 2001 we created the RADCO IRONMAN AWARDS. Any of our full time team members that did not take a sick day ALL YEAR received THE IRONMAN AWARD

1.     a $100 gift certificate at the store and 

2.     an Ironman pin to put on their apron. 

One sick day earned THE TINMAN AWARD of     

1.     $50 gift certificate and 

2.     a copper pin for the apron

In 2001 we had 2206 sick hours and we awarded

·      23 Ironman 

·     15 Tinman

In 2002 people started to wear the pin with pride and we saw our sick hours reduced to 2050.  We were excited and again we gave out the gift certificates and pins. Now some folks have 2 pins and 1 huge smile.  In 2002 we awarded:
·     30 Ironman 

·     14 Tinman

 

For 2003 we had a HUGE reduction to 1216 sick hours and our Ironman winners jumped 

·     42 Ironman 

·     13 Tinman

 

to up the ante this year  2 year in a row Ironman get $200 and  3 years in a row get $300. (we have 9 with 3 pins a huge smile and a big gift certificate)

 

At the end of the day we have saved some money and have rewarded those that show up, not those that stay home. 

 

John Radostits
johnrad@radcoiga.com

January 27, 2004
HEADLINES – learn something
Michael Dell -- “we have to start with great executives and then KEEP them great.”  Bill Gates -- “if you took away the top thirty employees at Microsoft, it would be a pretty ordinary company.”  See more examples below.

Enrollment time.  What are you doing professionally to “keep great” this spring and not let the company or industry outgrow you?  Pick an executive development program to attend – ours or someone else’s – but get in a rhythm of learning.   Schedule something this spring – our schedule below.

$10k Premium Membership launched – for our frequent participants your firm gets priority notice of our benchmarking events before they sell-out, a free seat at the Rosanne Badowski (Jack Welch’s asst) program, and 10 seats to be used at any of our programs this year – saves you between 20% and 30% -- sign up at www.gazelles.com .

FLIP FILIPOWSKI, JIMMY CALANO, BERT QUIGG 

I recently received an email from Flip Filipowski, the crazy technology entrepreneur that built Platinum Technologies and sold it to Computer Associates in 1999 for $3.6 billion, the largest acquisition of a software company at that time.  He’s now building another firm called Silk Road Technologies – www.silkroadtech.com.

In essence, he received a couple of my insights about recommended books and was kind enough to share his recent long list of favorite books.  It didn’t surprise me that one of the more successful entrepreneurs of our time remains an avid learner.

When I was out visiting Jimmy Calano during our Jim Collins event, I shouldn’t have been surprised that he’s maintained his book-a-week reading program (and attended the Collins event) – he’s been “retired” for several years after selling CareerTrack to TCI for a huge chunk of change (hint – he has the only private tunnel in Colorado).  This was a pace of learning he maintained while growing the firm from nothing to over $80 million.

And when I last saw Bert Quigg, Quigg construction in Vancouver, BC (very high-end luxury homes) he shared with me that “just for fun” he identified a key book from 21 different countries and read them in 21 days.  He’s clearly one of the best-read entrepreneurs I know and his results show it.

In 2001 a Jim Collins-like research project was undertaken to determine what corporate investments truly correlated to increased financial outcomes.  Gathering extensive data from 550 public companies and looking at R&D investments, capital expenditures, and other investments including training and development, the only investment that had a definite correlation to improved business outcomes, especially shareholder value, was training and development.  In fact, there’s some push to get the SEC to establish criteria for measuring and reporting training and development expenditures to give investors a key indicator of future performance.

Its so easy to skip personal development, especially now that markets are heating back up, but like all important things in life, you pay now or you’ll pay later.  What my mission in life has been and will continue to be is to provide the highest quality opportunities for you to get the best Fortune 50 quality executive development at a price and time you can afford.  Just do it.

January 30, 2004

Employee Surveys - Oblicore, Kenexa, Great Game - plus Flip's book list and Portland/Seattle

HEADLINES
 

Employee Surveying – I’ve received several inquiries this past week about best practices, where to get surveys, how to conduct, and feedback on various approaches – thoughts bulleted below – and crucial follow-through suggestions listed under details.

 

Flip Filipowski’s (billionaire entrepreneur) recent reading list is below since many of you asked, along with Jimmy Calano’s latest pick.  And the famous Gary Hoover (Hoovers business database) emailed to say his friend John Mackey, who runs $3 billion Whole Foods, reads every morning from 6am – 10am – one of the best read people Gary knows.  My top 10 author list at: http://www.gazelles.com/list.html
 

Thank you for the subscription donations – the amount raised qualified for one drawing, but we awarded two winners: George Ditzler, CEO of NJ-based Team Link (random drawing winner) and Mike Lanser, CEO of Innotec (for making a substantial donation – thanks!) – again, thank you to those that contributed.

 

Verne and Ron will be in Portland Feb 10 – 11, Seattle Feb 11 – 12, Calgary (great skiing) March 17 – 18, Hawaii April 22 – 23 (someone has to do it!), Malaysia April 27 - 28 leading the “Rockefeller Habits” workshop.

 

Go Carolina!!!  Go New England!!!

 

BULLETS
 

1)      Yuval Bolger, CEO of Oblicore (www.oblicore.com), supplier of IT service-level agreement management software, conducts a face-to-face employee survey – details below.  NOTE:  I recommend a CEO take one employee to lunch each week or month, depending on number of employees – best way to keep your finger on the pulse of your employees on a regular basis.

2)      Simple survey is to email three questions: what should we start doing? What should we stop doing? What should we keep doing?

3)      Two sample surveys in Rockefeller Habits workbook – download workbook at www.gazelles.com – click on “download forms” link next to picture of my book.

4)      Want to both automate and make feedback anonymous?  www.zoomerang.com provides the best free online survey tool on the web – customer, employee, etc. feedback surveys, plenty of templates.  Free tool limited to 30 questions and 100 responses.  Pro version for $599/year allows up to 10,000 online surveys and a lot more options.

5)      Jack Stack and Great Game of Business fans can utilize their 28 question online employee survey for $10/employee – email info@greatgame.com for details – its one of the two sample surveys in my workbook.

6)      Fortune magazine just released list of 100 Best Places to Work (our own The Scooter Store ranked 58 – congrats!!).  Many like using the survey services of the firm that manages this ranking www.greatplacetowork.com – and you’ll get useful benchmarking comparisons.

7)      Being able to benchmark against other organizations is very useful and often warrants using a professional services firm.  We recommend www.kenexa.com if you are a larger firm – they’ve created many of the more important tools and research-based employee and performance management surveys being used – in fact, it was their people that created the 12 question survey Gallup touts in their book “First Break all the Rules” – BTW, a must read book – and the 12 questions are fantastic.  Kenexa and Gallup usually go head-to-head for the employee survey business of many of our country’s best mid-market companies.

 

DETAILS – Oblicore’s Live Survey, Flip’s Reading List, Follow-Through Survey Keys

 

Here’s the email I received from Yuval:

“I wanted to poll my employees but decided that I would miss out on some of the benefits if I did it in writing. Therefore, I've scheduled 15-20 minute sessions by phone with each of our people. I do one of these every one or two days, usually when driving to work, so 30 employees takes a while but you can't beat the value of interactive communications. For us, this is especially important because we have four offices in three continents and I can't see everyone very often.

I ask the following set of questions, grouped according to sections

1. General (this might not be important to you but many of my guys started 2-3 years before me at Oblicore)
- How long have you been with Oblicore
- What were you brought in to do and how has this changed over this time.

2. Social network questions (I use this to construct a social map just like we saw in Year 1)
- On technical/professional matters, who do you consult with at Oblicore
- On technical/professional matters, who consults with you
- Without having to tell me what these matters are, who are you comfortable sharing personal matters with.

3. Satisfaction/improvement
- Are you satisfied with your position at Oblicore. Why/why not?
- If you were in my shoes, what would you do differently?
- How comfortable are you with the direction of the company (precursor: do you know where the company is going?)
- Do you think I should visit your office more often (this is a question that is relevant to us because I spend a lot of time in the field with customers and less time in our engineering center)
- What else would you want to talk about?

I feel I'm getting much more out of these conversations than a formal survey. Also, it appears that our people are very appreciative of me spending "personal time" with them to inquire about their satisfaction. We would not have achieved this result with a formal survey.

Hope this helps,

Yuval, yuval@oblicore.com
 

Here’s an excerpt from the email I received from Flip Filipowski (and the book Calano recommends -- Mountains Beyond Mountains – notes Jimmy “Talk about Level 5 leadership!  You'll never forget the main character, Dr. Paul Farmer.”)

 

“Can't help but recommend a few additional books.  Personally I am one of Daniel Boorstin's greatest fan.  His "The Creators" is also a must read.  I usually recommend the following books to compliment his.  Jared Diamond's "Guns, Germs and Steel - the fates of human societies", Edward 'O' Wilson's "On Human Nature", Christensen's "The Innovator's Dilemma", caped off by Kevin Bales' "Disposable People".  A foundation set for the assignment in your last Bullet Point.  A new fast read is Stephen Zades' "Mad Dogs, Dreamers and Sages" - I highly recommend that one although it still needs to stand the test of time.”
 

Last, here’s the checklist for making sure employee feedback is utilized (when you’ve asked for specific ideas/changes) – key is to CLOSE THE LOOP and assign a couple up-and-coming mid-managers to manage the process – great training ground for them and helps you delegate the legwork.

 

Hints in closing the loop with employees:
 
1. If you get a long list of suggestions (my first client collected 1784 logged items in a two week period), explain to everyone that we can’t fix everything tomorrow.  Choose a couple ideas you can act on immediately and/or choose a couple that will give a big payoff — probably an issue that was on many lists.
2. If you only get a few, don’t worry.  Just do something about the ones you did receive and make sure everyone knows.  Once they see you acting on the lists, they’ll be more enthusiastic to give more.
3. In all cases, compile the lists and give the list to everyone — even if it has 1784 items on it.  Do not summarize.  People want to see their issue on the list, so just list the raw information.
4. The key is closing the loop.  Let people know at a company meeting, in the newsletter, on a bulletin board, etc. what issues you’re addressing and any issues you’ve solved.
5. You might have to start out rewarding people for submitting issues.  One way is to buy a roll of raffle tickets and give out a raffle ticket for each issue submitted.  Have a drawing once a week and give away small prizes.  This will prime the pump.
6. It really helps to automate this process, using an online survey tool.  An email box where people can submit issues and a way to track the progress on or status of each issue is helpful.  You can get as sophisticated as you like.
7. A great way to involve the middle management of the firm is to have a group of them form a “continuous improvement” or “process improvement” team to stay on top of collecting and acting on the suggestion lists.  

 

February 3, 2004

11 Sales and Sales Management Tips from Neil Rackham
HEADLINE
11 Sales and Sales Force management insights BULLETED below.  

135 CEOs recently spent an evening with the famous Neil Rackham, an event I helped arrange in the DC area – and he lived up to being the Jim Collins of sales and sales force management.

Next week I’ll share his 6 insights for managing sales people.  

Rackham is author of four classic bestsellers – study them all (or attend our next event with Rackham, April 14- 15, DC)!:

SPIN Selling -- based on the largest research project ever undertaken in the field--over 35,000 sales calls over 12 years); 

Rethinking the Sales Force -- as marketing guru Phil Kotler says, you might not need a sales force after reading Rackham’s book. 
Major Account Sales Strategy – unlike most developers of major account sales strategy, Rackham methodically backs up his analysis of the buyer circle with in-depth research.

Getting Partnering Right: How Market Leaders Are Creating Long-Term Competitive Advantage – see insight #1 below – the most insightful idea I’ve heard in long time.

BULLETS

1) He shared one of the most insightful ideas I’ve heard in a long time – all the next significant productivity and value gains will happen between the boundaries of organizations rather than within organizations i.e. there are more productivity opportunities between organizations than within organizations – thus the importance of alliances and partnerships – get moving on this idea now!

2) Best question – would your customers say “that was such a great sales call that I would pay for it.”  What things do we do for our customers during sales calls that are so valuable that customers would be prepared to pay us for them?  Rackham asked 1100 purchasers across 25 industries this question and 80% said yes, they had had an experience with a sales person where they would have paid for the call, though it didn’t happen enough.  That’s what you want to achieve with your sales call.

3) When you give customers more channels for doing business with you, they’ll give you 32% more business.

4) When customers self-serve, their satisfaction goes up – Advanced Circuits has figured this out (www.advancedcircuits.com) – customers self-serve spec and price their own custom printed circuit boards online and recently Advanced Circuits added a function where they self-serve test their designs before submitting.  Figure out how to get your customers to do more self-serving.

5) Job of chief executive is at the boundary – with customers, with partners – key is to manage the interfaces – from Rackham’s conversations with Andy Grove, Intel.

6) When you acquire a competitor, identify the high-performing sales people and work like (heck) to keep them – you can’t afford to lose them.  

7) Related idea -- sales managers should do all sorts of unnatural acts to protect high performers from the organization.  Sales people are amazingly risk adverse – and they like to be in control of change.  Why do high performers leave?  Chief reason average sales people leave – lack of leads or comp.  High performers leave if jerked around by company, feeling “I wasn’t in control.”

8) Don’t give sales people both complex and simple products/services/customers to sell – they’ll give more time to the simple/easy.  Dell has rule for their top account sales people – 10 accounts for life.  This focuses their consultative sales people to hand-off accounts that aren’t valuable.  Thus, they’ve built a consultative sales channel that is truly consultative.  

9) He gave several concrete hints when making sales presentations, matching it to which of the three steps the customer was in the buying cycle. One key: the cheaper your price relative to the competition, the later you want to enter the buying cycle – primarily because you don’t want to expend the costs in the first two steps of the buying cycle.

10)  In written proposals, look at the ratio of statements about the customer vs. statements about your company – the higher this ratio the higher the likelihood of winning – same for oral presentations.

11) ALWAYS let your sales person recommend concessions to the customer – concessions in price, delivery, etc.  As sales manager or CEO, if you’re in a sales meeting with your sales person and the customer asks for something special, turn to the sales person and say “Mary, is it OK for us to discount by 10% if they give us a one-year contract?”  If you just blurt out a response, the customer will learn that you’re the one to go to for “help” – not the sales person or account management person.  Oh, how I’ve made this mistake myself!!!

We hosted Rackham for a day-long program (I taught the other half day – my 12 tips for driving sales) last fall and I can hardly do justice to the 12 pages of notes and ideas I received (and the many I’ve implemented).  Sales is so important to all of us right now as the markets heat back up – so learn from the master – either study Rackham’s books or come spend a day and half with him (and me) in DC.

 

February 6, 2004

Dell's Best Sales Interview Tip
HEADLINE
 

Hot Tip From the Dell Event – John Kinnaird, former GM and head of Sales for Dell (all 70 execs agreed he was unbelievably insightful), shared the best sales interview question Wed. – details below.  I’ll provide more of a Dell Best Practices event summary in a couple weeks.

 

BTW, Dell uses the Topgrading approach to interviewing – as expected, hiring the right people is key to Dell’s success.

 

DETAILS
 

John shared how he interviews first and foremost to determine if a sales person is a victim – a potential whiner.  He looks for an obvious rough spot in the person’s career, a place on the resume where there’s a gap or they were only in a job for a short amount of time.  Then he states “that must have been hard” and then listens for the answer.  Those with a victim mentality will reveal themselves!  They’ll blame others; complain about the “bad hand” they were dealt, etc. 

 

It didn’t surprise me that one of the top sales execs of the last decade (took Dell Direct from $90 million to $2 billion in a short few years among other feats) emphasized avoiding victims as the number one filter he used in his hiring.  Because sales people experience a lot of rejection, they have to be able to keep going and not whine.

 

Those of you that have attended the Rockefeller Habits workshop will recognize the Winners exercise we encourage you to run with your employees.  In essence, the difference between winners and losers comes down to one fundamental called Locus of Control.  Those with an internal locus of control win, those with an external locus of control lose – it’s pretty black and white.  

 

Locus of control is all about how people deal with the challenges thrown at all of us in life.  Those with an internal locus of control take responsibility, take action, and learn to change what they don’t like and live with what they can’t – one aspect of maturity.  People with an external locus of control mentality simply whine, find blame, and play the “victim.”

 

As an aside, John expressed what most of you have come to realize – that we’re becoming a society of victims.  The key for us is to avoid hiring them, in sales and in all areas of our business.  

 

February 10, 2004
Rackham's 6 Keys to Managing Sales

HEADLINE

Neil Rackham’s Keys to Managing Sales and a Sales Force – BULLETS below.

Rackham continues to advise the top sales teams around the world (including providing guidance to firms like Dell) – yet as the 70 small to mid-size company execs found at the Dell event last week the thinking around sales and sales force management translates to firms our size.  

We’re gathering feedback from the first group of CEOs and Sales Execs that attended the Rackham event last fall so we can share it with you as I continue my Sales Theme this month.

Rackham shared with us that his “partner” in much of his work has been McKinsey.  As such, his book “Rethinking the Sales Force” is written in a style that appeals to that crowd.  He’s actually simplified the language and implementation in his workshop for Gazelles, much like Geoff Smart has greatly simplified the material in his father’s book “Topgrading” for us.   Hats off to these gurus that they’ve created programs that work for small to mid-size firms – truth be told, they love working with all of you and it shows. Rackham, himself, has built 7 firms our size, so he understands our needs.  And Geoff Smart is CEO of his own growing firm.

BULLETS
1) Balancing Efficiency vs. Effectiveness.  Key mistake is using efficiency metrics (like number of calls per week) to drive performance when the issue is more one of effectiveness.  Increasing effectiveness requires training and coaching to make people smarter.   Rackham shared the various key metrics for determining if you have an efficiency vs. effectiveness issue – you must know and then manage appropriately.

2) Determining Right Top Management Involvement in Sales Process (sales manager and other top execs).  Key is having an exit strategy.  Management can get trapped into servicing accounts (22% of the time of less effective leaders vs. 11% for more effective) which takes valuable time away from acquiring sales.  Rackham gives several tips for how to exit the sales process properly.  A key role of senior leaders is to assemble senior execs on the other side to participate in the sales decision.  Another is to garner feedback from customers.

3) Sell Where There’s the Most Opportunity to Create Value – otherwise build a sales force-free transactional model (where you can be highly profitable as well).  The ultimate sales situation is when your product or service helps the customer change strategic direction.  Fred Crosetto, CEO of Ammex, has managed to accomplish this through his process of selling latex and rubber gloves to large companies, turning a commodity into a strategy-changing product for major distributors – we’re shooting video of Fred’s operation this Thursday so I’ll have it as a case study for the Rackham event.  Helping to solve problems and customizing your products and services are others ways to create value.  At your next marketing meeting ask the question “how could our product or service help customers change strategic direction?”  If Fred can do it with latex gloves, you can do it.

4) Focus on the Earlier Stages of the Pipeline.  Like all of Rackham’s keys it sounds so obvious, but we time and time again get this wrong.  Do the proper research upfront so you go after fewer customers and spend more on landing them.  It shouldn’t have surprised any of us that John Kinnaird, Dell’s former top sales leader, spent $40k doing market research in Austin on the number of homes over $1 million including their addresses mapped out so he can plan his sales strategy and set appropriate service routes for his new landscaping business (he was adamant that all his sales tools from Dell work effectively in the new landscaping and pool cleaning businesses he’s launched!!).

5) Pay Ruthless Attention to and Reward Top Performers.  I touched on this point in my previous Rackham email.  And what top performers want from their sales leader, in order to build trust, are the three Cs – candor, competence (particularly as a coach), and concern.

6) Build a Coaching Culture.  It is the key job of the sales leader if you have any other sales people.  Problem is that coaching is never urgent so the CEO needs to build coaching into the compensation formula for sales leaders.  One key to coaching is picking just one thing at a time to focus on with each sales person (sound familiar?), and stay focused on that one behavior until they get it right.  Rackham picked up this clue from Tom Landry, then he validated through his methodical research of top sales managers.

As for RFPs, four years ago Rackham began researching the RFP process and found that it’s actually more costly for large firms to issue RFPs than pick a particular supplier and stick with them – the large firm will actually get better terms.  You should be seeing a shift in your own industry if its been driven by RFPs, if not soon, in the near future.  The only time an RFP is useful to a large firm is when it’s a new field, it’s a one-off, and they need educated.

All of these items require focused thought and reflection.  Join us for this rare opportunity to spend a day in dialogue with Neil Rackham April 14 – 15.  We’ve limited to 50 executives to provide for enough talk time and serious debate – Rackham loves to be challenged as he proved in our last workshop.

February 17, 2004

Verne's All-Time Best Sales Tips

HEADLINE:  SALES TIPS.  To continue with the sales theme and since I’ll be leading the second half day of Selling for Top Executives with Neil Rackham on April 14-15 in Washington, DC, below are the first 7 of my best sales tips.

 

1)      Ask 15 times – I attended one of Walter Hailey’s sales boot camps years ago in Hunt, TX.  He and Steve Anderson are now focused on a narrow niche with their Dental Boot Kamps (yes, I spelled that correctly and congrats to them for knowing to focus – www.dentalbootkamp.com).  Anyway, one of the best lessons I learned from Walter was the power of asking for the sale 15 times.  Most inexperienced sales people give up after 1 or 2 approaches. Most experienced sales people after 5.  If within your sales process you can create the opportunity to “ask for the sale” 15 times, Walter states you’ll have a close ratio of 90%.  And it’s been my experience.  It took about that many approaches with Dell, starting in May of 2000, for Gazelles to land the opportunity we had two weeks ago (almost 3 years later) to tour Dell with a group of mid-size company executives.  Whatever you lack in sales talent, you can simply make up for in persistence.  Speaking at industry events, writing for your industry publications, having a regular reason to stay in touch with prospects, following-up on a regular basis to just check in, etc. are ways to increase the close ratio.  Sit down and figure out how you can do this with your Top 50 prospect list.

 

2)      Know the Bonus Plan of the Decision-Maker – this is borrowed from Max Carey of Corporate Resource Development (www.crdatlanta.com).  You sell to people, not companies.  And if you know the “critical number” of the decision-maker – the number they have to meet to get their bonus (or keep their job), then it’s a matter of connecting how what you do will make that happen.  Surprisingly, many of us don’t ask this question or listen for the answer.

 

3)      Work the A/P List of Your Best Customers – again from Walter Hailey.  A tip for those of us doing business-to-business, when asking for referrals, have your best customers share with you whom their largest vendors are – to whom are they writing big checks.  Nothing warms up a prospect than knowing you’ve been referred by one of their best customers.  Using this technique, you can network your way throughout an entire industry – we’re all on someone’s Account Payable list.

 

4)      Sales Happen before 10am – my last tip from Hailey.  The early bird does catch the worm.  I’ve reached more people at 7am in the morning at their desks than at 4pm.  And your best customers are going to be those that are up working early themselves.

 

5)      Respect the Assistant – this from Robert Lewis Dean, one of the founding board members of YEO (whom I’ve lost contact with – anyone know where he is?).  Robert was in his teens with a very successful limo service in NYC.  He made it a point to bring every receptionist and assistant to decision-makers a rose – in fact, he became known as the “rose guy” in the limo business.  Demonstrate your respect for and ask the help of the decision-maker’s assistant – this is so basic but you must get to know the gatekeepers to decision-makers.  Do you have their names in your sales database?  Do you know anything about their children?

 

6)      Meet Daily to Drive Sales – you might recall from an earlier Weekly Insight, Sam Palmisano became the latest CEO of IBM because he turned around IBM’s Global Services.  And his key - holding a daily global sales call and working a list of 100 top prospects.  Anything less than daily and you’re leaving business on the table.  And sales people need pumped daily - they live an emotional roller-coaster existence.  I’m talking about 15 minutes per day.  Dig into why specific sales are stalled each day or whom your sales team is trying to reach that day (not just going over numbers) and you’ll accelerate your sales, period.  And no one has ever suggested a type of business that can’t benefit significantly from a daily sales huddle. 

