Better Business Focus

March and API’II 2018 Expert inspiration for a Better Business

Better Business Focus is the essential key for business owners and managers. It achieves that by focusing on the way in which successful businesses
compete and manage their organisations. It focuses on how people are recruited, coached and developed; on how marketing and selling is undertaken
in professional markets as well as in markets with intense competition; on how technology and the Internet is reshaping the face of domestic and home

business; and on how people are being equipped with new skills and techniques. In short, it offers expert inspiration for a better business.
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Reinvent yourself — the ultimate guide
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t may be time to hit the reset button-
-here's how it's done.

There comes a point in nearly
everyone's life when it's time to
hit the reset button. There are
those events that call for a total
transformation, involving a

big mindset shift and a change

in health, career, spirituality,
relationships, and/or lifestyle. Or,
sometimes a partial reset or
reinvention is in order, which may
be one, or a combination of any of
the above.

The wonderful thing about
proactively reinventing yourself is
that it could serve to prevent the
unnecessary and very
uncomfortable need for reactive
measures. Now is a good time

to consider whether or not there
are things going on that call for a
big change in your life or business.

| have four examples of
reinvention, what led to it, and
how it was executed in the life of
these business coaching clients, as
well as my own. These may serve
to broaden your thought process.
See if any of them hit close to
home.

A radical change in the
market.

Rebecca was a highly successful
real estate attorney, until 2008
when the real estate bubble began
to burst. For many years ahead,
there would be more foreclosures
than home purchases; the

nosedive that Rebecca's business
took had no foreseeable end.

Rebecca had two choices: change
careers or reinvent her current
business.

Together, we took action on the
latter. We examined the needs
that the market now demanded,
and Rebecca shifted gears to
become the area's go-to
foreclosure expert. Since the
change was deliberate and well-
executed, my client quickly
became a sought-after expert for
members of the press, both local
and national.

Other attorneys piled on the
referrals and some financial
institutions even recommended
her services because they knew
the process would be quick and
seamless, therefore less costly for
them.

If your current marketplace is
evolving or affected by change it
may be wise to stop the struggle
and reinvent yourself and your
business now. If revenues are
dropping, the need for your
product or service less
demanding, and experts are
predicting no end in sight, don't
hold on--reinvent.

An unsustainable business
model.

Charlotte hired me when her life
coaching practice targeting other
coaches became unsustainable.
Coaches coaching coaches is a
difficult model since most coaches
in need of guidance aren't making
much (or any) money. Charlotte
was an excellent coach and knew
how to market herself, so she had
many clients, all low-paying.
Between coaching and marketing
her services, she was working 80-
hour weeks to generate a
reasonable income.

Our business coaching journey
took a turn that Charlotte did not
anticipate when | suggested she
reinvent her business altogether. |
wasn't fond of her model and she
wasn't fond of her exhaustion and
financial struggle. In the past,
Charlotte had offered corporate
consulting services based on a
popular behavior assessment tool.
She believed that she could not
make a living doing this full-time
but thoroughly enjoyed the
process. We shifted her mindset
and marketing focus, changed the
content on her website, and jobs
began rolling in. Within three
months Charlotte was earning
real money--her stress level
decreased, and her happiness
quota was on the rise.

If your business isn't working out
for any reason, examine your
other gifts, experience, and
knowledge. Make a list of the
things you are good at and love
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doing. Research other markets
and demographics. There's an
unexpected opportunity in there
somewhere.

An exhausting lifestyle.
Jonathon was a successful
consultant who contracted with
mid-to-large-sized corporations.
He was never without gainful
employment and enjoyed his
work, but the travel and time
demand led to exhaustion. He
elected to struggle for several
years because he didn't see a way
to pull back yet make an equal or
higher income. What Jonathon
wasn't considering was that his
popularity in corporate America,
as well as the press, had a value
beyond his current offering.
Jonathon could teach others how
to gain national press and land
corporate clients. In doing so,
Jonathon took commission from
the corporations by finding them
the perfect consultant. He also
charged small businesses and
consultants handsomely for his
services.

Can you solve a problem for
more than one side of an
industry? Don't discount your
intangible assets, which was
Jonathon's tendency.

Every ounce of knowledge,
experience, and wisdom is
valuable.

A big Aha! moment.

My husband had passed away (our
girls were only eight), the
corporation | worked for was
acquired by an industry giant, and
| had grown depressed. The only
bright spot in my life was time
with my kids, which was never
enough.

Many people waste years looking
for a magic bullet and wallowing in
their misery, | guess | wasn't
meant to do that. | remember as
though it was yesterday, waking
up one morning with absolute
certainty that | would tender my
resignation, change careers
(although | had no idea to what),
become a better person, grow
spiritually, and become the best
single parent possible.

It was an evolution that took
place over three years, and the
journey continues, but | can say
that | found happiness very quickly
once | made the decision to
change.

The mere act of committing to
change is the single biggest step
you can take. Are you unhappy
with more than one aspect of
your life? It's time for a total
transformation. What's the
biggest, most audacious step you
can take? Don't wait for
permission, just do it.

This article originally appeared on
https://www.inc.com/marla-
tabaka/the-ultimate-guide-for-
reinventing-yourself.html
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Good
Lessons

| do not have superior intelligence or
faultless looks. | do not captivate a
room or run a mile under six
minutes. | only succeeded because |
was still working after everyone else
went to sleep.

- Greg Evans

Time and tide wait for no man.
— Geoffrey Chaucer

The world has the habit of making
room for the man whose actions
show that he knows where he is
going.

— Napoleon Hill

A wise man will make more
opportunities than he finds.
— Francis Bacon

You are never too old to set another
goal or to dream a new dream

- CS Lewis

An idea not coupled with action will
never get any bigger than the brain
cell it occupied.

— Arnold H. Glasgow

You see things and you say, 'Why?'
But I dream things that never were
and | say, 'Why not?

— George Bernard Shaw

Do or do not. There is no try.
— Yoda

Build your own dreams, or someone
else will hire you to build theirs.
— Farrah Gray
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Geoffrey James

3 brilliant ways to win a price negotiation

These easily remembered techniques
will help you command the highest
price possible for your product or
service.

I've personally negotiated well
over a hundred contracts for my
own services and helped many of
my erstwhile clients negotiate
some truly big-money deals.

There are, of course, hundreds of
books about negotiation in general
and dozens about price
negotiations, but | have three
techniques to which | keep
returning, probably because they
actually work in B2B situations:

|. Getting the buyer to agree
to the financial impact of not
buying

Every B2B offering promises to
increase the customer's revenue,
reduce the customer's expenses,
or a combination of both.

The financial impact of not buying
is the sum of the revenue increase
and the expense decrease. The
bigger that total, the more likely it
is that the customer will buy and
the more you can charge for your
offering.

Therefore, before you start talking
about price, identify all the ways
your product will increase
revenue and customer loyalty

and reduce expenses. For
example:

Ways your offering might

increase your

customer's revenue:

I. More customers for your
customer (worth $x more per
year)

2. Bigger purchases from your
customer's customer (worth
$x per year)

3. Greater customer loyalty
(worth $x in referrals per
year)

Ways your offering might

reduce your

customer's expenses:

I. Less inventory (worth $x in
carried interest)

2. Lower shipping costs (worth
$x per year)

3. Less customer attrition (worth
$x in lost revenue)

4. Lower customer acquisition
cost (worth $x per customer)

5. Less paperwork (worth $x in
lower clerical costs)

Those are just some suggestions;
the specific revenue boosts and
cost reductions will of course be
specific to your offering.

Important: Get the customer to
agree that your estimates for all
these metrics are reasonable.
Once that's happened, your
offering will probably seem like a
bargain, regardless of what you're
charging.

Very important: Frame the
impact as an amount that's lost by
not buying rather than something
that's gained by buying. Customers

(like everyone else) are far more
motivated by avoiding pain (loss)
than obtaining pleasure (gain).

2. Providing a range of pricing
but leaving your final price
open

OK. If you've ever sold B2B,
you're probably asking yourself:
What if the customer wants a
price quote before even talking
with me?

Blurting out a number is not in
your best interest, because, unless
you've gotten agreement on the
financial impact, that number will
probably both seem too high to
the customer and be less than
what your offering might
otherwise command.

On the other hand, if you
stonewall and delay quoting a
price (because you know it will
seem too high and be too low),
the customer will probably get
irritated and think that you're
wasting their time.

Your challenge when you're asked
for an upfront price quote is to
respond without locking yourself
into a low price. Here's how.

Phrase the response like so: "Well,
there's a range involved,
depending upon the specifics.
Normally, something like this falls
somewhere between $x,xxx and
$xx,xxx, but I'm certain we can
work together to find the best
price for your individual situation."
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The $x,xxx should be the lowest
price you could comfortably
tolerate and $xx,xxx should be in
the upper range of what you
believe your offering might
command. If the customer chokes
on the $x,xxx number, they're not
a real customer, BTW.

3. Discounting only when you get
concessions from the buyer

The previous two techniques are
executed before you've quoted a
price. If you execute them correctly
(especially agreed-upon financial
impact), the price you quote will
probably go unquestioned and you'll
probably make the sale.

However, it's not unknown (actually
it's quite common) for customers to
ask for a discount after you've
provided the price. Although the
request might be framed as "we can
only pay $xxx" or "if you can't go
down by 10 percent, the deal is off,"
what they're actually doing is testing
you to see if you gave them the best
price.

When this happens, you must NEVER
say, "OK, I'll give you the discount" to
close the deal. If you do that, |
guarantee that the testing process will
continue and you'll get more demands
for further discounts. Because by
giving them the discount, you admitted
that you weren't giving them the best
price, so why should they believe you
now!

You're usually better off just standing
pat with "l gave you my best price; I'm
sorry but | can't discount any further."
However, if the customer absolutely
insists perhaps pleading that they
simply don't have the money--then
you can offer a lower price but ONLY
if you take something off the table.

Example: "l can give you that price if |
lower your service level from platinum
to bronze."