 

7)      Meet Weekly to Drive Marketing - this from the great marketer, Regis McKenna (Intel, Apple, Genentech).  When asked what it takes to drive successful marketing (measured by number of warm, qualified prospects – this is the fundamental metric of marketing - the other being cost per warm, qualified prospect) Regis simply said “one hour per week.”  In essence, get the right team in a room for one hour each week and ask the question “how do we reach more prospects with our message?”  Brainstorm and act on some idea each week and you’ll drive marketing.  Regis’s other key is to identify the “influencers” in your market and nurture relationships with them.  Is there a key industry association executive?  Is there a potential customer that is also the member president of your key industry association?  Is there an important media personality?  Is there a key lead supplier that can reference you?  For business-to-consumer businesses it’s why they use celebrity spokespersons.

 

Let me handle the rest in my next Weekly Insight.  Pick something from the above list and act on it.

February 20, 2004

Death by Meeting, Topgrading, Ski Banff, Rockefeller Habits
HEADLINES 
 
Must Read -- “Death By Meeting,” Pat Lencioni’s latest bestseller released today.  It teaches you how to make your meetings considerably more effective – everyone order on Monday, if you can, so we can push Pat up the list.
 
In Three Weeks – Topgrading one-day workshop with Geoff Smart, March 11, Chicago – the interview process Dell, GE, Cisco, Allied Signal, and other great companies use to dramatically increase their percentage of great employees hired – CEO and head of HR or person that hires the most people should attend.  Every company should have someone attend if you’ve not in the past – hiring is our MOST important skill.  See outcomes from past participants listed under details below.
 
In Four Weeks – Five Dysfunctions of a Team/Death By Meeting one-day workshop with Pat Lencioni, March 18, Oakland, CA.  First public workshop to feature Pat’s new material and our first with Pat -- one of the top five business authors/gurus of our time.  Description and agenda listed below.
 
In Five Weeks – come ski Banff – next Rockefeller Habits two-day workshop held just outside Calgary, Alberta Canada March 25 – 26 – held at famous Delta Hotel in Kananaskis, site of the G7 meeting – great US$89 per night hotel rate.  Recent testimonials below – you have to read the results from Ammex!
 
DETAILS
 
TOPGRADING -- Outcomes from some past Topgrading participants (feel free to email them with specific questions):
 
“Verne, we blew away our goal and added 20 people last quarter.  Not only that, but Rich and Doug attended the Topgrading seminar at the start of the quarter and as a result we are really excited about the quality of the people we added.”
 
Jack Harrington, CEO
Virtual Technology Corporation
jack@virtc.com
 
“The day with Geoff Smart was great.  We are using the preliminary interview as well as the structured interview.  It works.”
 
Steven Shaffer, President
The Lighting Expo
Steven@lightingexpo.biz
 
“We have just implemented the program into 100% of the company as of yesterday.  It took us 3 solid months to get buy in and prepare all of the documents they recommend.  It is way too early to tell what impact this will have, but we are hopeful.  I would recommend the program to others.”
 
Mark S. Monroe, President
HatShack
mark@hatshack.com
 
 
“Topgrading was great.  I immediately put Topgrading to work in to upper level hires and it protected me from some of my past mistakes in hiring.  The whole process was followed.  It was long in terms of hours, but it yielded the right folks.  I've recommended it to several others already.
 
We are now hiring some office people, and I'm working with my Administrator to raise the bar on those positions, so we are using much of the same material/outlines in the process.  Definitely recommended.”
 
Tim Walker, Pastor
First United Methodist Church
tim@fumg.org
 
 
FIVE DYSFUNCTIONS OF A TEAM/DEATH BY MEETING
 
Pat will share real-life case studies, along with the insightful observations about the fundamental causes of organizational politics and failure – our first time to offer.
 
This program will cover the five key elements of world-class teams:
1. Genuine trust within the team

2. Unfiltered discussions

3. Steadfast commitment to decisions

4. Peer-to-peer accountability

5. Unwavering drive to results

 
Key Benefits
 
Teams will walk away with the following:
· An in-depth assessment of your team’s strengths and weaknesses

· An overview of the practical tools required to build and maintain a cohesive team

· A clearer understanding of your team’s purpose and role within the organization

· An action plan for improving the way your team works

 
Here’s the agenda:
 
8:30 a.m.                    Welcome and Introductions
 
8:45                            Overview of The Five Dysfunctions
 
9:30                            Team Assessment Discussion
 
10:15                            Break
 
10:45                           Building Trust
•       Discussion and Exercises
 
noon                            Lunch
 
1:00 p.m.                    Conflict
•       Issue-Resolution Management
•       Conflict Exercise
 
1:45                             Death By Meeting
•       Changing your meetings to encourage conflict
 
 
2:45                             Break
 
3:00                            Commitment
•       Overview
•       Dimensions of Clarity
•       Goals
 
4:00                            Next Steps
•       Team Effectiveness Exercise
•       Team Commitments
•       Cascading Communication
 
5:30                             Session Ends
 
 
 
ROCKEFELLER HABITS – here are some testimonials:
 
(Note:  Fred’s team just re-attended the Rockefeller Habits workshop held in Seattle last week – he brought his mid-managers this time)

 

"Ammex has seen huge results since implementing the Rockefeller Habits over the last four years.  Sales have increased from $6.7 million to $20 million, profits have increased over 400%, and we’ve opened up two new warehouses, added a dozen new Asian suppliers and opened our first overseas office in China. 

 

We've implemented a one-to-one marketing program through our CRM tool to manage and enhance the relationships with our 13,000+ clients. We hold daily huddles, quarterly themes and maintain a monthly and quarterly off-site program for team leaders and members.  The creation of these rhythms has produced positive results. Ammex has aggressively implemented a Topgrading program for existing and new team members.  Despite a 200% increase in revenues the team has only doubled to a mere 37 team members.  More importantly, with sales poised to grow to $30 million in 2004 we are projecting adding only a few extra team members. Lastly, by implementing open book management, financial awareness has increased among the team and allowed us to become even more competitive in an ultra-competitive market. It's safe to say that if Ammex had not made the Rockefeller Habits part of our corporate DNA, we would not be where we are today." 

 

Fred Crosetto, CEO

Ammex

fredc@ammex.com

 
 
“What a fabulous two days. Our key leaders could not be more enthusiastic about what they learned. Your program takes a complex process of strategic planning that, like it or not, involves both art and science and distills it into its simplest form.  This allows the entire organization to align itself from its roots, its core values, to its dream, the ten year BHAG.  Now that's something that the "right" people on the bus can visualize and have the passion to accomplish. Your subject matter and delivery are second to none.

 

 In closing, my only regret is that I could not bring our entire organization to the program.  But rest assured, we will be back (scheduled to bring another 10 to the DC Rockefeller Habits this coming June, 2004).”

 

James M. Stelling, President and CEO

The GEL GROUP, INC.

Email: jms@gel.com
 
”Don (CEO) asked me to compile a letter addressing our post "Rockefeller Habits" experiences. I'll begin by informing you that we feel that it was a homerun decision for us and especially to have brought all our Supervisory Staff along as well. We immediately incorporated the ten-minute dailies. We have it at 10:10AM. We refer to them as our “ten at ten ten” to keep it simple.  These have been quick, to the point, non-threatening, refreshingly transparent, team building and always productive. In our weekly meetings we not only discuss company business, etc., but also discuss a chapter of Good to Great - we just finished The Hedgehog chapter this past week.  Additionally, with your help we have finally nailed down six Core Values. To kick off our company's consciousness about these six, we will give an award that consists of Hotel, Airfare, and spending money to the employee that best exemplifies them. The employees anonymously vote for their fellow coworker...as we speak the votes are coming in to me and the competition is thick. Results of the vote will be revealed at our annual Christmas party on the 13th.  Exit polls results thus far; everyone is psyched and focused on these values!  Furthermore, we launched two thematic campaigns rather simultaneously. First, In July we had already decided to reward all employees with a buck for every net customer we gained. We have consistently gained more customers each month since. The first three month’s bonus check they received was approximately $1200.00 each and the next three months check (to be distributed in the first pay period in January) will be from $1500 to $1800 PER EMPLOYEE. They are understandably motivated. All they have to do is stay focused on serving the customer (which is one of our core values anyway). The second campaign will interest you. If you recall, while we were there we had given the example of wanting to reach 2000 new customers before this December. Well, we threw that out as a debatable possibility. We reached it in October - the very first month we began it. Believe me that was supposed to be a long shot!!  Sidebar – At the end of each month, the results are posted in an accessible central area. It is interesting to see all the employees excitedly jockeying for positions to see the month's results. (Photos of this attached) It is safe to say that most, if not all of this positive activity was a result of your insightful seminar. We’ll be back to others.  Thanks.
 
Irving Rivera
AmeriMex Communications
678 290 1500
 
 
“I have been slowly working to put various components of the Rockefeller Habits into place.  At the first of the year we started and have been very consistent with the meetings and the regularity of these meetings.  It’s like a bunch of little kids that love routines!  I have sent out surveys to all the employees and they have been very positive to what we have rolled out to date.  
 
The Executive Team that was with me in San Francisco just thinks your program is the best thing since sliced bread!  What has really helped in reviewing and deciding what to implement and when, was having other team members there to bounce the various ideas off of.  When you first get out and back home, there is a lot to digest and think thru.  But we are ready to move on with the plan and that is why we decided on March 1st.  
 
That was also one of my main reasons to visit the Dell benchmarking program last week with you.  I am looking for ways to hold my people accountable thru metrics and defining all the components along the way.  What an awesome organization in Austin!
  
Last, I am looking to get in to the Jack Stack program next as well as get my Project Managers and myself into the Topgrading program.
 
Thanks for the follow up and safe travels!  
 
Bud Davis, CEO
B. Davis, Inc.
bud_davis@bdavisinc.com
 

February 24, 2004

Lessons from GE, Dell, and Southwest -- and next GE May 18 -19, NYC including tour of NBC Studios
HEADLINE
 

What I learned from GE (Process), Dell (Productivity), and Southwest Airlines (People) Benchmarking events this past year – reflections below.  Specifics from the recent Dell event will be shared next week.

 

Second GE event – May 18 – 19, NYC.  Six Sigma, WorkOut, and Quick Market Intelligence (QMI) May 18, tour of NBC studios morning of May 19 – first come, first served – feedback from first session under details.

 

REFLECTIONS
 

1) 2003 was our first year to offer these exclusive Benchmarking trips to three of the most admired companies in the U.S. – thank you to all that took time out of your busy schedules to come learn from these titans of industry. 

 

2) I learned a bunch.  And the biggest thing I learned? I was struck by the fact that none of these companies do anything particularly complex or magically – and that’s important for all of us to see first hand.  In fact, it was quite the opposite.  What they do so well are the basics, and they do them over and over.  From Dell emphasizing the use of Who, What, When summaries at the end of meetings (on a poster in their meeting room) to the simple WorkOut process we learned how to conduct in our own firms that saved GE billions of dollars, to pictures of people up on every bit of wall space at Southwest Airlines, none of it is rocket science and all things companies our size can implement.  What makes them great is that they create simple processes and routines and stick to them, year in and year out – and it was great to see this first hand, otherwise you wouldn’t believe it and know it.

 

3) I was quite inspired.  It was very aspirational for me to visit these companies and be challenged to make my own company so much better.  For instance, I had the luxury of seeing the same Dell factory two years in a row.  Though we all signed strict non-disclosure agreements, I can tell you that the difference in the factory 12 months later was mind boggling.  We pride ourselves on moving fast as mid-size firms, but I’ve never seen the kinds of dramatic changes in 12 months on my tours of your firms that I’ve seen at Dell.  

 

4) I was amazed at the differences in culture.  True to form, Southwest (theme was People) was peppered with all kinds of bubbly people, fun and games.  GE (theme was Process) was so process driven about everything they did – just watching how they structured the training and the processes they used, let alone what they taught us about process, was something to be seen and experienced.  And Dell (theme was Productivity) was relentless in their notion of “no finish line.”  Overall, these firms have hired for and created near perfect alignment around a specific culture and it showed.  And it was interesting for me to see how some of their cultures clashed with your own cultures!!   Dell’s people said it best – create a flag for everyone to rally around – Dell’s “Be Direct”; Southwest’s focus on Freedom; and GE’s overall emphasis on management development.  What is your rallying cry?

 

5) See Jack Harrington’s comments below.  It’s seeing the patterns and trends across the firms that helps push our organizations into initiatives we wouldn’t otherwise have pursued.  

 

Overall, it has demystified these firms for me and made what they’ve achieved seem attainable in my own firm – and that is worth a huge amount in breaking down the barriers we seem to create in our own minds as to what we can and cannot achieve -- we’re often our own biggest barriers to success.  

 

DETAILS
 
GE Testimonials
 
“We have done 3 workouts and implemented many changes as a result.  They are operational in nature and difficult to explain but they are meaningful changes.”
 
Dwigth Cooper, President
PPR Travel
Dwight.cooper@pprinc.net
 
 
For the GE event, we found it very interesting and educational to see how a large firm like GE has implemented Six Sigma.  However, one of the challenges we face as a small business (non-manufacturing) is how to apply this to VTC.  After the GE and Dell events, we are beginning to layout a business process improvement plan related to sofware and systems engineering and applying the Capability Maturity Model Integration (CMMI) developed by the Software Engineering Institute (SEI) at Carnegie Mellon. So while we are not implementing anything that we learned directly, I think that the two events have had an impact on us in terms of developing repeatable improvement processes.
 
Jack Harrington, President
Virtual Technology Corporation
jack@virtc.com
 
 
We at Marlo learned a lot from the GE Benchmarking experience.  We are not ready for six sigma yet but we have begun doing the workouts.  Being the facilitator of one of the work outs I was very impressed at the team work and attitude of all participants.  We will hold our second meeting within the week to discuss our next step.
 
Penny Dean, Treasurer
Marlo Furniture
pdean@marlofurniture.com
 
 
This was a good reminder on 6 Sigma and the benefits of this process within manufacturing. We are in the process of implementing run charts with the goal of placing the proper control methods on the process variables that produce defects. For that, I am grateful of the reminder.
 
Dan Chouinard
Plant Manager
Advanced Circuits
Danc@4pcb.com
 
 
I thoroughly enjoyed the workshop.  I liked the Six-Sigma DMAIC model.  Work-out was awesome as well.  Loved the facts based approach that each of these methodologies utilizes and the customer focus.  The plant visit helped bring the classroom training to reality as we observed six-sigma in action.
 

I would definitely recommend the workshop to others.
 

Jay Greene
VP Systems Development & Support
The SCOOTER Store
jgreene@thescooterstore.com
 

 

February 27, 2004

Rest of Sales and Marketing Tips, Fortune releases Most Admired Company list, Verne's latest cover story FSB

HEADLINES 
 

The balance of my 11 sales tips are below – enjoy – this ends our February focus on sales.  

 

My latest cover article in the March Fortune Small Business magazine entitled “Bigger Isn’t Better” can be read at www.fsb.com – why some entrepreneurs are limiting growth to drive profit, cash, and lifestyle

 

Fortune just released their Most Admired Company list – Wal-Mart is #1 – rest of list at www.fortune.com.  BTW, Southwest, Dell, and GE along with our newest Best Practices company partner, Microsoft (I’ll announce our program with them soon) are all in the Top 6.

 

Looking forward to seeing many of you at our Neil Rackham sales and sales force management workshop – a rare chance to spend a day with the “father” of modern sales – April 14 – 15 in DC – I’ll be teaching the second half day – we’ll continue to work hard to provide you access to the very best business gurus.

 

 

BULLETS
 

Thanks for the positive feedback on last week’s list.  I wanted to start this week’s list repeating number 7 from last week – I’m so serious about firms doing this since marketing is critical to a business.

 

7)      Meet Weekly to Drive Marketing - this from the great marketer, Regis McKenna (Intel, Apple, Genentech).  When asked what it takes to drive successful marketing (measured by number of warm, qualified prospects – this is the fundamental metric of marketing - the other being cost per warm, qualified prospect) Regis simply said “one hour per week.”  In essence, get the right team in a room for one hour each week and ask the question “how do we reach more prospects with our message?”  Brainstorm and act on some idea each week and you’ll drive marketing.  Regis’s other key is to identify the “influencers” in your market and nurture relationships with them.  Is there a key industry association executive?  Is there a potential customer that is also the member president of your key industry association?  Is there an important media personality?  Is there a key lead supplier that can reference you?  For business-to-consumer businesses it’s why they use celebrity spokespersons.

 

8)      Articulate Your Three Strategic Anchors – this is something new that Pat Lencioni (his latest book “Death by Meeting”) has introduced and we’re working with Pat to refine.  At the heart of your marketing message must be a delineation of the three reasons you truly matter to a customer yet makes you different from your competitors.  For instance, when Wayne Huizenga launched Blockbuster Video they eliminated the upfront fee, let customers keep rentals for 3 nights, and “guaranteed the hits” (this lead strategic anchor became their “Brand Promise”).  McDonalds’ strategic anchors are consistency of product, fun for kids, and speed (which the new CEO is back to measuring aggressively).  Two words not allowed to be strategic anchors – value or quality.  Value is what you’re defining with the 3 strategic anchors and quality is high when you deliver on those anchors 100% of the time.  In turn, something like cleanliness was an early strategic anchor for McDonalds but today, though it still matters to a customer, it doesn’t make them different – cleanliness is considered a “table stake.”  It’s something you have to have just to be in the game.  What’s disturbing is how many businesses are competing at the table stake level and failing to raise the stakes with a strategy that makes them different.  Pat and I are trying to find time to write a more extensive article on the subject – stay tuned.

 

9)      Have an X Factor – this was the title of my article in Fortune Small Business magazine (www.fortune.com – search on my last name Harnish). Underlying your strategic anchors must be a 10 times or more advantage over the competition.  For instance, Blockbuster cut a deal with the movie studios so they could purchase videos for $6 instead of $65 (with a 40% backend revenue-sharing deal), which in turn allowed them to carry 10 times the number of videos.  It was this advantage that supported their “guaranteed hits” brand promise.  The article lists several examples.

 

10)  Use Microsoft’s MapPoint software – and it’s available for under $200 a copy at some places (after the $50 rebate!!!).  This is the equivalent of Excel for the sales and marketing department.  What it allows you to do is take your customer database and easily create a map showing you visually where your customers are located, down to the city block level if you’re a local retailer.  And you can download data on your market, dump it into MapPoint, and then plot the potential of a market against what you’re doing in a certain market and instantly generate a “picture” of where you do and don’t have market penetration.  For instance, using data from Cognetics, I have a plot of where the “gazelles” are located in the U.S.  I can then overlay the location of all our customers and see where I’m doing well or not.  And it provides a visual map of your Sandbox.  Quit trying to represent your sales and marketing effectiveness using an accounting tool (Excel).  Sales and marketing people are visual types.

 

11)  Get trained.  Circling back to Neil Rackham’s six fundamentals for managing a sales force, ultimately the success of the sales team and sales leader came down to training and coaching. There’s something about great sales people that makes them hungry for ideas and education, more than any other position in a firm.  Part of it is the emotional roller-coaster existence that comes with selling.  Listening to tapes and CDs constantly to stay pumped, seeking out product knowledge, learning more about the industry and customers – it’s all important in keeping a sales person on their game.

 

I hope these hints are helpful.  

 

March 1, 2004

Topgrading next Thursday, March 11; BHAG Webinar Monday, March 8; Pat Lencioni March 18
HEADLINE
 

“Topgrading” with Geoff Smart, CEO of Topgrading, next Thursday, March 11, Chicago, 8:30am – 5:30pm, Chicago Marriott Schaumburg (15 minutes from O’Hare)  -- CEOs, heads of HR, and those accountable for hiring

 

“Setting the Right BHAG aligned with your Core Purpose” Webinar with Verne Harnish March 8, 12:51pm – 2:30pm – 2 slots left (of 12 total) -- $99

 

“Five Dysfunctions of a Team/Death by Meeting” with Pat Lencioni, March 18, San Mateo, CA, 8:30am – 5:30pm, Marriott San Mateo (10 minutes from  SFO)

 

Register and details at www.gazelles.com.  

 

DETAILS
 

Topgrading – if you’re going to hire anyone this year, learn these interviewing techniques – most of you have seen the countless testimonials from previous attendees – it does help you hire the very best.

 

Webinar – the last one on meetings turned out great.  If you’re having trouble nailing down a Big Hairy Audacious Goal and Core Purpose, I’ll coach the 12 participants through a process.

 

Five Dysfunctions/Death by Meeting – a healthy exec team that knows how to communicate, trust, set goals, and hold each other accountable is at the heart of a successful firm – we can’t be too proficient at these behaviors.  Pat’s interactive session will give you and your team some important tools and frameworks for becoming and remaining a healthy team.

March 5, 2004

Highlights from Dell Best Practices event -- courtesy of Jack Harrington, CEO VTC
HEADLINES
 

Insights from the Dell Best Practices event a few weeks ago

 

Jack Harrington, CEO of Virtual Technology Corporation (leaders in providing simulation systems primarily for the military – www.virtc.com) was kind enough to allow me to share his email sharing highlights from the event and equally important, outlining the immediate actions they have taken to implement the ideas they garnered from Dell – see under ACTIONS below.  Thanks Jack.

 

BULLETED HIGHLIGHTS
 

1.  One of the key items I noticed between Dell and GE is the serious investment they make in their people from top to bottom.  The key is that they invest in ways that are related to their business model so that the result has a major impact on their business.  The major training at Dell revolves all around management and Business Process Improvement (BPI).  Dell realizes that their success is totally dependent upon their 4000 managers (each received eight hours of additional management training last year to deal with the employee crisis you’ve probably read about, which they’ve turned around!) and every single employee contributing to BPI.  Dell's goal is to achieve 25% productivity improvement year over year every year, and they exceed it. That is amazing.  Their Gross Margins are 18% with 9% Operating Expenses for a net of 9%.  Their competitors have Operating Expenses of 20%, so they just drive costs down until competition is losing money.

 

2.  I was amazed at the alignment from top to bottom on the productivity increases every year, and relentless drive to reduce costs.  I got to walk the floor of the plant and talk to 10+/hr people putting computer units together and seeing how competitive they were was impressive for production workers.

 

3.  They figured out what they have to be great at and have kept it simple and focus on it from top to bottom.  They do not manufacture anything, everything is outsourced.  They simply are the best logistics company and BPI company in their industry (maybe anywhere).  As a result they have a positive cash flow of 34 days.  Meaning they collect money before they pay it out.  As a result they generate $1B in cash per quarter!!!!!!

 

4.  They set real hard goals, and push until people miss.  This is how they know they push too hard.  This is how they set Sales goals as well as productivity improvement goals.  Reach-out Goals.

 

5.  When it comes to productivity improvements, which is what they implement the best, they are not even innovators here.  They simply engage the whole company from top to bottom through training, incentives, and recognition, and put out RFPs for others to propose innovative solutions that they can implement.

 

6.  Market Segmentation has been a key to enabling them to grow really fast (currently $40B in sales).  Segmentation enables focus, faster growth, and to be closer to the particular type of customer.  When a business gets too big they split it up.

 

7.  Set Quarterly Sales goals, recommend as often as possible.

 

8.  Sales people can only focus on selling about 3 things best.  Give them too many and they will only focus on top 3.  Segment products and sales people.

 

9.  "Anything that can be measured, can be improved", Michael Dell.  They measure everything; this is how they can improve productivity and sales so much.  Lots of automation to listen to customers, how they buy, etc.  Need data collection systems, manage by the data.  They actually manipulate supply/demand by changing prices on the fly on the web site to only sell what they have and can produce quickly.  Most of the free upgrades you see on web are related to this concept of controlling the demand to match the supply.

 

10.  They are NEVER done, they are relentless about continuous improvement, growth, etc.  Just keep pushing harder and harder.

 

11.  Top management spends most of their time mentoring/coaching.

 

12.  Quarterly reviews of everything, R&D, Sales, Production, everything.

 

13.  Do promotions before you drive price down to try it and see if it will work.

 

 

ACTIONS

 

Some of the immediate decisions/changes that we are making are:

 

1.  We are switching to Quarterly Sales Goals/Commission Schedule for 2004.

 

2.  Our VP of Technology is putting together a plan for implementing process improvement for the execution of our projects, based upon the Capability Maturity Model Integration (CMMI) by the Software Engineering Institute (SEI).

 

3.  Starting to put some measurement systems in place to collect data to help make better business decisions and improve in specific areas. Recruiting is one of these areas.  We are also setting up additional P&L accounts to collect cost data in accounting to finer level of granularity to understand cost drivers and resource utilization.

 

4.  Started researching additional web-based approaches to generating increased sales volume, such as optimizing Google searches for our products/services.  Looking for cost effective approaches to help people find us.

 

5.  We also had a long discussion about market segmentation, and have decided to have a discussion on this at our next planning offsite.

 

6.  Investing in our Group/Department Managers, planning/scheduling training sessions for these people.

March 9, 2004

3 Book Recommendations -- and check out www.authentichappiness.com
HEADLINES
 

Three book recommendations -- I’m in a book mood this week -- see BULLETS – and check out www.authentichappiness.org – great set of happiness surveys!!  Take a few.

 

Four slots opened up for Topgrading in Chicago on Thursday (March 11) if someone wants to attend at the last moment and plans to hire anyone this year

 

March 18, Pat Lencioni, “Five Dysfunctions of a Team/Death by Meeting” Oakland, CA

 

 

BULLETS
 

1)      Sales Book Recommendation – I attended the AceTech technology CEO academy last week and heard Strauss Zelnick speak, former head of 20th Century Fox and BMG Entertainment (“Dirty Dancing” was one of the earliest hit movies he OK’d to produce).  An unbelievable sales person.  The top sales book he reads every year? – “How to Win Friends and Influence People.”  So I dusted off my 1937 copy and started reading it again this week – I had forgotten what an amazing book it is.  BTW, it’s in the top 25 business books on Amazon today – after 68 years!!  Reread it – influencing people is our most important business as a leader.  Chapter 1 reminded me it does no good to criticize anyone – even my Governor for his outrageous tax increase proposal – Oops, I need to go back and re-read that chapter.

 

2)      Newest Book – Pat Lencioni is the only business author with two books in the top 25 on Amazon today – “Five Dysfunctions of a Team” and his newest “Death by Meeting.”   Pat has found the cure to bad meetings – hopefully you ordered a couple weeks ago – if not, do it.  And read everything Pat writes – they’re all quick reads and provide concise and powerful tools for leaders.

 

3)      Parents Book Recommendation – Martin Seligman wrote the seminal work “Learned Optimism” a decade ago.  His equally important book for parents is a must read “The Optimistic Child: Proven Program to Safeguard Children from Depression and Build Lifelong Resistance.”  And check out his site www.authentichappiness.org – take several of his quick surveys to measure and track your happiness.  Why do we seem less happy the more successful we become – go figure.  

 

March 12, 2004

Donovan Industries reduces A/R days
HEADLINE
 

Jim Donovan lowers A/R days by eleven by using Bradford Smart’s interview process to topgrade his A/R person.

 

DETAILS
 

Jim Donovan, Donovan Industries, the leading supplier of disposable care products to the institutional market (nursing homes, hospitals, correctional facilities), sent the following email outlining his success with topgrading his person handling A/R:

 

 

“…we too have a secret weapon in dramatically lowering outstanding AR. As usual it is PEOPLE. We hired a fantastic person a little over a year ago to handle our AR. She replaced a person that was very good at AR but really had problems dealing with management (me being top of the list). When the new person started our AR was around 44 to 46 days (terms of net 30 days). In our industry this is considered good. Within 6 months it was DOWN to 35 days! As of last week it was at 34 days. More important this has been accomplished without one upset or lost customer due to credit issues! Her secret? Careful review of all potential new accounts with great reporting to sales management so they know what they are getting if a customer is given open terms. She then offers options if she does not feel the customer can maintain good open terms rather than just saying no. Our customers love her and we know we have the best person in the country for this tough position. She was hired using the Smart Interviewer (Bradford Smart) process you recommended (one of the first new hire using this process). She was named employee of the year in 2003. In addition to money award she received, she and her boy friend (just back from Iraq) will be off for an all paid cruise vacation.” 

 

Jim Donovan
March 16, 2004

Warren Buffett's Latest Letter to his Shareholders -- a must read for all business executives

HEADLINES
 

Warren Buffett’s letter to his shareholders is a must, must, must read each year (and his firm was ranked #2 this year on Fortune’s Most Admired list).  Released March 8, let me suggest pages 2 – 9 if you don’t have time for all 22 pages.  Link to letter is below along with a few BULLETED highlights of interest to mid-market executives.

 

NOTE:  I found out this week from a great client and good friend that he didn’t know my book was available on the Gazelles website – and I’ll autograph each copy you order.  And for orders of 20 or more, the price is better than Amazon.  

 

Pat Lencioni workshop March 18, San Mateo, CA

 

Calgary, Hawaii, NJ, Chicago, DC – upcoming Rockefeller Habits two-day workshops.

 

BULLETS
 

Here’s the link:  http://www.berkshirehathaway.com/letters/2003.html
 

Click on “Chairman’s Letter 2003” – besides his latest rant on CEO pay and the problem with fund managers (why private investors usually lose), here are lessons we can use:

 

1)      Buffett expects his firm to fall FAR short of past performance over the next several years – not a good sign for the U.S. stock market – page 4.

2)      He would rather own a firm than just its stock and those are the best deals right now – page 3.

3)      He’s purchased and held most of the public stock in his holdings – great advice for all of us – we get killed trying to play the market – page 19.

4)      His latest acquisition from Wal-Mart was completed quickly, done on a hand-shake, and contained no surprises – a great way to do business – why Buffett has given his annual vote of the Most Admired Firm to Wal-Mart -- page 5

5)      He’s given no stock or stock options to his board of directors – they’ve all had to purchase their shares – lesson for all of us with Advisory Boards and Boards of Directors – pages 8 – 9.

6)      He obviously reads a great deal – and a key acquisition (Clayton Homes) came from reading the founder’s biography given to him by a group of students!  

March 19, 2004

Time for Another Quarterly Theme -- PSA's "Back to School" and VTC's "Six Million Dollar Man" examples
HEADLINES
 

April 1 is the start of a new quarter for most of you – time for a new quarterly theme – either as a specific “next step” as part of a larger annual theme, or a distinct theme on its own.

 

Gregory J. Somjen, PARETTE SOMJEN ARCHITECTS L.L.C., used a “Back to School” theme complete with a Prom celebration to drive a focus around their core values – see details below including a link to photos from the Prom party!

 

Jack Harrington, VTC Corporation, celebrated the success of their 4th quarter “Sweet Sixteen” theme and launched a “Six Million Dollar Man” theme for 1st quarter – to add $6 million in revenue to the pipeline, which they proceeded to surpass EARLY in the quarter – details below.

 

Jack shared with me that the power of focusing the team on one thing each quarter has been amazing!  And it’s great for me to see Jack’s team begin to integrate the various ideas they are picking up from our programs, like the use of the Icebreaker Bingo tool they picked up from GE – details below.

 

DETAILS
 

Here’s the link to the pictures from the Prom party and Greg’s email below:

 

http://www.planetpsa.com/News%20&%20Events/Prom.htm
 

Verne,

 

We identified a theme for the last quarter of 2003, "Back to School".  We had a "report card" on which our core values were stated and every Monday people submitted stories about each other or themselves exemplifying one of the core values.  For this you got a gold star on the report card.  We also reviewed the priorities that we identified.  

 

On this past Friday night 1/23 we had the celebration, which of course was "The Prom".  It was at a local hotel with spouses.  We gave out $100 / Amex gift certificates to the best core value story in each category, a paid day off (or as we called it a note from Epstein's mom - for those old enough to remember Welcome Back Kotter) for the best overall story and we crowned a King of the Prom for the individual for whom the most stories were submitted ($500 prize).

 

As a special presentation to my office, and based on the theme, I actually got some of my old high school friends together with whom I played in a band and practiced for the last couple of months.  We played six songs (three for each generation of prom goers, 70's, 80's and 90's).

 

It was a smashing success.   We chose this “core values” theme because they were just formalized a month or so earlier and this was a "gimmee" celebration to the staff.  No real objective to meet just to share stories about the core values.  Our new theme has metrics and the celebration will not be a "gimmee.”

 

Gregory J. Somjen, AIA

gsomjen@planetpsa.com 

PARETTE SOMJEN ARCHITECTS L.L.C.

www.planetPSA.com
 

 

And here is Jack’s email to me with details of their themes:

 

Verne,
 
Our #1 priority for the Q1-04 is to add $6M in qualified bid opportunities to our new business pipeline by March 31, so we rolled out a "Six Million Dollar Man" theme.  We had video clips, music, and Doug Greenlaw (VP Business Development) even dressed up in a red sweat suit and red sneakers and came jogging into the room in slow motion while we had bionic sounds playing in the background.  We tied in the intro to the show about being "Better, Stronger, Faster," and "We have the Technology."  It was awesome.  
 
We wrapped up the presentation of the new quarterly theme, and recessed to the 29th floor of the Alexandria Hilton to have a "Meet and Greet" party to celebrate the lighting of 16 Candles (actually hired 20) last quarter (NOTE: they focused on the need to hire 16 key people to keep up with the growth of their business, thus the “Sweet Sixteen” theme).  We played a modified version of the "Icebreaker Bingo" from the GE event, to get everyone to meet each other.  The only change was that it was not a race to complete the bingo board. Instead, every person that completed a bingo line got their name in a hat for a drawing at the end of the party for a gift certificate.  I learned a lot about some of our people that day that I did not know before ;-)  The power of the Quarterly Strategic Planning process and focus on top 1 of 3 is amazing.  
 
Jack Harrington, CEO, jack@virtc.com
Virtual Technology Corporation
www.virtc.com
March 23, 2004

Tiger Woods; Rosanne Badowski; Neil Rackham; and need meeting stories for article
4 HEADLINES:
 

Tiger Woods fired his coach Butch Harmon the end of 2002, stating “he could go it alone now.”  The results so far and my thoughts under BULLETS.

 

In talking with CEOs each week a key focus seems to be driving sales in 2004.  Only eight seats are left at the Neil Rackham “Sales and Sales Force Management” 1.5 day workshop April 14 – 15 in DC (I’m teaching the other half day).  Who’s educating you and your head of sales on the best in Sales Force Management and Sales Strategy?

 

Who’s coaching your Office Manager and/or Executive Assistant?  Rosanne Badowski, Jack Welch’s Executive Assistant while running GE (and still today) and author of “Managing Up” is hosting a one-day program in Boston May 6 -- $895 – details at www.gazelles.com. This person can make or break you – get them some tools.

 

Who’s running effective daily meetings? – I need stories for an article I’m writing – deadline this Thursday – leave long message at 703-858-4656 if you don’t want to explain in an email.

 

BULLETS:
 

1)      Under coach Harmon Tiger won 8 of the 24 majors in which he competed.  Since firing him, he’s 0 for 4 with the worst defeat of his career this past weekend (three rounds over par).  Time will tell.  My viewpoint -- no one has ever achieved PEAK performance without a coach – so get one.  

 

2)      Even though we’re not in the coaching business (just education), we have several coaching partners listed on our website (we don’t take a penny of the fees) that know my tools and have committed themselves to learning from the masters like Jim Collins, Neil Rackham, Pat Lencioni, Geoff Smart and have attended many of our Best Practices programs with GE, Dell, and Southwest Airlines.

 

3)      Rosanne Badowski has been teaching other Executive Assistants inside GE and hosting workshops at other Fortune 50 firms.  Here’s a chance for your EA/Office Manager to pick up tips and techniques from the very best.  When was the last time you sent him or her to an educational program?  Program overview below.

 

4)      Neil Rackham’s best question “would your customers pay for your sales call?”  Are your sales people talking brochures or providing such real value to your customers that they genuinely look forward to seeing your sales person and paying a premium for your product and service to justify the salaries?  Would they rather spend time with one of your engineers or designers instead?  Or does your customer talk “partnership” but want a transactional price?  These are just a few of the key questions Rackham will wrestle with in his workshop April 14 in DC.  Program overview below.

 

5)      You can read all four of Rackham’s classics or spend a day with the master – books listed below under program description.

 

DETAILS – Rackham and Badowski below:  
 

Rosanne Badowski – A Day with Jack Welch’s Executive Assistant
Boston, MA, May 6, 8:30am – 5pm. $895 a person. EA or Office Manager should attend.  Attend for free if $10k customer of Gazelles.

 

The most famous executive assistant in the world and author of “Managing Up: How to Forge An Effective Relationship With Those Above You” will share the secrets she’s learned working with Jack Welch, former CEO of GE.  Specifically:

 

1) Dealing with frustration.  Accepting a work environment you can't change and helping to improve one where you can make a difference.

 

2) Using your position to help your boss shine.  Being satisfied in the supporting role without feeling bad about not receiving the recognition. 

 

3) How to gain the support of your peers and the value of not alienating anyone at ANY level both inside and outside of your organization.

 

4) Better time management -- letting the "prioritization test" be the driving force in how you manage your workload.

 

5) The advantage of being the "office knowledge bank" -- it makes you look good, makes your boss look good, and makes you an indispensable asset (plus examples on what you can do to turn yourself into the office encyclopedia).

 

Born in Bridgeport, Connecticut, Rosanne received an Associate’s degree in Secretarial Sciences and a Bachelor of Science degree in Business Administration from Sacred Heart University in Fairfield, Connecticut.
 

She worked in the General Electric Company for 25 years.  There, she held a series of administrative positions in Legal, International Human Resources, and Executive Management.  In 1988, Rosanne became the Executive Assistant to John F. Welch, Chairman & Chief Executive Officer of GE.  Since Mr. Welch’s retirement from GE in 2001, she serves as his assistant and office manager in the consulting company of Jack Welch, LLC, in Boston, Massachusetts.

 

Rosanne has addressed several audiences and contributed to many publications discussing the role of executive assistants in business today.

 

 

Sales and Sales Force Management with Neil Rackham
Washington, DC area (ten minutes from Dulles airport) April 14 8:30am – 5:30pm

April 15, 8:30am – Noon.  $1250 a person.  CEO and Head of Sales should attend.

 
Senior executives play an increasingly important role in critical sales.  Yet few sell effectively.  Neil Rackham, the famous research scientist who has carried out the largest investigation of high level selling ever completed, is author of the four classics of sales and sales force management: 

 
SPIN Selling -- based on the largest research project ever undertaken in the field--over 35,000 sales calls over 12 years; 
 
Rethinking the Sales Force -- as marketing guru Phil Kotler says, you might not need a sales force after reading Rackham’s book. 
 
Major Account Sales Strategy – unlike most developers of major account sales strategy, Rackham methodically backs up his analysis of the buyer cycle with in-depth research.

 

Getting Partnering Right: How Market Leaders Are Creating Long-Term Competitive Advantage – for many small to mid-size firms their supplier and distribution partners are crucial drivers to their business model – you have to get partnering right.

 
These classics have served as the foundation for almost all the modern approaches to selling used by the Fortune 500.  From actual observations of many hundreds of CEO’s and top level executives in action, Rackham will answer such questions in his April 14 – 15 executive program as:

 

· what are the most common selling faults of senior executives and what must you do to overcome them? 

· how and when should you get involved in key sales? 

· how can you tell whether your salespeople are selling effectively? 

· what are the quickest ways to improve your own selling skills? 

· how can you lead the sales team effort? 

 

Rackham will also review some of the sweeping changes that are changing the rules of the game for high level selling and will discuss strategies for staying ahead of competition in an increasingly crowded and competitive marketplace.

 

Rackham will then spend time discussing his latest book “Rethinking the Sales Force.”  Of all the functions in a business, the sales function has changed the least over the past 70 years.  It must begin to add value to the entire customer value-chain.  And it must be structured to meet one of three compelling needs of the customer – in some cases, that means not having a sales force.  

 

The day will be filled with Q&A opportunities as Rackham shares his observations as the leading guru of selling.

 

On the morning of day 2, Verne Harnish, author of “Mastering the Rockefeller Habits” will share his dozen tips for driving sales including: Ask 15 times, the power of “Nuturemarketing.”  Know the bonus plan of the decision-maker.  Work the A/P list of your best customers.  Sales happen before 10am.  Respect the assistant.  Meet daily to drive sales.  Meet weekly to drive marketing.  Articulate your three strategic anchors.  Have an X factor.  Use Microsoft’s MapPoint software (around $300) to visualize your market.  And get trained.

 

March 26, 2004

Bob Shallenberger, Highland Homes -- why he loves his voice-over-IP phone system
HEADLINES:
 

Using the internet to make phone calls has really picked up – called voice-over-IP or VOIP for short.  Several of you are using VOIP systems in your businesses and seem to love them – below is a detailed description from Bob Shallenberger, CEO of Highland Homes, of why he LOVES his VOIP phone system and his recommendation for systems.

 

Please send me your feedback on VOIP systems – cost savings, ease of use, pros and cons – I’ll compile and feedback to everyone.

 

I’m using DialPad (www.dialpad.com) on my laptop to make internet phone calls to the U.S. from my hotel room as I write this Insight this morning (I’m in Canada and my Verizon cell phone is a gazillion dollars a minute when roaming).  And I use it when I’m in Malaysia and other countries– so cheap and so easy.  I remember having a layover in Hong Kong, hooking into the wireless network in the airport, and working through email while talking on the phone simultaneously through my Bose headphones – worked great.

 

DETAILS:
 

Here’s Bob Shallenberger’s email to me.  FYI, he mentioned he’s been using his system for two years so I asked him if his tech gurus would still recommend the same phone system – following is his answer then it’s his original email.  

 

“Ken told me that for the money, there is nothing available in VOIP with better features, function, pricing, accessories, VOICE MAIL and peripherals (phones themselves). He said there are a number of companies "specializing" in phone-less VOIP, but that's a ways off...I know I wouldn't be interested in having NO phones available...battery back-up is tough now...can you imagine THAT nightmare?”

 

Best regards,

Bob

 

“You have touched upon a subject about which I am passionate: my voice-over-IP-phone system!

 

I bought the 3COM NBX VOIP phone system a couple years ago after we had outgrown our Panasonic DBS phone system...I wanted to have the most state-of-the art phone system AND voice mail system I could afford...I asked my IT pro, Ken Greenlaw of Greenlaw & Quick Information Technicians (GQIT) (affectionately referred to for the past 8 years at Rug World and now at my new company, Highland Homes, as "Ken the Computer Guy"), to investigate which phone system would best suit our needs at that time as well as those in the years to come...for ten grand I didn't want to have to a) buy another phone system any time soon or b) have to re-train my staff and myself how to use it if the new system quickly became out-dated...

 

We settled on the 3COM NBX because of its function AND price. After tweaking the settings, Ken had us up and running fairly quickly. He set up our voice mail using an online screen...right there on the monitor of any computer on the network...it was so impressive...he then set the mailboxes, etc. and we were ready to roll...little did I realize at the time that VOIP would change my life and that of my staff and company forever...

 

The biggest difference between VOIP and regular analog phones was that my PHONE was so special to me...if I took my actual phone (handset and base) from my office to another and plugged it in to a regular CAT5 jack, my phone remembered all my settings and would ring as if I were back in my office across the building...even better, I could take my phone and plug it in to my WiFi-equipped laptop and actually LEAVE the building and it remembered who I was and acted as if it were plugged in to the jack in my office...even better, Ken was able to create secondary extensions on each of the computers using the microphone and speakers already in place rendering the actual handset expendable allowing each of us to have a back-door extension with many uses...

 

As long as my internet connection was fast enough -- I generally had to be plugged in to a DSL, Cable or T1 connection -- I could leave the building, plug in some place and nobody on the planet would know where I was...my extensions rang just like I was in my office at my desk reading my Gazelles e-mails...and even better, my sister was able to run to her office from mine and still answer MY phones and transfer calls to MY staff...you want to talk about MULTI-TASKING!!! This technology IS multi-tasking...

 

And the voice mail...there's nothing like it...gone are the days of accidentally deleting voice mails...or missing the blinking light on the phone only to miss a deal...our voice mails are delivered right to us anywhere in the world via e-mail...right along with the regular e-mails...they can be played through the handset or over the computer's speakers...it's invigorating...there's just nothing quite as satisfying (relative to a phone system of course) as sitting in a WiFi zone at DFW, checking my e-mail and listening to my voice mails though a headset while the poor guy sitting next to me can't get his high-priced answering machine or voice mail on his cell phone to work...the NBX system does it all...

 

Even better...most hotels (especially the Hard Rock Hotel in Las Vegas) has fast enough connections in the room to play hooky with the NBX system...all it takes is a the laptop and a properly configured NBX phone and it's just like sitting in good ol' St. Louis...except oversleeping is a result of the Spearmint Rhino and some hot-and-cold streaks at the Blackjack table at the Hard Rock or the Mandalay Bay rather than a traffic jam on Highway 40! When we finally DO have high-speed cellular this phone system will give a "day at the beach" all new meaning!

 

Did I mention that the days of deleting old voice mails and wishing you hadn't are gone forever with the NBX system? Since they are delivered via e-mail, I just store them right along with my other e-mails...in fact, many times, I drag a copy of them in to my tasks or e-mail them to my staff or friends just like any mpeg or jpeg...I can't tell you how many times I have referenced a 6 month old voice mail in just seconds by either remembering the approximate date, caller's phone number, company or person's name...it's just awesome...and I used to hate phones!

 

Although it's icy and snowing here people are still buying houses...and since Johanna is having reconstructive knee surgery on Friday, I've got kind of a short week...I'll be playing Mr. Mom until MY surgery on the 9th to repair my rotator cuff (I just can't get it out of my head that at 34 I really DON'T have a chance at any sort of comeback...if I were only left-handed)...so I have to hit the sack now...if you want to know anything else, just give me a ring any time after 6AM and I'll do my best to contain my excitement...take it easy...

 

Very best regards,

 

Bob Shallenberger

 

Highland Homes

900 Purdue Avenue
St. Louis, MO 63130
 
Tel: (314) 863-BUILD (2845)

Fax: (314) 863-1160

Cel: (314) 267-4070

Eml: bob@highlandhomesinc.com
 

March 30, 2004

Marketing; Adam Scott; Southwest; Jack Stack; Brand Promise Webinar
HEADLINES
 

Survey -- Marketing (getting warm leads) has become a big focus for firms.  Planning for fall, if you could spend a day with one of the top 3 marketing experts, which one would you choose – Al Ries (22 Immutable Laws of Marketing); Dr. Philip Kotler (author of most of the leading books on marketing management); Seth Godin (Permission Marketing, Purple Cow); or someone else?  What do you need to learn about marketing?  Thanks for your feedback.

 

Golf Update – Tiger Woods’ ex-coach Butch Harmon coached Adam Scott to victory in the Players Championship this past weekend (no, I don’t watch golf all weekend) – the youngest player ever to win this fifth major – maybe the right coach makes a difference!

 

Southwest Airlines -- best performing stock since 1972 (2 to 1 over Microsoft). They’ve engaged Jack Stack’s “Great Game of Business” organization to help them go to the next level!!  So have Harley Davidson and many of the great companies of our time.  

 

Must Attend Conference for fans of Jack Stack’s “Great Game of Business” – May 12 – 14, St. Louis, MO – see details below.  Take a clue from Southwest Airlines. 

 

Webinar April 12 -- Nailing Down a Brand Promise and the Three Strategic Anchors with Verne Harnish – two slots left – 12:51pm – 2:30pm EST – register at www.gazelles.com.

 

Sold Out – Neil Rackham “Sales and Sales Force Management” workshop – we’ll schedule another in the fall.

 

DETAILS
 

This year’s National Gathering of Games Conference will be May 12-14, 2004 in St. Louis, Missouri at the Hyatt Regency Union Station.  This conference is for anyone who wants to create an ownership culture, develop innovative employees and build a better organization.

 

Some of this year’s topics include:  Building Effective Scoreboards, Designing Better Bonus Plans, Exit Strategies for Business Owners, Getting Started, Succession Planning, and Mini-Games.  This is only a sample of the many great sessions you will have the opportunity to attend.  More than 40 practitioners of The Great Game of Business and open-book management will share their knowledge and experiences.  Our speaker line-up includes: Jack Stack, Andy Smith, Terry “Moose” Millard, Norm Brodsky, Dr. Cal LeMon, Dan Clark, Greg Reid, and many more.  

 

For an updated list of speakers and events or to register online visit us at www.greatgame.com/gathering2004.  Or call 1-800-386-2752 if you have any questions.

April 2, 2004

VoIP Part 2 -- Costs, Pros, Cons, Usage, Legal consideration -- plus vote for favorite marketing guru
HEADLINES:
 

Marketing – please vote on your favorite guru or make a suggestion – reply back with a simple Phillip “Kotler”, Seth “Godin” or “Al Ries” – thanks.

 

Voice-Over IP Part 2 – Five Key Lessons from Real Users and Those in the Business.  I received a tremendous response from the weekly insight on VoIP systems – five key summary points on pricing, usage, pros and cons BULLETED below followed by full DETAILS – thank you to all that contributed.

 

BULLETS:
 

1) Three most comprehensive emails I received on the costs, pitfalls, advantages of VoIP are listed first under details – thanks to Paul F. Sponcia, CEO, RM Technologies; Paul Lewis, CEO, PG Lewis & Associates; and Gene Roberts, CEO, The Cleveland Solutions Group.

 

2) Rough pricing for VoIP is $1000 per phone (starting around 20 – 25 phones) vs. normal $600 to $800 per phone with regular systems.  Ideal for multi-site firms – employees in different locations and working from home.  

 

3) ROI comes from enhanced productivity, flexibility, features, and portability, not from long distance savings unless doing extensive international calling.  Case can be made system pays for itself in 12 months.  For those using outsourced systems, the ROI is faster, but you’re relying on an outsourced service.

 

4) Debate whether reliable enough quality for customer interactions – seems to depend on several factors.  Best for internal communications.  See Tim Keenan’s email below, CEO of HPTi.

 

5) Big legal warning from Paul Lewis – VoIP voice mail messages, since they are generally stored in your email INBOX also make them usable in court and aren’t considered an illegal wiretap.  This can be good or bad depending on what you or the other person said!!  See Paul’s email below.

 

DETAILS:
 

“I was thinking about our conversation this morning and wanted to kind of clarify some of the VoIP info. 

 

As I stated, rough pricing for budget purposes on a VoIP system is about $1,000 per phone (stating around 20-25 phones), installed - this includes services. Remember, these systems typically include network upgrades to support quality of service and other features. A lot of people don't invest in this portion of the solution, therefore they are disappointed when the quality is poor.

 

Traditional systems, with some of the same functionality will come in around $600 per phone, installed - again including services. You can go lower, for a less functional system, but you get what you pay for - as we all know.

 

VoIP systems typically come out of the box with more functionality, such as:

- Find me follow me, sort of a one number service

- Unified messaging, voice mail as email

- Integration with Outlook (Contacts, Scheduling, etc)

- Conferencing features, some come with 6 way conference call out of the box

- Workgroup features, sort of call center functionality

- Call Detail Reporting, this is typically at $2,500 to 10K + add-on to most standard phone systems, comes native with any VoIP system worth anything

- Simplified administration. All of the good systems have a centralized management interface from which to setup users, switches, etc. It should be simple and quick. I can setup a user on our system in less than 60 seconds, set them down at a phone and have them login and they are working - DID, VM, Unified Messaging, etc

- Mobility, the ability to sit down at any phone and log in as you - thus the phone takes your settings and rings wherever you are. Also the ability to have a "softphone" on your laptop which you can use a headset, VPN client and work like you are in the office over a broadband connection

 

Pitfalls:

1. Poor physical infrastructure

- Old cabling, not certified, etc

- Hubs instead of switches

 

2. Poor WAN Connections and hardware

- Public Internet VPN using small carriers

- Slow bandwidth on Internet

- Routers/VPN appliances that don't apply Quality of Service, Priorities or Traffic Shaping

- Slow bandwidth or low CIR frame connections

- Old routers with limited capabilities or performance

 

3. Vendors who don't understand data

- You have to understand, this IS a data application like none other. Phones are mission critical, they can't be re-booted daily

- Most traditional phone vendors can't grasp data, while traditional data vendors can typically pick up voice but don't understand the criticality of voice (ie: reboots aren't acceptable)

- This is the thing we have seen cause the most problems. The vendor who doesn't understand data cannot assess #1 and #2, therefore the solution fails miserably

 

Secrets to Success

#1 - Vendor who understands data and voice.  Proven track record with wide area networking

#2 - Assessment of your current network infrastructure.  Pay someone to look at what you currently have, what you run on the network, applications, types of hardware, etc and make recommendations. A poor network will cause the solution to fail

#3 - Don't expect to pay for a system with LD savings, it won't happen. If you are multi-site environment you will see some savings, but not enough to cost-justify

#4 - Expect "soft" savings, specifically those that are hard to put an ROI on such as employee productivity, integration of systems, distribution of functions, etc

 

Paul F. Sponcia, CEO
RM Technologies
rodefer moss technologies group, llc

1729 Midpark Rd, Suite C200

Knoxville, TN 37921

http://www.rmtgroup.com
 

direct: 865.251.5507

 

 

“I have some VERY important information for users of VoIP systems.

 

Because VoIP voice mail messages are generally stored in the user's e-mail INBOX, it is important to know that the law generally will treat VoIP voice mail messages the same way it treats e-mail messages.  As a business owner, it is critical that proper corporate policies are put in place which will extend to voice mail messages stored in an e-mail inbox.

 

E-mail messages, as well as VoIP voice mail messages, are easily recovered in the event of litigation during the discovery process.  My firm provides Data Forensic services in legal matters and we have seen cases turn on a dime when deleted e-mail messages are magically recovered.  We are now seeing the same trend with VoIP voice mail messages.  Most VoIP systems, including my Avaya IP-Office, allow the user to record all or parts of their calls.  The recorded call is then forwarded BY E-MAIL to my inbox.  And so far, the courts are treating VoIP conversations as if it was an e-mail -- an important factor since they are likely not covered under any privacy law or wire tap law that would typically prevent a user from recording a phone conversation.  This "loop hole" greatly helped one of our clients, a CEO who insisted he had a specific conversation with another party.  The adversary was required to produce all e-mail, and we uncovered the conversation as a sound attachment in his e-mail inbox.  It was allowed in court.

 

While VoIP has many benefits, the user must take the necessary precautions knowing that someday their voice mail message or entire phone conversation may be played for a jury.

 

I am happy to discuss this one-on-one with anyone on your distribution list.  Just have them contact me.

 

Paul Lewis
PG Lewis & Associates
295 Route 22 East - Suite 201 West
Whitehouse Station, NJ  08889

.P (908) 823-0005 x201
.F (908) 823-0085
.E pglewis@pglewis.com
.W www.pglewis.com
 

 

“The enthusiasm that Bob shows in regards to the 3Com product and VOIP in general doesn’t surprise me…I own The Cleveland Solutions Group – an integration firm that specializes in VOIP and IP Telephony (business consulting based on IT).  We are 3Com Gold partners and our sales have tripled over the past three years due to the explosive opportunities that voice and data integration has created.  This is a very common response that we get from our clients once they are able to understand how mobile and productive they have become and the impact this technology has had on their business.

 

In our weekly marketing meetings (rhythm) we discuss ways to bring value to our clients.  The value often comes in the form of cost savings and increased productivity.  In most cases, we are able to create an ROI case that pays for a new phone system within the first 12 months.  I can’t think of a better way to become an integral part of our client organizations than to help re-define productivity through increased communications – and here’s the kicker – AT A LOWER COST!  When you take all aspects into consideration, the total cost of ownership for a VOIP or IP Telephony solution is far lower than the traditional (stale) solutions that have existed for the past 30 years.  Combine this with a unified messaging platform (voice mail that can be retrieved as a .wav attachment to your emails, having your emails read to you as you check your voicemails, RESPONDING TO AN EMAIL THROUGH YOUR VOICEMAIL (attaches your response as a .wav and sends it as a reply to the sender) and retrieving faxes in your email…and you have implemented a very powerful communications tool.

 

We have clients who have avoided building larger facilities by having their sales staff work from home…by connecting back to the home office via the internet for both voice and data.  In fact, one of our clients eliminated $65,000 a year in leased lines by using VPN’s to connect 32 sales reps all over the U.S. as call center agents of the main office!

 

Imagine the long distance expenses a multi-site company will incur JUST TO TALK WITH THEIR OWN EMPLOYEES!  Many companies segregate their voice and data connectivity…when you convert voice into data packets, you use the same data connectivity that most businesses already have in place.  Of course, you must engineer the solution correctly in order for it to be effective.  But if you work with an experienced firm with A SOLID DATA BACKGROUND, the result is toll quality voice at a much lower cost.

 

I truly believe that IP Telephony is pregnant with opportunity.  Empowering the mobile workforce will become this decade’s key IT initiative, and this technology is the foundation to its success.   

 

We believe in Educating the consumer market in order for them to understand the soft and hard dollar effects of this solution.  Our firm establishes value and credibility by holding monthly Lunch-and-Learn sessions to educate these potential clients on the technology itself – NOT PRODUCT SPECIFIC – but then offering to help guide them through the analysis.  

 

I would be more than happy to share my experiences with others.  Please feel free to contact me with any questions.

 

Gene Roberts

CEO

The Cleveland Solutions Group

 

(P) 216 901-9370 x110

(F) 216 901-9378

(C) 216 701-2114

 

 

“Verne, HPTi has been using the VOIP system from Shoreline for the past three years.  We are generally pleased with the cost savings and flexibility it affords us as employees move from office to office and travel the country.  The real downside is bandwidth.  We teach a masters program over a VTC hookup each Tuesday and Thursday and find that our service degrades considerably during the hours of 4-9pm on these nights when the VTC is active.  As the packets compete for space on the T-1 line we see choppy phone service, dropped packets and dropped calls.  So in an environment that does not have the competition for the bandwidth the service is fine but where there is contention we see less than optimum service.  This has resulted in a significant increase in cell phone usage and the attendant costs of that option to compensate for the issue.  Our only solution at this point is increased bandwidth which is not justified on a cost basis at this time.  Other than this issue the service continues to improve with each release as compaction and other bandwidth friendly technologies come of age. 

 

Tim Keenan, CEO

HPTI

 

 

“We use Pingtone.com which, from a cost standpoint is great. Their support is extremely weak. But overall it’s a good package and clearly the way we will operating from now on. Our whole phone system is outsourced to them. We have one T1 into our office for voice and data.  Voice goes over our T1 to Pingtone where they put it onto the land based telephone system. In all, we have saved $15k per year between Internet, local/long distance calling, and phone system maintenance.  And I am sure you know about www.vonage.com -- it should be included in any conversation about VOIP.

 

Miles Fawcett, CEO

Interactive Applications Group (iapps.com)

 

 

“We installed an avaya IP system about six months ago.  We’re big fans. IP is not at the quality that we’d want customer calls on it, but it’s great for internal.  The best of all is the IP system allows me to see who is available and who isn’t, and connect to someone at a touch of my mousepad.  I can take my calls at the same phone number whichever office I’m in, or even if (I’m at home.  What entrepreneur wouldn’t want that control! 

 

Mike Faith, CEO & President

Headsets.com, Inc.

 

 

“Ron Yarwood is president of Support Excellence in Calgary.  We both serve on the Help Desk Institute (HDI at www.thinkhdi.com) Calgary Chapter Executive.  Ron recently gave a presentation to HDI in Vancouver and Calgary about their VOIP rollout for their Virtual Call Centre.  His ‘real life adventures’ with VOIP and traditional phone integration can server as a ‘Best Practices’ for anyone wishing to work with VOIP.  I understand that the presentation will be available shortly at www.hdi-calgary.org, but I’m sure Ron would forward a copy to you.  

 

Bill Scott, CEO 

GreenPipe Industries Ltd.

www.greenpipe.com
 

 

”In USA there is a company call Vonage that also deals with this sort of global Internet connect (VoIP) phones

 

In Pakistan I worked with 3 different companies and found the following provides the best customer service. Call OutBox Solutions at (214) 764-1827 and ask for Altaf, and he will help you with the pricing and packages 

 

I brought the phone to USA with me and connected it with my Cable Internet at my Home Office and it works fine.

 

There are two popular models that people are using

1) Cisco ATA..... this is the best solution if you are traveling in places where good Internet bandwidth is available 

2) A replacement model that OutBox gave us, which can place calls at lower bandwidths also, which is important for us, since I travel in countries were Internet bandwidth is very expensive.

 

Farrakh Azhar, Founder
LiveAdmins LLC
www.WebGreeter.com
 
April 6, 2004
Jack Welch's Secret Weapon and 6 More Seats for Rackham

3 HEADLINES:
 

 

For this week, Nicole’s Insights!  – Verne’s on holiday in sunny Florida.  
 
Who’s coaching your Office Manager and/or Executive Assistant?  Rosanne Badowski, Jack Welch’s Executive Assistant and “secret weapon” while running GE (and still today) and author of “Managing Up” is hosting a one-day program in Boston May 6 -- $895 – details at www.gazelles.com. This person can make or break you – get them some tools.  A special note to our 10K Premier Members – Don’t forget about your free seat!

 

 

6 Seats left for Rackham!  Due to a last minute cancellation from one of our companies, we’re allowing more registrations.   Reserve your seat now at Sales and Sales Force Management with Neil Rackham in Washington, DC area (ten minutes from Dulles airport).  April 14 8:30am – 5:30pm to April 15, 8:30am – Noon.  $1250 a person.  CEO and Head of Sales should attend.

 

 

BULLETS:
 

 

1)      Described as “Jack Welch’s secret weapon” by Newsweek, Roseanne Badowski has been teaching other Executive Assistants inside GE and hosting workshops at other Fortune 50 firms. When was the last time you sent your EA or Office Manager to an educational program?  Why I’m excited about this program and the program overview below.

 

2)   10K Premier Members – Don’t forget about your free seat for this.  Be sure to contact me ASAP to register.

 

DETAILS:  
 

Running the office of one of the “Top 10 Minds in Small Business” is no small feat.  As many of you know, Verne believes in hiring one great person to replace three mediocre people – talk about pressure!  So I was thrilled when Verne told me Roseanne Badowski had agreed to do a program with us.  In her book, “Managing Up” Roseanne states simply that “Managing is not the exclusive property of MBA grads.”  Roseanne is most definitely a manager and a true leader in office communication and efficiency.  She is the EA every EA strives to be, and the EA every executive hopes to dreams of having.  Here’s a chance for your EA/Office Manager to pick up tips and techniques from the very best.  

 

  

Rosanne Badowski – A Day with Jack Welch’s Executive Assistant
Boston, MA, May 6, 8:30am – 5pm. $895 a person. EA or Office Manager should attend.  Attend for free if $10k customer of Gazelles.

 

The most famous executive assistant in the world and author of “Managing Up: How to Forge an Effective Relationship with Those above You” will share the secrets she’s learned working with Jack Welch, former CEO of GE.  Specifically:

 

1) Dealing with frustration.  Accepting a work environment you can't change and helping to improve one where you can make a difference.

 

2) Using your position to help your boss shine.  Being satisfied in the supporting role without feeling bad about not receiving the recognition. 

 

3) How to gain the support of your peers and the value of not alienating anyone at ANY level both inside and outside of your organization.

 

4) Better time management -- letting the "prioritization test" be the driving force in how you manage your workload.

 

5) The advantage of being the "office knowledge bank" -- it makes you look good, makes your boss look good, and makes you an indispensable asset (plus examples on what you can do to turn yourself into the office encyclopedia).

 

Born in Bridgeport, Connecticut, Rosanne received an Associate’s degree in Secretarial Sciences and a Bachelor of Science degree in Business Administration from Sacred Heart University in Fairfield, Connecticut.
 

She worked in the General Electric Company for 25 years.  There, she held a series of administrative positions in Legal, International Human Resources, and Executive Management.  In 1988, Rosanne became the Executive Assistant to John F. Welch, Chairman & Chief Executive Officer of GE.  Since Mr. Welch’s retirement from GE in 2001, she serves as his assistant and office manager in the consulting company of Jack Welch, LLC, in Boston, Massachusetts.

 

Rosanne has addressed several audiences and contributed to many publications discussing the role of executive assistants in business today.

 

 
April 16, 2004

ABL solves drop ship A/R problem; Seth Godin wins marketing votes -- session May 19 NYC
HEADLINES
 

Drop ship transactions can considerably lengthen Accounts Receivable days for the shipper.  ABL found a way to reduce A/R days from 107 to 50 for these kinds of shipments – see below under BULLETS and DETAILS.

 

Seth Godin, author of the #1 book on marketing in 2003, Purple Cow, received three times the votes of all the other marketing gurus.  Thanks for voting.  His new book comes out May 10 Free Prize Inside: The Next Big Marketing Idea.  All quick reads and worth it.

 

Given the urgency to fire up marketing for many firms, I contacted Seth Tuesday to see if he would give us a day ASAP.  May 19 Seth has agreed to host 40 of you in his loft just outside NYC – details early next week.  Let me know if you want a spot and I’ll send you details today.  We’ll continue to work hard getting you exclusive access to the best!

 

BULLETS
 

1)      Randy Amon, co-founder of ABL Electronics, split off his drop ship invoices, held on to them for several days until his people could get a “delivered” status from FedEx or UPS, then attached this POD (proof of delivery) to the invoice and sent out. 

2)      Delaying the invoice by 3- 5 days, yet attaching the POD to the invoice, actually saved over 50 days since the Accounts Payable people on the other end had the proof of delivery they needed to authorize payment – Randy explains below.

3)      His people used five simple files marked Monday through Friday to manage this process.

4)      As Randy points out, drop shipping is becoming a bigger practice as a way to reduce inventories and speed shipping, so knowing how to handle the A/R is even more important.

5)      Randy summarizes “At ABL this solution had tremendous impact not only on our cash flow, interest costs, operational efficiency, ease and enjoyment for employees on both sides of the transaction but it also impressed our bank with our ability to affectively manage out a growing issue that was becoming a 'necessary evil' of doing business.”

 

 

DETAILS
 

Randy Amon, co-founder of ABL Electronics (computer cables), which he sold to APCC (he’s still on the executive team of this $2 billion plus firm), faced a real A/R challenge as his distributors began asking his firm to drop ship product directly to end customers.  Here’s the email Randy sent explaining how he fixed:

 

“Let me tell you a way that ABL significantly reduced A/R outstanding.  This may not apply to all of your clients but I suspect it may help some.

 

The absolute number 1 type of transaction that lengthened days outstanding was drop ships.  These are transactions involving more than 2 parties - typically 3.

 

In the example below Company C = your relevant clients

 

   Company A (end user) places an Order with Company B (reseller)

   Company B (reseller) places an Order with Company C (Mfg or other

   distributor) with instructions to Ship (sometimes blind label) to

   Company A

 

The payment dilemma occurs because the required documents needed by A/P (accounts payable) to voucher and pay an invoice do not all reside in the same place.  For public companies complying to Sarbanes Oxley requirements this has become an even bigger issue.

 

Company A - has their PO, invoice from Company B, and their receiving report and can voucher and pay Company B.  Company B - has their PO from Company A and the invoice from Company C but no receiving report that the order has been successfully shipped and received by Company A.  If Company A pays Company B quickly and confirms receipt then payment to Company C by Company B could occur within the

established terms.  However, this never happened for ABL.

 

What typically happens is the Company C receivable at Company B ages to the point that it passes the established terms AND whatever the grace period or inefficiencies of the company C's processes allow.  Let's say Net 30, and 15 days grace.  So, after 45 days the Company C A/R folks initiate efforts to collect from Company B.  99.9999% of the time the response from Company B will be “We need a POD (proof of delivery) in order to voucher and pay.”  The burden of this activity falls on Company C as it is them with the financial motivation.  Such activities cost $$ and are particularly inefficient when performed in a serial manner - as each instance occurs. Then after the POD is produced and provided the A/P is now placed into the payment process and usually takes an additional 30-45 days.  So 45 days from shipment/invoice to collection call + 3 days to produce and provide POD + 45 days for payment issuance and delivery to bank for payment = 93 days.  This math is really the best case scenario.  We studied and discovered that the average ABL days outstanding for drop shipments was 107 days - AND WE RAN A TIGHT SHIP!!

 

The Solution - We developed a process of separating invoice generation so it occurred in batches.  One of those batches would be all invoices where the Ship To was not the Bill To nor one of that Bill To's pre-established locations.  We would then take this batch (which were the drop ship transactions) and delay the mailing of the invoice.  A clerk (sometimes A/R sometimes a receptionist or temp) would maintain 5 folders representing each day of the week.  This person would take the Monday (day shipped) orders out on Thursday and perform on-line tracking with Fedex or UPS (our primary small package carriers) and when they showed 'Delivered' status they would print out 2 copies of the POD (which named the person who signed for the shipment, date and time of receipt).  One copy was filed for possible future reference with A/R and the other copy was stapled to the invoice and then mailed.  This way the invoice and the POD arrived together making it easy for Company B's A/P function to match with the PO and voucher for payment.

 

So 3-5 days from shipment/invoice allowing for invoice and POD to travel together + 45 days for payment issuance and delivery to bank for payment = 50 days.

 

As the marketplace constantly focuses on reducing cycle time for Order Delivery and freight costs the behavior of drop ships has and will continue to grow.

 

At ABL this solution had tremendous impact not only on our cash flow, interest costs, operational efficiency, ease and enjoyment for employees on both sides of the transaction but it also impressed our bank with our ability to affectively manage out a growing issue that was becoming a 'necessary evil' of doing business.

 

Take care

 

Randy Amon

April 20, 2004

Seth Godin, May 19 Details -- 12 seats of 40 left

HEADLINE: 
 

May 19, Seth Godin, NYC area – 28 have already grabbed slots (12 left of the 40) since I announced Friday.  $1000 per executive (CEO and Head of Sales/Marketing suggested attend).  Details and link to info below.

 

http://www.gazelles.com/exec_sethgodin.html
 
DETAILS:
 
A DAY WITH SETH GODIN -- spend a day with the biggest name in marketing, Seth Godin, at his loft outside NYC May 19.

 

WHEN:  May 19, 9am – 4:15pm (with additional 30 minutes of Q&A for those that can stay)

 

WHERE:  Seth Godin’s loft – 145 Palisade Street (not Avenue!), Dobbs Ferry, NY, 10522

 

LOCATION DETAILS:  (flying, train from NYC, etc.):  Loft is in a hulking factory-type building, down at the bottom of the steep driveway.  Walk in the front door, straight back, he’s the last door on the right.  On a more global scale, Dobbs Ferry, New York, is just about equidistant from LGA and Newark airports (figure and hour) and a little farther from Kennedy.  You can take a cab, of course, but there’s plenty of ways to get to NYC from the airports and then grab a train (50 minutes) the next day if you choose to stay in the city – he’s 500 yards from the Dobbs Ferry train station near the Hudson River.  If you can catch a plane to White Plains, that’s even closer.

HOTEL:  Courtyard Tarrytown Greenberg, 475 White Plains Road, Tarrytown, NY 10591 USA.  Please call (914) 631-1122 and ask for the Gazelles rate of $139 for single and double occupancy. 

DESCRIPTION: Marketing is a big focus for many firms right now as they position to grab market share and/or work to reposition their marketing strategy (Sales, as a topic, is also big – we have 88 executives attending the Neil Rackham workshop tomorrow).  And the leading name in that arena right now is Seth Godin.  Formerly the marketing guru for Yahoo, he’s advising the biggest firms around the world on their marketing strategy.  In fact, when I compiled the results of our marketing survey from last week, Seth received 3 times the votes of any other marketing guru right now.

 

His book Purple Cow was the #1 marketing book in 2003 and #35 overall in all categories.  May 10 he releases his latest book “Free Prize Inside.”  Here’s Seth’s quick agenda for the day:

 

“I talk for three or so hours. I cover Purple Cows, Ideaviruses, Permission Marketing and the Free Prize.  Then, once we've hammered away at preconceptions and given people the words, I start going through the companies in the room.  We look at their websites. We talk about finding their Prize. It's driven by the room.  Good snacks and food, of course.

 

Great one-on-one time with the best marketing guru right now.   You can go to www.sethgodin.com to learn more.  And as part of his new book, he’s created a process called Edgecraft – an iterative process for finding the “edge” in your business – and he emphasizes the need to go all the way to the edge with your business, to go only part of the way is time-consuming and costly.  And going all the way to the edge is the only way to jolt the user into noticing what you’ve done.  

 

Quoting Godin, “it’s all marketing now -- the organizations that win will be the ones that realize that all they do is create things worth talking about!”

 

This is one program I can’t wait to attend!  Hope you and your marketing folks can join me.

 

April 20, 2004

Marketing for Technology Companies Only
HEADLINE: 
 

May is Marketing Mania Month– most of you know its time to pump up revenue in your firm.  And those following the weekly insights know I’ve been scrambling to gain access to some Fortune-50 quality marketing gurus for us mid-size firms.  Here’s another one:

 

May 25, Tony Kotler, DC – for technology companies only – “Using ROI to Sell Technology Solutions and Services.”  Tony, part of the biggest marketing intellect of all time, Phil Kotlers’ Kotler Marketing Group, has pioneered a process for helping the most well known technology firms create credible ROI-based business cases.  This is a mid-size technology company’s chance to learn from the best.  30 spots, $1000 per executive (CEO and Head of Sales/Marketing suggested attend).  Details and links to brochure below:

http://kotlermarketing.com/resources/ROI.seminar.pdf
DETAILS:
USING ROI TO SELL TECHNOLOGY SOLUTIONS & SERVICES -- In a recent survey, 82% of customers reported that IT investments had to pay for themselves within 24 months. This is just one of the reasons why it has become more important than ever to build an effective return-on-investment (ROI)-based business case for your products and services. 

Yet, remarkably few small to mid-size companies are able to communicate the value of their products and services in this way. 

DATE & TIME:   May 25, 2004

8:30am - 5:00 pm

COST:  $1000 per executive.

LOCATION:  Westfields Marriott 14750 Conference Center Drive Chantilly, VA
Whether you sell to large businesses, small enterprises, or the government, this brand new sales & marketing seminar, conducted by one of the world's most respected names in marketing - Kotler Marketing Group, was developed specifically to help companies that sell IT solutions build a credible, value-based case for their products and services.

As a participant you will:

- Learn about ROI sales and marketing best practices 

- Discover which benefits are most important to IT buyers and how to quantify them

- Learn how to develop a ROI-based sales tool for your own products and services

- Understand how to develop effective ROI-based sales & marketing materials

- Understand how and when to use ROI in the sales process

For more information on the seminar, click on the link below:

http://kotlermarketing.com/resources/ROI.seminar.pdf
Kotler Marketing Group is a consulting and training firm that has helped leading technology vendors - including IBM, British Telecom, Business Objects, and SAP - to implement effective ROI-based sales and marketing strategies. Philip Kotler, one of the world's leading marketing strategists, is our principal associate. Kotler consultants have written numerous articles for publications such as the Harvard Business Review, and Business 2.0 and have been quoted in Business Week and the WSJ. 

April 23, 2004

Fortune 500 Fun Facts -- plus top innovation, Collins thoughts, Wal-Mart meetings

HEADLINES:
 

Which Fortune 500 firm had the best performing stock the last ten years? 

 

What is the average revenue per employee and median profit of the Fortune 500?

 

How has Stan O’Neil turned around Merrill Lynch?

 

What are the top innovations of the last 50 years?

 

What does David Glass feel has been a key to Wal-Mart’s success?

 

Could Bethlehem Steel be a model for the U.S.?

 

What are Peter Drucker and Jim Collins working on next?

 

What are expected to be the Top 10 companies in 2054 – hint, number one is AmazonBay!

 

The 50th Anniversary issue of the Fortune 500 was one of the best reads I’ve had in a long time – devoured it on my flight to Hawaii two days ago.  It’s a must read cover to cover.  Below are BULLETED highlights that answer the questions above (fun facts all business people should know and some interesting insights).

 

One very sad note – Jim Cantalupo, the CEO McDonalds brought in last January to turn them around (which he did – stock doubled last twelve months) and whom I’ve been highlighting in my speaking this year, died of a heart-attack last weekend at age 60.  The full page ads in USA Today and WSJ showing a weeping Ronald McDonald was a classy and moving tribute – one of the best I’ve ever seen.

 

BULLETS:
 

1)  Dell, number 31 on the Fortune 500, had the best performing stock with a 57.9% annual rate of return over the past ten years!  Microsoft, ranked 46, less than half at 27.1%.  Go Michael.  The median return for the entire 500 was a historical standard 10.5%.

 

2) The Fortune 500 had average revenue per employee of $300,000 (still three times the average of small firms).  The median profitability was 4.6% while the average was a whopping 5.96% ($446 billion on $7.5 trillion in revenue) – skewed because the top 20 earners accounted for 41% of all profits.  These are considerably above the historical 3.1% median profits of the Fortune 500.

 

3) General Electric overtook Microsoft as number 1 in total market cap at $329 billion.  Host Marriott had the largest revenue per employee of $20.4 million – I’m checking into that!

 

4) Stan O’Neil, CEO of Merrill Lynch the past three years, has turned around the firm – some say literally saved the it from extinction – posting a record $4 billion in profit last year, more than any year including those during the tech boom.  Being a fan of daily huddles, it therefore caught my attention when Fortune showed a photo of O’Neil in a meeting with his team and captioned the picture “Breakfast of Champions: no food, just blunt talk at the morning meetings for Merrill’s senior staff.”  A penny pincher, nevertheless, on Jan 22 O’Neil gathered 48,000 employees in 35 auditoriums around the world for a companywide meeting to announce last year’s results.  Big companies do hold these kinds of meetings and know they are valuable.

 

5) Google’s key to moving fast?  It’s organizational structure.  Essentially dozens of three-person teams work on adding features to the system, bringing ideas from conception to deployment in the matter of months.  You get the sense they are organized more like an ant colony than a single structured organism.

 

6) Top Innovation?  How about the corporate structure!  I love this Jim Collins quote, “Some of the most amazing inventions in history are not technology or products; they’re social inventions.  Imagine inventing the idea of the U.S. Constitution or of currency or of market mechanisms.  Those were some of the greatest inventions of all time.  The modern corporation, which is a product of the 20th century, is in that league, not so much because it is a font of technological innovation, but because it is the bridge between market mechanisms and democracy.  It is the key triumph of capitalistic democracy.”  Wow!!

 

7) And this quote from David Glass, former CEO of Wal-Mart (ala Jack Stack’s “Great Game of Business” – why I’m so supportive of everyone going to Springfield, MO and attending their program) “Sam was doing some things, even when I came (1976), that were foreign to me.  He shared total financial information with everyone in every store, in every community.  Sam felt we were all partners, and he wanted to share everything.  And he was absolutely right.  He believed that everyone should be an entrepreneur.  If you ran the toy department in a store in Harrison, Ark., you’d have all your financial information.  So you’re just like the toy entrepreneur of Harrison: You know what your sales are, what your margins are, what your inventory is.”  

 

8) Further, notes Hank Gilman who did the Glass interview “One of the greatest management tools ever has to be Wal-Mart’s Saturday-morning meeting, where companywide decisions can be executed in an instant.”  Glass goes on to explain how it works by sending everyone from Bentonville out to the stores Monday through Thursday (nothing very constructive happens in the office, he notes), then back Thursday night for their merchandising meetings Friday morning.  By Saturday morning they have sales for the week, feedback from the field, and what’s going on with competitors.  Regional managers are required to hook up by phone with all their district managers before noon, giving them direction as to what we were going to do or change.  Their competitors get their sales results on Monday for the week prior so they’re ten days behind Wal-Mart’s moves!

 

9) And for a glimpse into the future for the U.S., commenting on Bethlehem’s bankruptcy and subsequent disappearance from corporate America “what Bethlehem had was simply a demographic nightmare, in which an ever-shrinking number of active employees were charged with making profits sufficient to support the present and future of an ever-growing number of retirees and dependents.”  Sound dreadfully familiar.  We had better wake up as a country!

 

10) Partially to the rescue – “Drucker and Collins think school systems, police departments, churches, charities, arts organizations, hospitals, medical research efforts, and other governmental agencies and non profits would benefit if they learned to behave more like corporations.”  Note’s Collins “now that we are really beginning to understand what makes organizations great in the business world, we might actually provide some DNA to the whole social system.”  Stay tuned.

 

11) Last, unable to do justice to futurist Peter Schwartz’ “Future Shock” piece on the top ten firms fifty years from now (funny, insightful, and somewhat accurate!), and since there’s so much more great material, ideas, and insight in the 50th Anniversary Fortune 500 issue, pick up a copy and let your mind be expanded.

April 27, 2004

Learn with Verne Harnish options in May -- Webinar, FSB conferences, Rockefeller Habits workshops
HEADLINES: 
 

May “Learn from Verne” schedule -- plus meet the editors and writers of Fortune Small Business magazine – they’re looking for stories – Vegas and Chicago next.
 
May 10 Webinar with Verne.  Topic “Determining Your X-Factor: a 10 to 30 Times Advantage Over your Competitors.”  12:51pm – 2:30pm EST.  99min for $99.  2 seats of 12 left – register www.gazelles.com.

 

Rockefeller Habits Workshops Chicago, May 5-6; New Jersey, May 12-13; Montreal, May 25-26; DC, June 16 - 17.  If your team hasn’t attended yet, why?  There is a fundamental set of habits that make it easier to grow a company – over 5000 executives have participated – details below.  $1000 per executive, $250 for each additional executive over five.

 

Fortune Small Business “Go for Growth” conferences in Las Vegas, Chicago, LA, Orlando (bolted on to four major trade shows).  I’m co-chairing with Brian Dumaine, editorial director of FSB and Pat Croce, FSB columnist and former President of the 76ers.  “Ripped from the pages of FSB” program.  $395/person, group discounts available – see BULLETS and link to brochure – www.fsbconference.com 

 

BULLETS:
 

Join me at one of four Fortune Small Business “Go for Growth” conferences (don’t have to be attending tradeshow, simply convenient if you are). 

 

May 13, Las Vegas, (National Hardware Show)

June 2, Chicago, (Book Expo going on at the same time)

August 27, Los Angeles (Western Food Service show)

September 9, Orlando (Florida Restaurant Show)

 

It’s an inexpensive way to pump up your team, garner some “ripped from the pages of FSB” ideas and tools to power your business, meet the entrepreneurs behind the stories, as well as the writers and editors of FSB magazine, a publication that reaches over 1 million CEOs.  

 

"I find that these conferences are a great way for discovering exciting new businesses across the country," notes FSB’s Brian Dumaine.  I’ll make sure you meet our writers and editors personally if you attend.  Just track me down.

 

Rich Russakoff, who co-authored Chapter 10 of my book on Bank Financing, will also lead a session at each conference.

 

DETAILS: (FSB Conferences and Rockefeller Habits workshops below)

Fortune Small Business magazine conferences
Brought to you by the senior editors of Fortune Small Business Magazine, this all day conference for small and medium sized businesses will show you how to supercharge the growth of your company in this turnaround economy. 
This is not your typical conference.  Sure, other conferences provide you with speakers and seminars that give you some food for thought.  This conference will give you that too but it’s more about improving your bottom line by providing you with new business contacts, immediately actionable ideas, and just the right amount of inspiration to jump-start you and your business.  Yes, we will be celebrating entrepreneurship.  But we want to make sure you have a reason to celebrate. 
Takeaways include:
· Using technology to grow your business 

· Financing expansion 

· Planning your exit/succession 

· Ideas on finding and retaining talent 

· Business development ideas 

· New business contacts 

· Sales and marketing tools 

Highlights include:
· Powerful keynote presentation by Pat Croce, former President of the Philadelphia 76ers Author of the NYT bestseller I Feel Great and You Will Too!   Also author of 110% and soon to be released Lead or Get off the Pot! 

· Verne Harnish, founder of the Young Entrepreneurs' Organization and present founder & CEO of Gazelles, Inc. will conduct an interactive workshop highlighting three keys of every successful small business: great people, a killer brand and slick execution.  

· Winning Work Places, one of the nation’s top human resources consultants will show you how to attract, keep and motivate great people.  

· Opportunity for free publicity on national radio as Rich and Jeff Sloan broadcast their Start-up Nation radio show from the conference.  Radio program guests: THE AUDIENCE! 

The Program: 
8:00  Registration and coffee
8:15-8:20  Brian Dumaine, Editorial Director at Fortune Small Business will welcome you and provide an overview of how to get the most out of the conference.

8:20-9:10 Verne Harnish – “3 Essentials for Dominating Your Market:  Great People, Killer Brand, Disciplined Execution” – the Growth Guy columnist and contributing editor of Fortune Small Business magazine shares insights from over 20 years of working with small to mid-size firms and from growing his own firm Gazelles.
9:10-9:30 Networking Break
9:30-10:20  Inspired Leadership:  Attracting and Retaining Employees
Who Add Value to Your Business
Gary Erickson of Cliff Bar, Ann Price of Motek, Eileen Fisher of Eileen Fisher, and Michael Mulqueen of the Greater Chicago Food Depository have two things in common:  all have created organizations where employees willingly do whatever it takes to make a difference, and all were named “Best Bosses” in 2003 in a national competition sponsored by FSB and Winning Workplaces. In a panel discussion these and other Best Bosses, all small business leaders, will share their perspectives on the art and science of engaging employees.  Ellyn Spragins, Editor-at-Large for FSB, whose reporting and writing focuses on leadership, will join them.
10:30-11:20 Breakout Sessions
Finance: Learn how to value your business
Learn how to value your business and also learn what it takes to get your financials in shape to get funding or sell your business.
Moderator: Rich L. Russakoff, Bottom Line Consultants, CEO Coach
Technology: Building out the ROI Channel
CEO panel to discusses technology advances that help business owners achieve and understand a better ROI.

11:30-12:45   Luncheon and Radio Show
Join Jeff & Rich Sloan, small business experts and hosts of StartupNation Radio, as they tape on-stage during the conference lunch break.  The broadcast is a dynamic, exciting experience and gives attendees the opportunity to take a “behind-the-scenes” look at a nationally-syndicated radio show, while hearing from the Sloan brothers and guests discussing the ins-and-outs of small business, success stories and the many challenges small business owners face. Be a part of the StartupNation Radio show audience and have the chance to be highlighted on stations throughout the country!
12:45-1:35   Achieve the Impossible Speaker: Pat Croce
1:35-2:00  Book signing and one-on-one time Pat Croce and Verne Harnish
2:00-2:50 Brand: A sharp understanding of your brand is key to driving everyday decisions.  A case study will come to life on how one entrepreneur built up his brand and how that affected his decision-making. This session explores what makes your business different, what is your sandbox or market, what is your geographical reach, and who exactly is your customer.
Speaker: Darius Bikoff, President & CEO, Energy Brands, Maker of Vitamin Water (Orlando)
2:50-3:30 Networking Coffee Break  / Tools and Demos for Small Business  
3:30-4:20 Breakout Sessions
Finance: The Art of Financing: How to Make Banks Compete to Loan You Money.  
Moderator: Rich L. Russakoff, Bottom Line Consultants, CEO Coach
Host: Martina Leedy, Washington Mutual (Las Vegas)
Take the intimidation out of obtaining financing.  Learn how to design and execute a financing strategy that gets you the money you want.  This session outlines a surefire method for acquiring bank financing that you can immediately implement.
You’ll learn how to:
* Set realistic expectations for what you can get
* Research and prepare a “Knock Your Socks Off” loan application
* Deliver a perfect presentation
* Find and select the right bank and investors for your company
* Get the most money with the fewest fees, interest rates, and restrictions
Technology and Marketing: Building a Killer Web Site
Speaker: Laszlo Horvath, ActiveMedia
Participants will learn about performance measurement and the most up to date tools to assist them in maximizing the return on their website investment while offering practical advice about creating attractive online experiences for first time and repeat visitors to their websites.  The workshop will also provide an overview and evaluation of the various business models that succeed in today’s search engine dominated environment.  Mr. Horvath considers individual websites as extensions of search queries, redefining traditional e-commerce and online sales generation approaches.  
 
4:30-5:00 Execution:   Brian Dumaine interviews an FSB entrepreneur who’s great at execution.  Focus on meetings, metrics, technology, and discipline.
Speakers: Brian Scudamore, 1-800-IGotJunk (Las Vegas; Los Angeles)
Greg Stemm, Odyssey Marine Exploration (Orlando)
5:00-5:15 Wrap-up.    Attendees will be asked write down and discuss the three things that they can do “who what and when” when they return to their businesses after the conference.
5:15-6:30 Drinks, Food and Networking!
 
ROCKEFELLER HABITS
 

There is a definitive set of fundamental habits that make it considerably easier to run your business – the same ones Rockefeller used to dominate both his industry and era.  

 

In 2003, over one thousand executives from YPO and YEO firms learned these techniques by participating in the Rockefeller Habits Workshop. Thousands more have benefited since this highly popular program was launched in 1997.

 

Verne Harnish, “Growth Guy” columnist and author of Mastering the Rockefeller Habits, is hosting this two-day event with partner Ron Huntington. 

 

Day one concentrates on people and strategy decisions, organized around the highly regarded One-Page Strategic Plan document. Topics covered include:

 

· Cash Model – how to double your operating cash flow 

· Core Ideology – bringing your core values and core purpose alive 

· BHAG (Big Hairy Audacious Goal) – aligning it with your business fundamentals 

· Brand Promise – the key strategic decision that differentiates you from competitors 

· X Factor – the 10 – 30 times advantage that helps you dominate your industry 

· Annual and Quarterly Focus – the most critical short term decisions 

· Hiring – how to get the right people while reducing overall payroll costs 

 

Day two centers on execution, specifically:

 

· Meeting Rhythm – daily, weekly, monthly, quarterly, and annual 

· Metrics – the handful of key metrics that drive the business 

· Priorities – using themes to drive alignment and focus 

 

Frequent outcomes include tripled profitability, doubled cash flow, improved alignment, and sharpened focus – see feedback below.
 

Please contact Verne at vharnish@gazelles.com if you have questions about this upcoming workshop.  The cost is $5000 for an executive team of five plus $250 for each additional executive (or $1000 per executive if less than five).  

 

At the workshop in Portland a few weeks ago, YPOer Michael Roth (michaelroth@roths.com) brought 25 managers, and YPOer Rob Keith (rkeith@entek-international.com) brought 18—feel free to ask them about their experiences.  

 

For more details, including an agenda and registration, log on to  www.gazelles.com.  Please consider attending.

 

Here’s feedback (more on the website):
 
   “Having participated in a dozen executive programs in various organizations over the last 20 years, I will tell you that your Rockefeller Habits Workshop is far and away the most useful and relevant I have attended.  Yours is the first program that provides practical, implementable techniques that we've taken back to the office to change the way we operate.
    When we first looked at the program schedule, I recall thinking how difficult it would be to get our principals together for two days out of the office, particularly in our fast-growing company. I now realize that those two days will have a considerably greater impact on our continued success—for many years to come—than anything else we might have accomplished during that time in the office.  Thanks so much for the experience and for your outstanding efforts.”  
 
Douglas C.  Greenlaw
Vice President for Business Development
Virtual Technology Corporation
(703) 658-7050 x6204
 
"Ammex has seen huge results since implementing the Rockefeller Habits over the last four years.  Sales have increased from $6.7 million to $20 million, profits have increased over 400%, and we’ve opened up two new warehouses, added a dozen new Asian suppliers and opened our first overseas office in China.  
 
We've implemented a one-to-one marketing program through our CRM tool to manage and enhance the relationships with our 13,000+ clients.  We hold daily huddles, [determine] quarterly themes and maintain a monthly and quarterly off-site program for team leaders and members.  The creation of these rhythms has produced positive results.  Ammex has aggressively implemented a Topgrading program for existing and new team members.  Despite a significant increase in revenues, the team has only doubled to a mere 37 team members.  More importantly, with sales poised to grow to $30 million in 2004, we are projecting adding only a few extra team members.  Lastly, by implementing open-book management, financial awareness has increased among the team and allowed us to become even more competitive in an ultra-competitive market.  It's safe to say that had Ammex not made the Rockefeller Habits part of our corporate DNA, we would not be where we are today."
 
Fred Crosetto, YPOer and CEO
Ammex
Seattle, WA
fredc@ammex.com
 
 
“We blew away our goal and added 20 people last quarter.  Not only that, but Rich and Doug attended the TopGrading seminar at the start of the quarter, and as a result we are really excited about the quality of the people we added.  
 
Our #1 priority for Q1-04 is to add $6M in qualified bid opportunities to our new business pipeline.. To that end, we rolled out a "Six Million Dollar Man" theme.  We had video clips, music, and the Business Development VP even dressed up in a red sweat suit and red sneakers and came jogging into the room in slow motion while we had bionic sounds playing in the background.  We tied in the intro to the show about being "Better, Stronger, Faster." It was awesome.”  
 
 
Jack Harrington, CEO
Virtual Technology Corporation
 
 
“I would like to send you "A Thousand Thank-Yous"...
 
The last two days have been transformational for my team.  A whole new world of possibilities has been opened up for them. 
 
We left last night with our One-Page Strategic Plan virtually complete—and loaded with “stretch goals” (accompanied by the drive to “make it so”). 
 
I could not have communicated the ideas and practices to my team the way you and your team did for me.  Our number one goal has now been reached...now for the next ones.”
 
Dan Lionello, CEO.
Padtech Industries Ltd.
 
 
”We feel that it was a home-run decision for us to attend the Rockefeller Habits Workshop and especially to have brought all our supervisory staff along as well. We immediately incorporated the ten -minute dailies. We have it at 10:10AM. We refer to them as our “ten at ten ten” to keep it simple.  These have been quick, to the point, non-threatening, refreshingly transparent, team building and always productive.  
 
Additionally, with your help we have finally nailed down six Core Values. To kick off our company's consciousness about these six, we will give an award that consists of hotel, airfare, and spending money to the employee that best exemplifies them. The employees anonymously vote for a fellow coworker...as I write this, the votes are coming in to me and the competition is thick. Results of the vote will be revealed at our annual Christmas party on the 13th.  Exit polls thus far are telling me that everyone is psyched and focused on these values!  
 
Furthermore, we launched two thematic campaigns rather simultaneously. First, we decided to reward each employee with a buck for every net customer we gained. We have consistently gained more customers each month since. The first three months’ bonus check was approximately $1200, and the next three months’ check (to be distributed in the first pay period in January) will be from $1500 to $1800 —per employee. They are understandably motivated. All they have to do is stay focused on serving the customer (which is one of our core values anyway). The second campaign will interest you. If you recall, while we were there we had given the example of wanting to reach 2000 new customers before this December. Well, we threw that out as a debatable possibility. We reached it in October— the very first month we began it. Believe me, that was supposed to be a long shot!! 
 
It is safe to say that most, if not all, of this positive activity was a result of your insightful seminar. We’ll be back to others.  Thanks.”
 
Irving Rivera, COO
AmeriMex Communications
 
 
“Having first gotten a taste of Verne’s tools at MIT, I was already familiar with some of the "Rockefeller Habits."  Then I read Verne's book, which helped answer some more questions.  But it was only after attending the two-day workshop with my entire exec team that the entire "system" clicked into place. 
 
After the class, we made several immediate changes:
 
1. We focused our Standard, Smart and Critical numbers and reworked them into our daily number review.
 
2. I went to Home Depot, bought three 4x8 white boards and put them up in our conference room.  We literally used sheet rock screws and a cordless drill.  We renamed the conference room the "bullpen."
 
3. We put our BHAG, Key Brand Promise and Strategic Anchors up in red ink. We created graphs for our Smart and critical numbers, and now track those every day during our "9:55am" huddle.
 
4. We had our first "monthly" —four-hour meeting the Tuesday following the workshop.  and worked in our first everformal financial review.  Boy, did I feel naked sharing all the nitty gritty with the entire team.  But, everyone was synched up and aligned on what needed to be done to increase financial performance.
 
5. Our internal communications now include everyone involved in a process or issue.  No one who touches an issue gets left out only to "hear it through the grapevine."  When an issue comes up, we quickly huddle everyone involved in the bullpen, focus on brand promise and our strategic anchors, speak frankly and openly, and then move on.  We're taking care of more issues more quickly than ever before.
 
6. We posted the company Top 5s and individual Top 5s in all workstations.
 
7. We realigned our mission around our strategic anchors and brand promise. In fact, the second day of the workshop, I decided to divest an entire division as it didn't meet our brand promise or newly revised mission. Within one week, I had a LOI to sell that division, and am generating more than enough cash from that sale to eliminate our need for a bank line of credit.
 
In short, it's incredible how hooked up and aligned both the exec team and entire company have become in a very short time.  We all have an unbelievable amount of focused energy.  We're "high" all the time.  I had been looking for a "system" that made sense to me.  But now I have a whole set of habits that work for our entire team.”
 
Roger Scheumann, President
Quartermaine Coffee Roasters
May 4, 2004

Seth Godin -- 4 slots; 10k members complimentary pass to FSB conferences
HEADLINES: 
 

Four slots opened up for “A Day with Seth Godin” May 19, NYC.  Seth is the author of the #1 marketing book in 2003.  Contact Nicole at 703-858-2300 – info at www.gazelles.com. 

 

$10K members – just received permission to provide each of you with a complimentary pass to one of the Fortune Small Business conferences – pick one from the list below and email us your preference.

 

Reminder -- Rosanne Badowski, Executive Assistant to Jack Welch (former CEO of GE), and author of “Managing Up” is leading her one-day program for executive assistants and office managers this coming Thursday in Boston.

 

BULLETS:
 

1) Join me at one of four Fortune Small Business “Go for Growth” conferences.  I’m co-chairing with Brian Dumaine, editorial director of FSB, and Pat Croce, former President of the 76ers and FSB columnist, four major business conferences this year – tied into four of the largest tradeshows in the U.S.  

 

2) It’s an inexpensive way to pump up your team, garner some “ripped from the pages of FSB” ideas and tools to power your business, meet the entrepreneurs behind the stories, as well as the writers and editors of FSB magazine, a publication that reaches over 1 million CEOs.  

 

3) "I find that these conferences are a great way for discovering exciting new businesses across the country," notes FSB’s Brian Dumaine.  I’ll make sure you meet our writers and editors personally if you attend.  Just track me down.

 

4) Rich Russakoff, who co-authored Chapter 10 of my book on Bank Financing, will also lead a session at each conference.

 

$395/person, group discounts available.  Here’s a link to the conference information: www.fsbconference.com
 

SCHEDULE:
 

May 13, Las Vegas, (National Hardware Show going on at same time)

 

June 2, Chicago, (Book Expo going on at the same time)

 

August 27, Los Angeles (Western Food Service show)

 

September 9, Orlando (Florida Restaurant Show)

 

DETAILS:
Brought to you by the senior editors of Fortune Small Business Magazine, this all day conference for small and medium sized businesses will show you how to supercharge the growth of your company in this turnaround economy. 
This is not your typical conference.  Sure, other conferences provide you with speakers and seminars that give you some food for thought.  This conference will give you that too but it’s more about improving your bottom line by providing you with new business contacts, immediately actionable ideas, and just the right amount of inspiration to jump-start you and your business.  Yes, we will be celebrating entrepreneurship.  But we want to make sure you have a reason to celebrate. 
Takeaways include:
· Using technology to grow your business 

· Financing expansion 

· Planning your exit/succession 

· Ideas on finding and retaining talent 

· Business development ideas 

· New business contacts 

· Sales and marketing tools 

Highlights include:
· Powerful keynote presentation by Pat Croce, former President of the Philadelphia 76ers Author of the NYT bestseller I Feel Great and You Will Too!   Also author of 110% and soon to be released Lead or Get off the Pot! 

· Verne Harnish, founder of the Young Entrepreneurs' Organization and present founder & CEO of Gazelles, Inc. will conduct an interactive workshop highlighting three keys of every successful small business: great people, a killer brand and slick execution.  

· Winning Work Places, one of the nation’s top human resources consultants will show you how to attract, keep and motivate great people.  

· Opportunity for free publicity on national radio as Rich and Jeff Sloan broadcast their Start-up Nation radio show from the conference.  Radio program guests: THE AUDIENCE! 

The Program: 
8:00  Registration and coffee
8:15-8:20  Brian Dumaine, Editorial Director at Fortune Small Business will welcome you and provide an overview of how to get the most out of the conference.

8:20-9:10 Verne Harnish – “3 Essentials for Dominating Your Market:  Great People, Killer Brand, Disciplined Execution” – the Growth Guy columnist and contributing editor of Fortune Small Business magazine shares insights from over 20 years of working with small to mid-size firms and from growing his own firm Gazelles.
9:10-9:30 Networking Break
9:30-10:20  Inspired Leadership:  Attracting and Retaining Employees
Who Add Value to Your Business
Gary Erickson of Cliff Bar, Ann Price of Motek, Eileen Fisher of Eileen Fisher, and Michael Mulqueen of the Greater Chicago Food Depository have two things in common:  all have created organizations where employees willingly do whatever it takes to make a difference, and all were named “Best Bosses” in 2003 in a national competition sponsored by FSB and Winning Workplaces. In a panel discussion these and other Best Bosses, all small business leaders, will share their perspectives on the art and science of engaging employees.  Ellyn Spragins, Editor-at-Large for FSB, whose reporting and writing focuses on leadership, will join them.
10:30-11:20 Breakout Sessions
Finance: Learn how to value your business
Learn how to value your business and also learn what it takes to get your financials in shape to get funding or sell your business.
Moderator: Rich L. Russakoff, Bottom Line Consultants, CEO Coach
Technology: Building out the ROI Channel
CEO panel to discusses technology advances that help business owners achieve and understand a better ROI.

11:30-12:45   Luncheon and Radio Show
Join Jeff & Rich Sloan, small business experts and hosts of StartupNation Radio, as they tape on-stage during the conference lunch break.  The broadcast is a dynamic, exciting experience and gives attendees the opportunity to take a “behind-the-scenes” look at a nationally-syndicated radio show, while hearing from the Sloan brothers and guests discussing the ins-and-outs of small business, success stories and the many challenges small business owners face. Be a part of the StartupNation Radio show audience and have the chance to be highlighted on stations throughout the country!
12:45-1:35   Achieve the Impossible Speaker: Pat Croce
1:35-2:00  Book signing and one-on-one time Pat Croce and Verne Harnish
2:00-2:50 Brand: A sharp understanding of your brand is key to driving everyday decisions.  A case study will come to life on how one entrepreneur built up his brand and how that affected his decision-making. This session explores what makes your business different, what is your sandbox or market, what is your geographical reach, and who exactly is your customer.
Speaker: Darius Bikoff, President & CEO, Energy Brands, Maker of Vitamin Water (Orlando)
2:50-3:30 Networking Coffee Break  / Tools and Demos for Small Business  
3:30-4:20 Breakout Sessions
Finance: The Art of Financing: How to Make Banks Compete to Loan You Money.  
Moderator: Rich L. Russakoff, Bottom Line Consultants, CEO Coach
Host: Martina Leedy, Washington Mutual (Las Vegas)
Take the intimidation out of obtaining financing.  Learn how to design and execute a financing strategy that gets you the money you want.  This session outlines a surefire method for acquiring bank financing that you can immediately implement.
You’ll learn how to:
* Set realistic expectations for what you can get
* Research and prepare a “Knock Your Socks Off” loan application
* Deliver a perfect presentation
* Find and select the right bank and investors for your company
* Get the most money with the fewest fees, interest rates, and restrictions
Technology and Marketing: Building a Killer Web Site
Speaker: Laszlo Horvath, ActiveMedia
Participants will learn about performance measurement and the most up to date tools to assist them in maximizing the return on their website investment while offering practical advice about creating attractive online experiences for first time and repeat visitors to their websites.  The workshop will also provide an overview and evaluation of the various business models that succeed in today’s search engine dominated environment.  Mr. Horvath considers individual websites as extensions of search queries, redefining traditional e-commerce and online sales generation approaches.  
 
4:30-5:00 Execution:   Brian Dumaine interviews an FSB entrepreneur who’s great at execution.  Focus on meetings, metrics, technology, and discipline.
Speakers: Brian Scudamore, 1-800-IGotJunk (Las Vegas; Los Angeles)
Greg Stemm, Odyssey Marine Exploration (Orlando)
5:00-5:15 Wrap-up.    Attendees will be asked write down and discuss the three things that they can do “who what and when” when they return to their businesses after the conference.
5:15-6:30 Drinks, Food and Networking!
May 7, 2004

Number One Reason for A Daily Sales Huddle -- to Garner Support for the Sales Team
HEADLINES:
 

Daily Sales Meeting – let me suggest a reason that will convince any sales person that its worthwhile – explanation below – and I would enjoy hearing from those of you that use a daily sales meeting.  

 

Need additional quarterly theme success stories (Mike Maddock, I owe you a call).  Please send them along or leave a lengthy message at 703-858-4656.

 

Getting great sabbatical stories – need a few more stories where you’ve risked taking more than a couple weeks off from the business and survived!

 

DETAILS:
 

Continuing with our sales and marketing theme (seems many of you are driving hard on these two areas of the firm), I’ve been evangelizing the importance of a daily 5 – 15 minute sales huddle – a conference call for those with sales people in the field.  Those firms that do it see a dramatic rise in sales in short order.

 

The concern voiced by many is that “I have a high powered and high paid sales team and I feel they would view it as micromanagement or babysitting – they don’t need this to stay motivated and performing.  Besides, our sales cycle is so long that not much changes daily.”

 

The other concern is that “they need to be out selling and this is just another interruption to their schedule.”

 

Let me approach the value of the daily sales huddle from another perspective.  The number one complaint of most sales people is that the organization is not supporting them sufficiently – that various departments are not responding quick enough whether its waiting to get credit approval from the finance department, a sample from engineering, a proposal from marketing, service or delivery problems with existing customers that are jeopardizing new sales, or waiting for a decision from the CEO or VP Sales.

 

Make the focus of the daily sales call an opportunity for the sales people to express their “stuck” point.  Let them see it as a way to alert the firm each day of what they and the customers need in the field to do their job better in a way that gives them witnesses (the other sales associates and leader).  It also lets them be champions for the customer, letting them voice customer concerns and ideas they’re picking up in the field.   Then view the intervening 24 hours between sales calls as a deadline for the organization to respond to the daily requests of the sales team.  Let the sales people see that the organization is there to back them up and rally resources to get them what they need to power revenue.

 

In turn, it needs to be made clear that this sales call is when the sales people are expected to vocalize their bottlenecks.  If a sales person loses an opportunity because of a perceived problem with the rest of the organization and they didn’t vocalize it immediately (and early in the process), then they only have themselves to blame.

 

The daily is also a time to share best practices among the sales team, to celebrate wins, and to give them a shot in the arm of enthusiasm.  Sales is a roller coaster job and sales people need positive reinforcement daily.

 

And remember, we’re talking about the length of a bathroom break, 5 – 10 minutes to touch base daily.

 

Let me hear your feedback.

May 21, 2004

Costco -- higher wages means higher profits
HEADLINES:
 

Costco – higher wages and less people equals higher profits – it’s a formula I’ve been pushing the last several years – see actual numbers below from recent April 21 BusinessWeek article – thanks to Eric Minkiewicz, VP Huff n’ Puff (a leading installer of replacement windows, doors, and gutters in upstate NY).

 

Container Store (voted one of the best three places to work in the U.S. the past 5 years) believes 1 great employee replaces 3 good employees, pay them twice as much ($18 vs. $9 per hour), and yet you’ll have a lower total wage cost.  I was told when the latest Container Store recently opened in NYC, 4000 people applied for their 40 retail positions!!  They also provide 160 hours of training per year vs. the average 10 in retail.

 

GE – one of Jack Welch’s 4 principles for running GE included having less people, paying higher wages, while having a lower total wage cost.  From one of the most successful conglomerates, to a small specialty retailer, to one of the largest discounters in the country, the formula is the same.

 

Caveat – you must have excellent productivity measures.  This formula only works if you can track and maintain increased productivity gains from your people (more from less) or you just end up with wage creep.  The company has to win and the employees have to realize this.  This isn’t something for nothing!

 

BULLETS:
 

1)      Costco pays $15.97 per hour average vs. Sam’s $11.52.  Costco also pays thousands more for workers’ health and retirement and includes more of their employees in its health care, 401(k), and profit-sharing plans.

2)      Results – Costco’s labor and overhead costs are 9.8% of sales vs. 17% of sales for Sam’s Club/Wal-Mart.  Profits per employee are $13,647 for Costco vs. $11,039 for Sam’s.  And sales per sq. ft. are $795 for Costco vs. $516 for Sam’s.

3)      Employee turnover is considerably less – just 6% for Costco vs. 21% for Sam’s.  Considering Wal-Mart (owners of Sam’s) figures it costs $2500 to hire and train a new employee, this is a considerable savings.

4)      Notes Costco CEO James D. Sinegal “Paying your employees well is not only the right thing to do but it makes for good business.”

5)      As BusinessWeek notes “Costco shows that with enough smarts, companies can help consumers and workers alike.”

6)      Kicker – even though Costco beat Wall Street expectations on March 3, posting a 25% profit gain and 14% sales increase for the latest quarter, their stock was driven down 4%.  Wall Street hasn’t caught up with the trends.

 

 

May 25, 2004

20 Passes to Chicago FSB Conference, Daily Sales Meeting Examples Needed, Last RH Event in DC
HEADLINES:
 

I have 20 complimentary passes to the June 2, Chicago, Fortune Small Business conference, McCormick Place – it’s on the front end of the famous Book Expo, if you plan to attend.  I’ll be speaking from 8:20am – 9:10am.   Link to program below.  Hearing Pat Croce, former owner of 76ers, is worth the trip and we’re also hosting the famous Marketing 1to1 guru Martha Rogers besides Rich Russakoff who authored the chapter in my book on putting together bank loan packages the get banks to compete for your business.

 

Thank you for the consulting and manufacturing “makeover” leads for Fortune Small Business magazine.

 

Need two more examples of daily sales meetings for upcoming column.  And any more sabbatical ideas? 

 
June 16 & 17, DC – final Rockefeller Habits workshop until the fall – great way to prepare for second half of 2004.

 

BULLETS:
 

1) Here’s the link to the FSB Conference website: www.fsbconferences.com
 

2) Here’s a direct link to the program schedule: http://www.fsbconferences.com/app/homepage.cfm?appname=100384&moduleid=451&campaignid=317&iUserCampaignID=4714343
 

Hope to see several of you at the event.

 

May 28, 2004

Lessons from the Entrepreneur of the Year and my rantings about charisma
HEADLINES:
 

Profound lessons from co-founder of Linksys listed below (leader in home and small business wireless technology).  Victor Tsao spoke last week at the MIT/Inc./YEO executive program I chair – see Bullets below – he mirrors Michael Dell in so many ways.

 

Below a comment about people lacking charisma – and the people that judge them. Beware! -- my biggest rant to date.
 

Linksys was founded in 1988 and sold to Cisco for $500 million last year.  Pretty good exit, though the Tsao’s are staying on to drive the business inside Cisco!

 

Victor Tsao and Janie Tsao were named the Inc. Magazine 2004 Entrepreneurs of the Year.  And they are only one of two firms to make the Inc. 500 seven years in a row.  Here’s a link to an excellent article – read, re-read, and study it if you only read one article this week: http://www.inc.com/magazine/20040101/linksys.html
 
 
BULLETS: 
 
I’ll tie these bullet points together in my commentary under DETAILS, but want to give you the highlights:
 
1)      Be Fast, Be Frugal, Be Right is their motto – here they mirror Dell.
 
2)      Discipline is very key – consistency and persistency was Victor’s continuous mantra.  

 
3)      Linksys focuses on the customer experience – keep the product, installation, selection, and support simple and easy – here they mirror Intuit (makers of QuickBooks) on their daily process of refining the product through the analysis of 15,000 daily customer calls into their support center.

 

4)      They can turn around changes to the product and support materials in less than one month!!  Having a make shift photographic studio (sheet, camera, lights in “attic’ of building) is just one part of the equation.

 

5)      Direct quote from Inc. article “Their lean, fast, hard-working environment, coupled with a pay scale that in Lee's words is not "top dollar," leads to a young work force (average age: 27) and high annual revenue per employee (about $1.8 million per full-time employee, compared with about $560,000 for Cisco). More surprising is that annual turnover is only 5%, compared with an industry average of 9%.”  Key – culture that gives people freedom to run their own projects without a lot of interference, just frequent updates – but you had better be right!
 
DETAILS:
 
Victor and Janie Tsao are true entrepreneurial giants of our time.  Working 100 hour weeks.  Outpacing the competition.  Adjusting tactics daily.  Intense focus on the customer.  Creating an environment where people have freedom – freedom to win big and facing the risks of failure.  And now facing the prospects of competing with the likes of Dell – thus the merger with Cisco. 

 

All along the way, they didn’t do anything fancy or complicated – just stuck to the basics.  In fact, this is what frustrated many of the CEOs that attended the MIT program last week.  Couple this simplicity with the fact that Victor’s English is still a little broken and he’s not the most exciting speaker and you have a situation where I witnessed many of the CEOs tuning him out.  I saw the same thing happen when we hosted Mort Topfer, former Vice Chair of Dell (and unarguably one of the top 10 executives on the planet).  

 

Let me take this opportunity to vent and sound a wake-up call.  Jim Collins’ research found that the most effective CEOs were not charismatic (he now simply considers charisma as a handicap).  They describe David Glass, the CEO that replaced Sam Walton, as needing a charisma by-pass.  Yet, given all this, I see many leaders judge the worthiness of someone’s thoughts by their presentation skills – and they tune-out people that aren’t exciting or interesting or engaging.   I guarantee you’ll miss out on a lot of important ideas, information, etc. if this is your mode of learning.  And when you’re with truly great leaders, tune-in, read between the lines, and really “hear” what they have to say.  And learn from what they don’t say.  All the Dell executives, when asked to describe Michael Dell, instantly noted that he’s an INTENSE listener.

 

In other words, if you have to be entertained to learn, you’ll miss out on a lot of great wisdom.  And I’ve also witnessed, especially leaders in the U.S., being less than tolerant of those that don’t speak well the English language.  We’re working in a global economy – get used to it, listen more intensely, learn from everyone, especially when they’ve been successful.

 

Okay – I feel better (and I took the advice of my friend Rick Sapio and rewrote the last couple paragraphs several times – I was quite angry at first!).  Back to Linksys.  I find at the heart of success for Dell, Intuit, Ritz Carlton, Wal-Mart, GE, Linksys, and a local software firm I worked with years ago when they were really small and now they dominate their industry – a firm call Deltek – this common focus on gathering customer feedback daily and weekly and acting on it.  In the Inc. article it was noted:

“…the Tsaos have never stopped sweating the small stuff. Victor still occasionally answers customer-support calls and Dan Sherman, the Cisco senior vice president who led Cisco's investigation of Linksys, was shocked when he brought up complaints he'd read on an Amazon.com message board and Victor not only knew the exact problems but had read the same board and responded to several of the posters.”
When I first met Ken Delaski, the founder of Deltek, when the firm had less than 100 employees, one of the disciplines that stuck with me was his insistance that every top leader spend a few hours each week working in the technical support center answering customer calls – Ken, himself, spent a half day each week.  When I talked with Victor, the key thing he feels has made Linksys successful is that they’ve always analysed and acted on the calls they get everyday in their product support area – and they are always gathering market intelligence.  And then they act quickly.  GE learned from Wal-Mart and implemented what they call their QMI or Quick Market Intelligence process for formally gathering feedback from sales people, support people, operations people, etc. about what’s happening in the market, with customers, and what moves the competition is making on a WEEKLY basis – even though many of the product and sales cycles for GE products can be long.
And at the heart of Dell’s and Intuit’s success is this same fanatical focus on gathering customer feedback and acting on it WEEKLY.  Starting with the slips of paper Michael Dell had his employees use to log every problem, complaint, concern, issue, idea, or suggestion and then turn into him on Thursday’s so he could “read the tea leaves” each Thursday evening, Michael held a meeting every Friday morning to make Dell “1% better each week.”
What are you doing to listen to your customers, listen to your market, gather intelligence weekly.  This is why there’s an agenda item on the weekly meeting agenda for “customer and employee feedback.”  Bring this part of the agenda alive each week.  Call one customer a week and listen.  Take one employee out to lunch each week and listen.  Mystery shop one of your competitors each week and report what you learned.  You need this data to drive a successful business.
June 4, 2004
American Built Containment has become Web Warriors -- business up 40%
HEADLINES:
 
American Built Containment Systems (ABC) has radically re-thought their sales process, cut their staff, and completely changed their sales and business model from a “traditional pick up the phone and try (getting harder and harder) for a face-to-face appointment into an electronic warrior" approach.  It’s a quick one-page case study worth reading below – and business is up 40% for these Cleveland-based “Packaging Experts” – www.abc-packaging.com.
 
Daily and Weekly Metrics – this is the topic of my June 14 Webinar – there are two slots left for this 99 minute program – 12:51pm – 2:30pm EST – register at:

http://www.gazelles.com/exec_growth_webinar.html
 
BULLETS:
 

1) ABC has become a web “warrior” -- their ABC Direct WebPlatform attracts and then brings customers into an instant WebMeeting, eliminating most physical sales calls and the expense that goes with them.  It’s radically changing David Marinac’s (President of ABC) stodgy industry.

 

2) Web Optimization -- search Engines (Google, Yahoo, etc) are THE marketing engines of today – your web site has to be optimized so you show up on the first few pages of a search – this is what Marinac means when we says he optimized his site.  Search engines have radically changed how large companies drive their purchasing process.

 

3) They are using a wonderful outsourced web greeter service called Live Admin, the same service Gazelles has been using on our website for almost two years (we love it) – www.liveadmins.com – thus the reference in the case study.

 

4) Their “Contact us today, you’ll hear from us today” guarantee has been powerful.

 

DETAILS:
 

Here’s the quick one-pager – it will stimulate many sales approach ideas for your business.

 

“We are trying to re-invent ourselves and find new ways to attract customers.  In fact, we've cut our staff and changed our business model completely.  We've changed from your traditional pick up the phone and try (getting harder and harder) for a face-to-face appointment into an electronic "warrior"...driving people to our website, grabbing them with our Live Operator (thanks Verne), taking the potential client into an instant WebMeeting to qualify the project (are they price shopping or is this a legitimate project) and qualifying ourselves that we know what we are doing.  Let me explain...
 

I noticed that times were changing...in the old days companies had a Plant Manager, and Assistant Plant Manager, 5-10 Buyers, 3-4 Engineers, 2 Shipping-Receiving people, etc.  Those days are over...now it is a Plant Manager, a Buyer, and a Shipping/Receiving person.  Often, the Plant Manager is the Buyer!  These people don't have time to see salesman UNLESS their building is on fire (meaning they have a major problem).  In the past we would have salespeople out there pounding on doors like every other packaging company...The best way to picture this is the old Gary Larson Comic...The Midvale School for the Gifted (the kid Pushing on the Pull door).  Just now our clients are beginning to use the Internet and Search Engines to look for specialty packaging instead of waiting for a salesperson to show up.
 

So we re-did our website, optimized it, added Live Operator, have a flashing beacon on our website that if someone contacts us today they will hear from us today, GUARANTEED and started our ABC Direct WebPlatform that allows us to take customers into an Instant WebMeeting.  No one in the packaging industry is doing this, it is wide open!  Instead of getting a lead about a project in Buffalo and driving to Buffalo, I'll take the contact into a WebMeeting, discuss, design (vague design--nothing is for free), and gauge their interest.  If they want to move further, they'll pay to have samples made and THEN I'll go to Buffalo to see them.  What is even more amazing is the fact that many times I don't even go to Buffalo or Omaha or Minnesota.  I'll ship the samples, go into another WebMeeting to discuss any changes, AND close the deal...without ever going to see the customer Face To Face.  This is unheard of!
 

Case in point...we had a company contact us regarding a Point of Purchase Display via our optimized website.  Live Operator grabbed them, Tammi (works for us) contacted them within the hour, qualified the project and determined that part of the project was for a Point of Purchase Display...what they really needed was a thermoformed clamshell for retail stores.  Within 2 hours we had a WebMeeting between myself and our thermoformer (we are direct representatives for them).  As it turns out, the company was importing a light that is formed into the NASCAR driver's numbers (Jeff Gordon, Rusty Wallace, etc).  They overnighted a sample and by NOON the next day we had a design done, an electronic "rendering" of what the light would look like in the clamshell!  This past Thursday we secured the initial order of 90,000 clamshells and the Point of Purchase Displays.  Did I mention that they also have the rights to the NCAA teams for these lights?  They are expecting 500,000 lights to be sold BEFORE the Christmas season starts!
 

Our business is up 40%...and we've barely scratched the surface.  We are onto something here.  Sorry for rambling...yes, we are Packaging Consultants...companies contact us to help them solve their packaging problems.  We take it a step further by bringing the customer and the supplier together and either buying the product and reselling it to the customer or representing the supplier and getting a commission.  
 

Interestingly enough, we use our ABC Direct WebPlatform to conduct Free Coffee Break WebSeminars...We market this to suppliers who have eliminated or drastically reduced their sales force.  Suppliers pay us for what we call our Block By Block Marketing Program...holding these programs helps us fill our pipeline with new leads and continues to build our database for other "campaigns". 
 

David Marinac
President

www.abc-packaging.com
June 8, 2004

Chance to be featured in book plus Fall Rockefeller Habits schedule
HEADLINES:
 

Case Studies needed for revised Topgrading book – have you done a credible job of implementing the Topgrading process in your small to mid-size firm and would like to be featured in Bradford Smart’s new revision of Topgrading?  What a great way to get global visibility for your firm – let me know ASAP.

 

Fall, 2004, Rockefeller Habits Programs announced for the following cities – pick a time for your executive team to attend:

 

Warsaw, Poland – August 31 and September 1 (don’t all rush to attend!!)

San Antonio, TX – September 21 and 22

Denver, CO – October 19 (testing a one-day version)

Montreal, QUE – October 27 and 28

Cincinnati, OH – November 1 and 2

Cleveland, OH – November 2 and 3

Atlanta, GA – November 9 and 10

Boston, MA – November 10 and 11

Washington, DC – November 16 and 17

Los Angeles, CA – February 9 and 10, 2005

June 11, 2004

Thank You President Reagan
HEADLINE:
 

Thank you President Reagan!
 

DETAILS:
 

So much has been written about President Reagan this week and I’m glad to see that history is treating him much better – its how people view a leader years after they lead that is the true measure of their contributions – same for us.  

 

I had the privilege to serve in his administration for a year (on Secretary of Education Bennett’s number 2 team).  What struck me the most, having met him twice, was the sense that he truly respected and trusted the American people – that he believed the strength of our country emanated from the people and not the “government.”  I’ve met other presidents where their tone was one where we should be thankful we had them as our leader!  

 

The other thing that struck me was the power of his BHAGs (Big Hairy Audacious Goals).  To think the Berlin Wall would come down (I remember how crazy everyone thought he was for even making the statement – “just an old man’s misplaced dreams”); that the “evil empire” would crumble without firing a shot; and that the top tax rate would be cut almost in half, leading ultimately to one of the greatest economic booms in our history (and the actual elimination of our debt until subsequent leaders messed it up – OK, I had to state something that would generate some response!! – let the debate rage on).  These were all unthinkable ideas when he stated them.

 

And the last attribute that will always stick with me was his eternal optimism.  I have to admit, I’ve been worried about the current state of affairs in the U.S.  The demographic train wreck we’re facing which is compounding the misaligned healthcare, social security, and education approaches we’ve taken (bankrupting our country) has me deeply concerned.  But I remember when my parents felt the same way in the late 70’s.  It’s been our optimism that has seen us through the bad times – and it will see us through again if we can harness that power.

 

Respect and trust for the American people, big goals and the will to see them through, and an eternal optimism that is contagious.  Again, thank you President Reagan!

June 15, 2004

Cash Flow Stories and Leadership Stories needed for Article and Book
HEADLINES:
 

Another opportunity to get featured in a book has come up – need leadership stories – US Navy Commander Michael Abrashoff, bestselling author of Its Your Ship, is writing a second book and wants to feature leadership stories from “gazelles.”  More info under DETAILS.

 

Cash Flow stories needed – Fortune Small Business magazine has asked me to co-author a feature on ways companies are increasing their cash flow, a big topic of focus for me this past 18 months.  We want to highlight a dozen ways firms can increase cash flow – send me your best ideas, the simpler the better – each company will get a major photo in the piece.  See BULLET points for examples of what I need.

 

Topgrading Update – all of you that responded with your Topgrading stories will likely make a new field book for small companies Bradford Smart is writing -- thanks.  And Virtual Technology Corporation’s story will make the revision of Topgrading to be released in January – congrats.

 

For those new to the Insights (we’ve added roughly 1000 people the last few months)– Tuesday’s email is focused on educational or publicity opportunities – more solicitations for participation in events, programs, stories, etc.  The Friday email is pure instruction/case study/idea focused.

 

BULLETS:
 

1)      Who has been bold enough to demand upfront payment for services in an industry where that’s NOT the norm?

2)      Which technology firm has changed their billing policy to align with a specific time frame instead of percent completion?

3)      Who’s changed their business model to improve cash flow like Wild Birds Unlimited pre-selling birdseed and then offering “Free Storage” to drive traffic through their stores?

4)      Who’s doing more credit card business and/or created side businesses that generate cash?

5)      Who has found some effective ways to get customers to pay on-time?

6)      Who has been able to reduce inventories or delivery/production cycle times to improve cash flow?

7)      Any other clever/simple/innovative ways you’ve improved cash and reduced lines of credit.

8)      We will be featuring PPR, ThinkFun, and Wild Birds Unlimited, so you three don’t need to email me.

 

DETAILS – Abrashoff book:
 

Many organizations have amazing but unrecognized leaders -- people who really know how to get things done with other people.  Some learned at the feet of a master; some learned through the school of hard knocks, and others just seem to have been born knowing how to inspire and enable.  We're trying to find some of these people to feature in a great upcoming book, described below.  Could be an entrepreneur, could be a middle manager in a large corporation, could also be somebody a little more off the main track -- in a nonprofit, in a co-op, even in government.  Maybe their style is big and leaderly; maybe it's easy to overlook them because their style is so effective in its subtlety.  We just want to talk to great leaders, and as soon as possible.  Know any?  Please read on about this book:

  

Get Your Ship Together
Leadership Lessons from Our Unsung Heroes

D. Michael Abrashoff

In his new book, the bestselling author of It’s Your Ship shares the battle-honed leadership wisdom of some of the smartest, bravest leaders you’ve never heard of.

Former US Navy Commander Michael Abrashoff attracted worldwide media attention for his success in turning around a struggling ship, the USS Benfold -- which became the subject of his 2002  bestseller It’s Your Ship.  Since that book came out, he’s been a fixture on the business lecture circuit, spreading an empowering message that any organization can be turned around with hard work and a compassionate but firm leader.  His message has been so inspiring that he’s now nearly as popular a speaker as Rudy Giuliani, Jack Welch, or Jim Collins.

Abrashoff never set out to become a management guru, and he never claimed to have all the answers.  He also knew that there were plenty of other creative leaders in the military and in other organizations who can teach people how to motivate, inspire, and get great results under pressure.  So he asked around, found some fascinating people in every branch of the US Military and the business world and conducted exclusive interviews with them about their leadership strategies.  The result is Get Your Ship Together -- a book that will be just as valuable and fascinating to read as It’s Your Ship.

For example, Abrashoff  spoke at length with a working class enlisted man who rose rapidly in the Navy for his creative leadership under fire.  He also shares the stories of  an Army platoon leader who fought in Afghanistan; the first woman to fly an Apache helicopter in combat; a former commander of the Air Force’s elite “Blue Angels”; and many other unsung heroes.  Abrashoff distills their stories into fresh lessons that can be applied in the business world, such as: 

Leadership is not a paycheck -- take command.

You can't order great results.

Never cover your ass.

Be the mission, not the intermission.

Remember, no captain is bigger than the crew.

Feed the bear -- unless otherwise directed.

Never be anyone other than yourself -- imitation is suicide.
 

The person to contact with names and ideas is me....

 

Ellen

 

Ellen Wojahn
Wordworks, Inc.
(541-345-9836
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Quarterly Theme Time -- BOWA, VTC, and VMS share examples

 

HEADLINES:
 

Time for a New Quarterly Focus/Theme – July 1 is almost here!  Below are several detailed examples from BOWA Builders, VTC (Virtual Technology Corp), and VMS (Virtual Meeting Strategies) – hey what’s this “virtual” trend I see in names?

 

Extreme Makeovers – in my recent DC Rockefeller Habits workshop M2 Limited (full-service translation and localization provider for technology firms – www.m2ltd.com) grabbed a hold of this latest TV show trend to drive a theme – you should be able to have lots of fun using Makeover themes in your company.

 

What’s your daily question?  This is my latest spin on Jack Stack’s “critical number” – what is the question you need to ask yourself/organization everyday for the next 90 days.  “We have the answers, all the answers; it’s the question we do not know!”  Don’t get trapped answering the wrong question.  When you get the question right, the answers appear.

 

“Focus Factors of the Mind” – this is the title of a poster hanging all around Dell – it states their philosophy that you can only focus on one thing at a time.  And they take it seriously.  Pick one key thing to accomplish each day; pick one key thing to accomplish each week; and pick one key priority each quarter.  These daily, weekly, and quarterly themes will focus your mind and those of your team.

 

THEME EXAMPLES:
 

Neal Rothermel, CEO of VMS (neal.rothermel@vmsconnect.com), an Indianapolis headquartered Inc 500 company that produces corporate meetings, shared the following email:

 

“I had a particularly successful Q1 theme that I would like to share with you. The #1 priority for our company in Q1 was to flawlessly execute the largest volume of business ever in a quarter including three large-scale pharmaceutical product launch meetings.  I came to our first company-wide staff meeting of the year dressed in full army fatigues and a persona as 'General Rottensmell' (think drill sergeant in Biloxi Blues).  I know the army theme can be overdone, but it fit perfectly with the war going on and with our goals.  General Rottensmell explained the mission for Operation Flawless Execution to his hand-selected Special Forces.  The troops selected their camouflage gear, identified key targets and obstacles, and battle hardened staff were paired with new recruits.  Teams shared 'war stories' of best practices from the front lines in their weekly team meetings and at group staff meetings.  Each team shared their key insights of what they did to ensure flawless execution at a company-wide presentation at the end of the quarter.  We measured the metric from client evaluations conducted within 48 hours of program conclusion and actually got 5 unsolicited letters from clients that used the phrase flawless execution.  Everyone received a monogrammed leather padfolio for meeting the metric --- didn't match the theme, but it is what the Reward and Recognition Committee determined everyone wanted.

 

Q2 I have continued with the military theme --- we are honoring the Air Force with the "Instrument Rating" theme.  Yes, I came in a flight suit as Commander Reginald TooTan (I just got back from a beach vacation?!).”  

Larry Weinberg, CEO of BOWA Builders (award winning high-end remodeling firm www.bowa.com) sent the following example of measurable quarterly priorities and some sample communications toward the end of the quarter:

 

“Below is an email that I sent to our company a couple of weeks before the end of our first quarter.  (By the way, for quarterly goal purposes, our quarters begin and end on the date of our company quarterly meetings, typically the 28 or 29th of the following month.) At the end of our quarter, our backlog was at $13.1 Million vs our goal of $12.0 Million, thus accomplishing goal # 1.  Our goal # 2 of hiring 4 new project managers was accomplished the day of the quarterly meeting.  Our HR director was in negotiations with a new hire and had him fax in a job offer acceptance 10 minutes before our quarterly meeting started, thus accomplishing goal # 2.

 

Thanks for turning us on to this quarterly goal rhythm. It’s amazing what we’ve been able to accomplish.

 
For more information and pictures, please visit http://www.bowa.com/.
BOWA Team Members,

 

I want to express my appreciation to everyone. You are doing a GREAT JOB on the quarterly goals!  As you know, our number one goal for the quarter was to build our backlog up to $12 million dollars. This week we achieved that. As of Monday our backlog was $12.1 Million, almost 50% higher than last year at this time, and the highest level in BOWA Builders history. Congratulations to all on your hard work; to the Sales Team, for their drive, to the Production Team for their heroic customer service, which promotes referrals, and to the Admin Team, for keeping everything running smoothly.  

 

Because sales have picked up, in six weeks we will be running six more projects than we are running today. This makes our number two goal for the quarter (hiring four more Project Managers) even more important to accomplish. We’re behind, but we still have a couple of weeks left. So far we have hired one new Project Manager, and have one job offer out for another. In addition, this week we have three more interviews for new Project Managers.  

 

Our third goal (soliciting suggestions from everyone in the company) was accomplished earlier in the quarter.  So right now we’re two for three.  Hopefully, we will accomplish our hiring goal, and then we can celebrate at The Carpool this May. Fiesta!

 

Keep up the good work,

 
Larry
 
Lawrence N. Weinberg, 
CEO,
Jack Harrington, CEO of VTC (a leading provider of simulation products and services for many of the largest and most complex simulations in government and industry www.virtc.com), has driven several fun and successful quarterly themes:

 

“Here are some details for our first quarter "Six Million Dollar Man" theme.  When we met in January for our Quarterly Planning session, it became obvious that the executive team was not comfortable that we had control of our sales pipeline.  As a result we were not confident that we would hit our revenue goals for 2004 or 2005.  Our industry also has a long lead time from identifying and qualifying a lead to winning and receiving a contract.  We were also concerned with just going out and adding sales revenue without building a scalable new business process that enables us to project revenue at least 12 months into the future with a goal of eventually projecting 3 years out.  We have been operating in more of a reactive sales mode than a proactive sales mode.  We estimated that we were roughly 2.8M short of our revenue goal for 2004, and we typically estimate that a qualified lead needs to have approximately a 50% win ratio, with the goal of getting it to 80% by the time we write a proposal.  So our agreed upon #1 rock for the quarter became "Add 6 Million in Qualified Bids to the New Business Pipeline".  At a 50% win rate, this would make up for our short fall.  To factor in the 50% win rate, we doubled $2.8M to $5.6M, so we rounded it up and came up with the theme "Six Million Dollar Man".  

 

At the Quarterly meeting, we played some clips from the Opening Theme from the show, and Doug Greenlaw, our VP of New Business, entered the room as VTC's Six Million Dollar Man, dressed in full red sweat suit and sneakers (same as Steve Austin wore), to the sounds of nananananana. It was great! Even the young techies in our company knew about the show.  

 

We created the attached poster to track progress and added 1 body part (filled in the red color) for each $1M we achieved during the quarter.  The attached poster was displayed after we had achieved over $3M.  We stressed to the company that the purpose of the goal was to make VTC even "Better, Stronger, Faster".  Well, by the end of the quarter, we blew away our goal by 124%, added $7.4M, and are now projecting to beat our 2004 revenue goals by $1.4M.  Even more important, we achieved several key objectives along the way: focused Doug's energy on developing new business moving forward; developed a key tool to support projecting, tracking, and managing our sales pipeline; engaged people across the company to help identify opportunities and write proposals; and worked alot of the opportunities to closure during the first quarter.  I have no doubt that none of these would have occurred if we had not met at the beginning of the quarter, agreed on the #1 rock, aligned the company around the theme, and focused like a laser on exceeding the goal.  It truly demonstrates the power of goal setting, alignment, communication, and focus.

 

As a celebration we held a drawing for an acrobatic flight and had a VTC flight jacket made for the lucky winner, with employee name, company logo, and the theme "Better, Stronger, Faster, on a patch.  This was only our 2nd quarterly theme, and we are already confident in our ability to apply your planning process to exceed our goals.  I can already see that we need to start stretching our goal setting to ensure we set the bar high enough.  Thanks again for bringing these best practices to small fast growth companies, such as VTC.  It has made a tremendous impact on our company and made me a better leader.”
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Microsoft, Dell Leadership, and more for Fall 2004

HEADLINES: 

 

I’m soooo excited -- we landed an exclusive event hosted by Microsoft and got Dell’s leadership coach – great fall line-up of executive programs!!!)

 

Microsoft Best Practices Benchmarking event – October 5 & 6 (1.5 days), Microsoft campus in Redmond, WA, focus on Project Management – 34 seats left (limited to 60)  – they want executive teams of at least four executives from a firm.  First come, first serve.  This is a first for Microsoft and another exclusive offering from Gazelles – only the best!

 

Leadership – it’s back as a hot subject – and like getting Tiger Woods ex-coach Butch Harmon to teach you golf, we’ve landed an exclusive event with Dell’s top Leadership coach, Barb Kreisman December 1 and 2 (2 days) in Denver, who has coached the top executives at Dell (including Michael) the past 10 years – limited to 60 executives -- prefer executive teams..

 

Marketing – we’re back with an event with the famous Seth Godin September 8 (1 day) at his loft in NY – and we had priced it wrong – Seth allows two people from the same firm to attend for the price of 1 (just like Seth) – so it’s $1000 for one or two people (yes, we credited back attendees to the first Godin event that sent two or more) – limited to 40 executives.

 

Sales and Sales Force Management – Neil Rackham November 10 and 11 (1.5 days), famous author of the four top books on the subject (Rethinking the Sales Force is the latest) – he is the Jim Collins of Sales and Sales Force Management.  

 

Topgrading – our perennial favorite Geoff Smart October 14, Chicago (1 day) -- EVERY executive needs these proven interview skills – and we just collected dozens of case studies from past attendees for their upcoming Topgrading fieldbook for small business owners to be released next year – most of you will be in that book.

 

ROI Case Studies – Tony Kotler, October 12 DC (1 day) -- what every customer wants from technology firms are real ROI cases – and the experts are the Kotler Marketing Group (Phil’s marketing textbook has anchored business and MBA courses for decades).  They’ve worked with the top technology firms to develop ROI cases and they are offering the same for our technology clients.

 

Microsoft, Dell Leadership, Seth Godin, Neil Rackham, Geoff Smart, Tony Kotler, a revised “Rockefeller Habits” scheduled for the fall 2004, and another round of 2nd Monday 99 minute webinars – some outstanding executive development. 

 

NOTE:  we’ve had some confusion and feedback – many of you want to reserve a spot in a program now but don’t want to pay until the event – that’s now the case – reserve your spot now and we won’t charge your credit card until one month before event.  And $10K members still get first chance to reserve seats while saving money.

 

DETAILS:
 

Here are the links to more information and to sign-up (again, payment not due until 1 month before):  http://gazelles.com/execprog.html
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Dial One Printing's results, Entrepreneurs are the answer, out for a month
HEADLINES:
 

Craig McEwen, CEO of Dial Printing (www.dialinc.com) in Edmonton increased gross margin by 5 percentage points since attending the Rockefeller Habits workshop in Calgary three months ago by making it his theme – pick something, anything, and focus on it the next 3 to 6 months– see his short note below. 
 
Entrepreneurial firms are the answer to most of the global problems on the planet – see my recent column below – keep up the great work (I got a little philosophical).

 

I’m checking out for a month – time to recharge the batteries – and the entire office will be closed the week of July 5.  If you have an urgent request, please contact Nicole Pascale at npascale@gazelles.com or 703-858-2300.  As for Weekly Insights its re-run time. 

 

DETAILS:
 

Note from Craig -- We have had great success with the Gross themed kick off party (ideas was to gross each other out!!) and 6 month Gross Margin goal. We split up the 6 months into 3 areas: Workflow Improvement, Cost Reduction and the final 2 months, Sales Focus.  At our kick off party I educated the staff on what gross margin is and how we can improve it. We have had 2 follow-up sessions and the staff is really catching on – (already we’ve increased Gross Margin by 5 percentage points).

 
Entrepreneurs are the answer
 

If entrepreneurs are the answer, then what is the question?  In Jeopardy-like style, pick any problem presently facing the global community – from terrorism to world hunger to massive unemployment – and the solution keeps pointing to the entrepreneur.   

 

The timing of this column is such that I’m writing it on the day control of Iraq has been given back to the Iraqi’s – a day not too far from Canada Day and the United States’ own day of independence.  And we’re likely facing (as you read this) a perennial round of devastating forest fires in the western half of the U.S.  Taking a cue from nature’s own approach to renewal, the forest fires remind us how nature recovers from major devastation.  First to appear are the shade-intolerant, rapid-growth species like fireweed -- which are the plant world’s equivalent of entrepreneurs. Without these pioneers, the rebirth of a healthy boreal forest is impossible.  

 

What we need to do is prepare the soil and scatter the seeds for more fireweed in the world’s most devastated economies.  At the most basic level, we must prioritize policies that protect the right of people to keep the fruits of their own labor and land. Otherwise, there will be no incentive for entrepreneurship to take root.

 

Terrorism exists primarily because a large group of people on this planet has little positive to live for in this life, making them easy prey for a few misguided leaders.  No matter how hard they work, they can never elevate their standard of living above a brutal, subsistence level because they live in countries governed in a way that makes this the norm – where they have no ability to own assets like a home or a growing business which is a crucial first step in creating prosperity.  And without this prosperity, where people are struggling just to eat, it’s easy for demagogues to distract them from the tyranny that keeps them impoverished by provoking hatred and envy of democracies.  To promote democracy – and the right to private ownership that comes with it – would cause these misguided leaders to lose their power base.  This means they’re unlikely to take this step on their own.

 

That is why we must step into the breach. What we fought for in the U.S. in 1776 and have shed blood for ever since has been the right to keep the fruits of our labor and land. When George Washington had trouble raising an army to fight the British, the Board of War voted to provide every enlisted man with $20 and 100 acres of land.   Love of country and belief in the cause were noble sentiments, noted Washington, but even among the officers, those who acted upon principles of disinterestedness were no more than a drop in the ocean.  “For the men, nothing would satisfy but a bounty and an offer of free land,” he said.  Washington got his army.  

 

When China began allowing it’s farmers to keep a portion of the fruits of their labor in 1979 and in 1985, when the salaries of “enterprise” employees were linked directly to the profits obtained by their enterprises within the newly created special economic zones (SEZ), prosperity was unleashed.  

 

When the late Willard Garvey, at one time one of the wealthiest men in America, focused on building homes around the world, he would tell people “Help a man get a home and he’ll take care of his other problems.”  Similarly, when Thomas Jefferson originally wrote the Declaration of Independence, he wrote “life, liberty, and the right to private property,” which many of the founding fathers saw as the key to happiness.

 

Years ago, Gavin Clabaugh, personal consultant to John Naisbitt, who designed and managed the research process culminating in Naisbitt’s best-selling book, Megatrends, shared a fascinating thought with me.  Being a futurist, Clabaugh ventured to predict the ultimate career choices we would be left with on the planet – a poet or a soldier!  My take on his prediction is we can either create or fight.  

 

As entrepreneurs, we’ve sat on the sidelines too long, enjoying our freedoms and prosperity while our brothers and sisters have little.  And we’ve become complacent, watching the U.S. drift from one that was very entrepreneurial to a mentality of entitlement.  It’s time that we get serious about the need to get back on a path entrepreneurial thinking and exporting the thinking that allowed us to create a climate of unparalleled opportunity to the countries that need it most.  Only then can we secure a more prosperous future for our children and generate the kind of economic activity that will lift all people out of poverty and provide the soil for fireweed to spread around the globe.  
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A Best of Verne's Insights -- Advisory Boards
HEADLINE:  Summer is a great time to hook up with potential advisory board members – they seem to have some downtime to talk and are more open to conversations about helping your firm.  Below is a recent article I wrote on advisory boards.

 

 

Advisory Boards

 

Karen Usher credits her advisory board for driving 85% growth in revenue in 2002 and an additional 35% in 2003.  Frank Holt believes he would have avoided three costly mistakes if he had consulted an advisory board, so he formed one last May.  Every major business decision I’ve made has been shaped by my board of advisors.  Running a business is simply easier if you have some help and advice from a group of trusted individuals dedicated to seeing you succeed.
 
After working with my own board for many years and collecting the experiences of others with advisory boards, here are five suggestions:  1) Get one; 2) avoid group meetings unless the members are local; 3) pick a project for each member to drive; 4) customize their compensation packages; and 5) avoid a formal Board of Directors.  Let me elaborate.
 
Getting One
 
Frank Holt, Chairman and CEO of North Carolina-based Holt Sublimation Printing and Products Co. (among other things, they manufacturer all those themed flags you see hanging on the sides of homes), recently sent me a note.  “One Sunday afternoon, I listed the 3 biggest mistakes I had made in the last several years.  I determined that I wouldn't have made any of those mistakes had I held myself accountable to a group of experienced businessmen who I respected.”  
 
His board consists of six members plus himself.  They include a leading turnaround specialist, an executive search specialist (headhunter), his attorney, his accountant and a very talented and proven entrepreneur.  Why did he choose these types of executives?  “In particular,” noted Holt, “the turnaround guy helps me face and make tough decisions.  The headhunter reminds me to develop my executives to be the best and he's in tune with my strategy so that if I need a new executive, we can get started right away on the search.  My attorney is one of the best in the state in working on corporate and tax matters and I leveraged his contacts to build this Board.  Likewise for my accountant.  They all believe in me and they are all willing to help me stay out of trouble and to succeed.”
 
Karen Usher, President and CEO of McLean, VA based TPO, Inc, an outsourced HR services firm, had similar reasons for putting together an advisory board.  “I felt I had reached my current natural limits on learning how to be a CEO, was not getting enough consistent and targeted professional development from groups like my CEO roundtables, and felt I didn’t have time for full-time school,” recalled Usher.  “How can I keep on learning in real time on real issues that I’m facing?”   She went for two members first – one to bolster her skills in finance, strategic relationships and senior teams and one to support her continuing efforts in service quality.  Besides crediting them with her growth in revenues, they’ve helped her transition the entire leadership team into new roles, managed a major trade market infringement scenario, and helped her work out their business plan for the next 4 years.

 

How do you attract an advisor?  Just ask.  And keep asking.  It took me two years to get John Cone’, the former head of Dell Learning, to agree to be on my advisory board.   And the key to keeping them is to follow-up with emails detailing how you’ve specifically acted on their suggestions and/or why you’ve decided not to follow their advice – either way, close the loop and they’ll stay engaged.

 
Avoid Group Meetings 

 

Unless your board is strictly local, I have found organizing advisory board meetings to be such a scheduling and travel hassle that it was enough to make me end the process.  Besides, my advisory board doesn’t need any more contacts, so meeting each other isn’t worth the headaches of scheduling.  Instead (and several CEO friends with advisory boards have done the same) I work with each advisory board member one-on-one.  I’ll have one of them fly in for a half-day; I’ll meet with another for breakfast; and mostly I seek their advice and help via email or the phone.

 

For those that do have regularly scheduled quarterly meetings, they still find it highly beneficial to spend one-on-one time with each member, which leads to the next point.

 

One Favor at a Time

 

If you want to maximize everyone’s time and get the most from your board, pick one specific action item for each board member to pursue on their own.  For example, last year I asked John Cone’ to help me nail down the GE, Dell, and Southwest Airlines benchmarking events.  I had breakfast with Boyd Clarke, CEO of the Tom Peters a few months ago to get his advice on marketing.  Bill Gladstone, one of the top author agents in the country, is working with me on a potential second book deal.  Ted Leonsis, Vice Chairman of AOL and investor in Gazelles, was key to securing my relationship with Fortune Small Business magazine.  And my longtime advisor, Arthur Lipper, former owner of Venture Magazine, is helping us get some business in Singapore.  The help I’ve received from my advisory board, since pursing individual projects with each, is considerably greater now then when we met as a group.  And it keeps me from overwhelming them as they all have their own busy schedules.

 

Compensation

 

When I was holding quarterly meetings, I paid my advisors a daily fee plus expenses.  Usher pays her advisors the same, while Holt pays three of his advisors an additional quarterly retainer in addition to the daily fees to compensate for the conversations and assistance that occurs between meetings. His lawyer and accountant simply receive their normal hourly rates.  As for stock options, unless it’s a high growth firm with some near term liquidity prospects, I would avoid using them.  They can create some real legal and paperwork issues down the road. 

 

Now that I don’t have formal meetings anymore, I’ve tailored each advisor’s compensation to fit their circumstances.  John Cone’ receives a daily consulting fee and expenses for his formal visits and I send him American Express certificates to take his wife to dinner after a phone consultation.  Bill Gladstone gets 15% of any publishing deals he does for me and ongoing fees from my present book.  Boyd Clarke and I exchange favors and help.  And Arthur Lipper gets a piece of my wealth when the worth of my company exceeds a certain valuation.

 

Better than a Board of Directors

 

The recent Sarbanes-Oxley Act imposed on public companies has soured private firms on having a formal Board of Directors.  I originally structured a Board of Directors for Gazelles.  However, after a few formal meetings, I remember Arthur Lipper recommending to the Board that they disband and form an Advisory Board instead – mainly because I was too loose of a cannon and they didn’t want the fiduciary responsibility that comes with being a formal board of directors.   And they realized their contribution was more advice rather than setting policy which I would be technically forced to follow.

 

Holt summed it up nicely in his note to me “the strategy (of getting an advisory board) is young but it is already paying dividends in many ways.”  Usher echoed Holt’s thoughts when I emailed her this morning as I finished up this column.  Start with just one or two advisors. Get some outside help and perspective.  You can become more formal and sophisticated later with your advisory board, but make sure you have one.
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A Best of Verne’s Insights – Brand Promise

Headline:  The Brand Promise -- Identifying the Single Most Important Measurable in Building Value

Details:  Motek promises to make their customers “Heroes.”  Advanced Circuits guarantees the “Quick Turnaround” of custom printed circuit boards.  Rackspace promises to deliver “Fanatical Support.”  FedEx is promising “peace of mind.”  Southwest Airlines has been delivering “low fares” from the very beginning.  McDonalds has gone back to “speed.”

What is the promise you’re making to your customers that both really matters to them and makes you different from your competitors?  Would it be obvious if I went to your website or looked at your marketing materials?  This Brand Promise decision is at the heart of an effective strategy to differentiate your firm from the competition.  And your devotion to delivering on the promise must be maniacal and complete or the promise becomes an empty slogan.  

Key Decision 

Think back to when Federal Express burst on the scene in the early eighties. What was it that made Fred Smith’s new company such a sensation? The answer: It got packages where they were going by 10:30am the next day, no ifs, ands, or buts.  That was Federal Express’s come-on to a world that previously knew only the Post Office. It was FedEx’s measurable brand promise.  

Their 10:30 a.m. deadline was much more than a marketing slogan. It was the key decision that drove all others. To make the promised arrival time, FedEx knew it needed to get its planes out of Memphis by 2 a.m. To get the planes in the air on time, FedEx needs me to get my package to the station at Dulles Airport by 10 p.m.  Backing up even further on the time line, the FedEx box nearest my home has a 5:15 p.m. pickup time to allow those orange-and-purple trucks to complete a route and get to the airport. From the first business plan Smith wrote and up until quite recently, the company’s strategies and tactics existed simply to deliver on this one measurable brand promise. (Nowadays, Smith’s delivering on a somewhat different brand promise, but more on that later.) 

Determining a brand promise is a fateful moment in the life of any company. Choose the right one – the one your customers respond to, the one you can track and execute day after day – and you win. It’s truly that simple. Choose the wrong one, and you’ll probably flounder for years, never quite hitting your goals. So, how do you choose the right brand promise for your organization?

Making Heroes

Ask yourself, what is your customers’ greatest need? Not their wants – they’ll “want, want, want” you to bankruptcy if you let them! What you’re looking for is what really matters to the customer that also demonstrably differentiates you from the competition. 

Take Motek, a supplier of software systems that run large distribution centers.  What the heads of these distribution centers personally need are promotions out of these corporate equivalents to Siberia – its hard to get visibility when you’re miles from where the real corporate action is at headquarters.  This is why Ann Price, CEO of Motek, has nailed their “hero” promise.  Take a minute and go to www.motek.com and click on the Heroes button in the upper left hand corner of the website.  Then click on Mr. January, Rocco Palumbo.  Price literally measures her company’s success by the number of promotions her customers receive and she advertises this fact, hiring magazine-quality cover photographers to create the pictures you see on her website!  

And while you’re at it, go to www.4pcb.com, www.weldaloy.com, www.rackspace.com, and www.EagleU.com and study how these firms highlight, communicate, demonstrate and execute on their brand promises.   Some of them are not the most elegant sites you’ll see, but they communicate a clear message.

Everything Changes

Now, if you’re an observant consumer, you probably know that Federal Express isn’t touting delivery at 10:30 a.m. as a brand promise anymore. Why? Because things change, and that includes brand promises. 

In many ways, Federal Express lost its brand promise due to its own success. Today, there are many shippers making overnight delivery claims, even the U.S. Postal Service. Delivery by 10:30 a.m. is now merely table stakes, meaning you have to deliver on this promise to just be in the game. 

FedEx’s latest brand promise, “peace of mind” raises the stakes. The measurable deliverable is the customer’s ability to know where his or her package is at all times. FedEx figured this out several years ago, and quietly spent a billion dollars a year making sure that customers big and small had the necessary terminals installed to handle this new tracking capability. They handed out disks containing the necessary software like so many AOL freebies. Now the brand promise is being sold via the marketing slogan, “Relax, It’s FedEx.”

Please note that Federal Express hasn’t stopped guaranteeing delivery at 10:30 am.; they’ve just upped the ante. They deliver early AND their tracking gives you peace of mind. In a couple of years, it’ll probably be early delivery AND tracking AND…well, something else, as the previous brand promises become mere table stakes. Just like Federal Express’, your once-revolutionary brand promise will someday become table stakes, and probably sooner rather than later. Start working now on the next value-added improvement. If you don’t, somebody else will beat you to it. 

Two Key Articles

There are two “must read” articles to help drive a brand promise.  The first is Jim Collins’ (famous author of “Good to Great”) HBR article “Turning Goals into Results: The Power of Catalytic Mechanisms” – you can download the article at www.jimcollins.com (click on Library then Articles).  The second article is one I wrote entitled “The X Factor.”  Go to www.fortune.com and search on my last name Harnish – you’ll see it in the list – I promise!
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The Best of Verne's Insights -- Cash Flow
Headline:  CASH FLOW – 12 WAYS TO DEFY THE “ENTREPRENEURIAL LAW OF GRAVITY”

 

Details:  Get rid of your bank lines – Bill Ritchie, CEO of ThinkFun, and his team, focused on cash and reduced what had become a permanent $1.5 million bank line down to zero in 2003.  Reduce your cash cycle days – PPR Travel changed the color of their invoice to blue and reduced their cash cycle days by 15.  Get customers to help fund your growth – Wild Birds Unlimited accomplished this through an innovative Free Birdseed Storage program.  

 

Growth consumes cash – the first law of entrepreneurial gravity -- yet all three firms mentioned above dramatically improved their cash positions while growing their businesses.  Below are 12 ways to reduce your cash cycle.  Gather your executive team together for 30 – 60 minutes and brainstorm five ways you can immediately reduce your cash cycle and double your operating cash position within the next 12 months.  

 

And how do you know if you’re generating enough cash to grow?  How do you calculate a cash cycle?  The best article on this subject, complete with formulas, is Neil Churchill’s Harvard Business Review article entitled “How Fast Can Your Company Afford to Grow?”   You can go to www.hbr.com and download a copy for $6.

 

Some areas of opportunity:

 

1)      First, stop saying, “Well, this is just the way it is in our industry.”  

2)      Have your available cash reported DAILY with a short explanation why it changed the last 24 hours – and chart against A/R and A/P weekly.  You’ll learn so much more about your business when you see how the cash is flowing on a daily basis.

3)      If you want paid sooner, ask. Small firms are finding that large firms (and governments!!) will pay considerably faster or even prepay if you simply ask, ask, ask, ask, and ask some more.

4)      Give value back for customers that pay in advance or on time – more below.

5)      Get your bills out quicker – hire one more person in accounting to do nothing but make sure invoices are timely and followed-up.

6)      Understand why your clients are paying later – many times there are recurring mistakes on the invoice or the invoice is not structured to make it easy for the customer to reconcile.

7)      Understand your customers’ payment cycles and time your billings to coincide.

8)      Pay many of your own expenses with a credit card so you can play the float and get your own customers to pay by credit card.

9)      Help your customers improve their cash so they can pay you – offer them leasing options, for instance.

10)   Shorten product and service delivery cycle times.  All of you have some kind of “work-in-progress.”  The quicker you complete projects, the quicker you get paid.

11)   Have such a valuable product or service that you have some leverage with your customers to pay sooner.

12)   Of course, improving margins and profit improves cash.

 

The Wild Birds Unlimited story demonstrates how you can give value back to customers for paying in advance.  Consistently recognized as one of the best franchises in the country, WBU sells birdseed, feeders, and other suppliers for those interested in birds.  Jim Carpenter, the founder, recognized that his customers would love to purchase birdseed in bulk, but didn’t want to haul it or store it.  Twice a year he offers his customers the chance to purchase a year’s supply of birdseed at a significant discount, yet he agrees to “store” it for them through his Free Birdseed Storage program.  Then every two to four weeks, the customer can come in and pick-up what birdseed they need.  Not only does this generate a significant amount of upfront cash, but it creates traffic in the stores – a win/win/win for everyone.

 

PPR Travel, a leading healthcare placement firm, hired an extra person to make sure invoices were accurate; to call hospitals to proactively find out how they each wanted their invoice structured; and to make follow-up phone calls.  In addition, they hit upon the idea to change the color of their invoice from the industry standard white to blue so its noticed in the huge pile of invoices sitting on the accounts payable clerks desk. Dwight Cooper, the CEO, has received lots of anecdotal feedback from hospitals where clerks say “because we know your invoice is accurate and won’t be a hassle, and we know its blue, we grab in from the middle of the pile and up it on top to be processed first.”

 

As for helping customers improve their cash flow, back when I was selling $100k energy management systems in college, we worked with a firm to lease the equipment to companies with a monthly payment less than the energy savings we were generating.  We received our money the minute the contract was signed and the paperwork reached the leasing firm.  The customer actually improved their cash flow because of the net difference between their energy savings and the lease payment.  And the leasing firm did a nice business with us.

 

I’ve never found a business that can’t dramatically improve their cash flow.  And what it takes to reduce your cash cycle almost always leads to much greater operational excellence and customer service.  You don’t have to cheat your customers or suppliers to achieve better cash flow.  And with more cash, you sleep much better at night!

 

August 6, 2004

Brand Promise Corollary, Marketing Column, Costa Rica disaster
HEADLINES:
 

Report service failures in absolute numbers, not percentages, recommends Jim Alampi, Managing Partner of Solutions@Work (www.solutionswork.com) – see his personal Jim Barksdale (Netscape, FedEx, McCaw Cellular – one of the great execs) story he mailed me this week – thanks Jim.

 

In the spirit of “best of” columns, below is my latest column on marketing – with a political example included – ‘tis the season’ – in fact, I might be ranting some in the next few weeks – hope that’s OK – I’m just fuming!

 

And it was great to see Seth Godin’s latest brilliant marketing book “Free Prize Inside” get a glowing review in the latest Fortune magazine – if marketing is a focus at all, you must spend a day with Seth – next session September 8 outside NYC – 12 seats left – great way to kick off the fall and drive sales – go to http://gazelles.com/exec_sethgodin.html.  

 

Passport warning – my family was turned away at the Costa Rica border and deported back to the U.S. (after sleeping in the airport terminal all night) because we didn’t have a passport for our baby, just her birth certificate – rules have recently changed with many countries – up until last year, no one had to have a passport to get into places like Costa Rica, let alone a baby – don’t make the same mistake and don’t trust the airlines, United told us we were OK (and obviously let her on without a passport – they didn’t know either and received a big fine!). 

 

DETAILS:
 

Email from Jim Alampi this week:

 

“There is a corollary to the FedEx example that has to do with metrics (data driven). When I was running Van Waters & Rogers, the Seattle-based $1.5 billion U.S. chemical distribution company, the HQ next to my building was McCaw Cellular, then being run by Jim Barksdale, the former COO of FedEx. McCaw became AT&T Wireless and Jim went on to run and IPO Netscape. I got to know Jim and remember his description of his early days at FedEx when he asked what their service level was. The answer was something like 98.3% on time delivery; Jim then asked how many customers they had let down or failed to meet delivery commitment. The answer was something like 100,000+ shipments that hadn’t made the 10:30 AM deadline. His point and one we preach is that companies should only measure service failures in absolute numbers, not percentages. For years, when FedEx employees turned on their terminals in the morning the first thing they saw was a large, single 4”high number that represented the number of service failures network-wide from the previous day.”

 

THE Key Fundamentals to Marketing

By Verne Harnish, the “Growth Guy” 

 

Years ago I asked the top marketing mind in the country, Regis McKenna, (the marketing genius behind Intel, Genentech, and Apple Computer) what the most fundamental key to effective marketing was.  He simply raised his index finger and exclaimed “one hour per week.”  He also highlighted the two most important metrics used to measure marketing effectiveness – the number of warm leads generated and the cost per lead.  I’ll elaborate in a moment.

 

The good news is that entrepreneurs seem to be interested in the subject once again. An ignored function in many firms the past few years, marketing is back in vogue.  The combination of a recovering economy, the opportunity to grab market share, and entrepreneurs tired of downsizing their way to success has re-ignited the subject.  My own indicator of this interest level?  Our recent one-day workshop with the famous marketing guru Seth Godin (read all his books!) sold out in less than a week – an interest in marketing I’ve not seen since 1998.

 

Marketing is about getting the word out, figuring out how to attract attention, getting media coverage, and deciding how to position your product and services against your competitors – it’s all messy stuff that just needs some jawbone time to sort out and be creative.  For this reason, McKenna was adamant that the key to effective marketing is getting a handful of the right people in a room for one-hour each week, talk about what you do next to drive your marketing strategy, and then act on your ideas that week.

 

THE REPUBLICAN’S ONE-HOUR WEEKLY

 

Not since Theodore Roosevelt had a Republican president gained seats in the legislature in on off-year election.  Yet President George Bush did just that in 2002.  The key to this enormous marketing feat was a weekly meeting every Tuesday morning at 7:30am at the Republican National Committee’s headquarters on Capital Hill, initiated shortly after Bush’s inauguration.  Led by Karl Rove, Bush’s top political strategist, he and a handful of other individuals used these meetings to analyze polling data, recruit candidates, set themes, and drive a weekly campaign calendar for Bush.  And my understanding is that this same approach is being taken in Bush’s 2004 campaign.

 

There are many reasons the election went the way it did, but I’m confident an underlying key was the weekly meetings – the jawboning time of discussing strategies, looking over data, and sticking to a weekly rhythm of decision making and action.  

 

In my own case, Gazelles’ marketing is handled by an outside firm.  Even though they’re not employees, we participate in a one-hour conference call together Monday mornings at 10:30am, brainstorming, discussing, and working through a list of marketing initiatives.   These meetings keep marketing top of mind and serve to drive some kind of activity or improvement each and every week.  And we do real work in these meetings, reviewing new marketing messages, revamping the website, organizing testimonials, and scheduling interviews, just to name a few of our more recent activities this past month.

 

INFLUENCERS

 

It was also McKenna that emphasized the importance of influencers within a market – the handful of thought leaders that exist in every industry (a precursor to Malcolm Gladwell’s bestseller The Tipping Point).  A big part of his marketing discussions each week, for firms like Intel, were spent identifying the appropriate influencers, planning ways to reach them, cultivating relationships and garnering a favorable response from them.  Some of the practical ways to nurture these influencers include inviting them out to visit your firm, serving as a resource of information and help to them, including them on your advisory board, and keeping them in the loop to receive your newsletters and announcements.  

 

A close friend, Gene Kirila, named one of the “Heroes of Manufacturing” by Fortune magazine a couple years ago, is brilliant at identifying and nurturing influencers in his market.  Whenever he would meet someone he considered key, he would invite them to visit his manufacturing facility and pay whatever fee they asked to consult with his firm for a day.  Besides learning everything he could, he would turn around and sell them on his firm, entertaining them at his magnificent lake retreat a few miles from the plant.  He would also get them to introduce him to other key influencers.  It wasn’t surprising to any of us, then, when he showed up on Fortune’s radar screen for their annual “Heroes” honor – where do you think Fortune gets their nominees but from the influencers in the market!

 

MEASURING MARKETING

 

If the sales function is measured by its ability to close deals and generate revenue, then marketing is measured by its ability to find the right deals to close i.e. generate targeted warm leads.  Running focus groups, designing ads, garnering feedback from existing customers, feeding ideas into R&D, and the myriad of other marketing activities all have one function and that is to ultimately generate interested customers.  Keeping it that simple and focused will keep your marketing function effective.  Measuring cost per warm lead will keep it efficient.

 

In summary, do you want to dominate your market?  Pick a handful of key people, a time each week to meet, and get your brain trust focused on how you’re going to do it.  Now is the time to trump your competition by out marketing them – it just requires discipline and rhythm.

 

 