Note, though, that you're usually
better off just holding the line,
especially if your offering has already
been customized to what you know
the customer really needs.
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Working
With
Unhappy
Customers

Most business owners would
be happy if customer
complaints were resolved
quickly and courteously every
time. However, that's an
impossible goal, because some
problems can't be fixed (or at
least immediately). But you
can keep your customers very
happy with your service and
even raving about it, if you
implement this simple policy:

e Begin with an immediate,
sympathetic apology - even if the
complaint is unfounded,
misdirected, or just plain idiotic.
Repeat the complaint to the
customer to verify that you
understand. This should get the
customer to (i) say "yes" -a very
important first step - and (ii) pause
in anticipation.

Then say either "l can solve that
problem for you right now" or "I'll
start working a solution
immediately."

Explain that your business has a
policy of compensating customers
with problems. Tell him about
some inexpensive but valuable gift
you are going to send him. Good
examples might include
information products that can be
delivered via email to reduce your
costs. Ask where the gift like that
should be sent. Again, this should
help to neutralize the complaint.
Tell the customer exactly how you
are going to solve the problem.
Ask if that is acceptable.

If the customer's expectations
can't be met, tell the customer you
will speak to your superiors to see
if something further can be done.
Some time later, your superior
should call to offer some additional
compensation.
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The death of shopping centres
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Shades of Mark Twain. The reported
death of shopping centres is,
somewhat, premature. It’s a catch-all,
generalised statement that is
selectively true in small parts.
Perhaps the premise (orientation?) of
the statement is questionable.

Rather, we have entered an era in
which the rebirth of shopping
centres is self-evident and
growing.

Allocated capital expenditure
totals are impressive. External
upgrades and remodelling of
tenancy mixes are only parts of
the total story.

MIXED-USE PROFILES

It is inevitable that the sprawling
metropolitan areas of Australian
cities will be subjected to
redevelopment, centred on
increased density. Infrastructure,
mass public transport in
particular, will be a pillar of the
new concepts and planning
visions.

Therefore, one can confidently
project the construction of multi-
storey, integrated complexes with
the lower floors being occupied
by retail outlets complemented by
commercial tenancies on the first
or second floors, and the higher
premises being residential.

That’s right, primary, target
audiences will be living and
working on-site. Retail tenancy
mixes will be refined to include
alfresco dining, complementing
existing fast service food halls.

Service precincts, featuring health,

insurance and business support
facilities will become
commonplace.

Our mobile society will be
acknowledged, with the
introduction of new motor vehicle
dealerships, finance agencies and
yes, collection points for goods,
services and applications which
have been purchased on-line.
Click and collect, together with
multi-channel marketing will be
alive, well and operating in a
shopping centre near you.

Indeed, many of the transactions
undertaken in bricks and mortar
premises will be concluded, and
paid for, on-line. Alas, the buying,
delivery, possession and utilisation
phases of the purchase process
will be delineated, differentiated
and integrated.

Progression from convenience to
access will be part of the
transformation.

THE SHOPPING
EXPERIENCE

Many public statements about the
shopping experience are, in
reality, shallow references about
enhanced ambiences. Few detail
or give extended consideration to
engagement with and by the
customers.

Most important will be the need
for, a character of a seamless
experience. In short, there should
be no boundaries.

Integration will be fundamental.
Shopping centre lessors and
managing agents will need to be
true collaborators (read: strategic
alliance partners) with retailers.
That will include a remodelling of
tenancy, and rental agreements.
Mutual respect, benefits and
rewards will be the essence of
sustainable relationships.

Doubtless, some agreements will
founder.

DIFFERENTIATION
Personalisation and differentiation
will, in the near, intermediate and
longer terms become virtues.
Commoditisation, evident in almost
identical tenancy mixes between
larger shopping centres, will impinge
on development and consumer
loyalty, ultimately leading to the
demise of an increasing number of
tier 2-sized complexes.

Rebirthing is an exciting prospect —
for shopping centre owners,
managing agents, retailers and
consumers.
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Rita Trehan

What does it mean to have a
strong leadership brand?

When developing the essentials for a
strong company, many start with the
three basics: mission, vision, and
values. It’s thought these three
components are enough — along
with strong business plan — to drive
the company forward to infinite
success. If you think of a corporation
like a car, these items could be
considered the dashboard, complete
with instruments that provide
performance data of the machine as it
moves toward its intended
destination.

But if you have no idea who's
driving and how the car is best
operated, you won’t go anywhere
fast or, even worse, you could
drive right off the road or into a
collision. This is the definition in
action of one of the most
important yet constantly
overlooked parts of corporate
success: the leadership brand.

Brands such as Google, PepsiCo,
Johnson & Johnson, and Facebook
are all visions of powerhouse
leadership branding: trustworthy
products, champions of
innovation, individual
empowerment, a focus on
developing creative leadership and
powerhouse problem solvers —
all of these things come to mind
when their name is uttered. Each
of these companies have a strong
leadership brand, which is the
guiding principles of how the
leaders will do what’s best for the
company with a focus on doing
what's right for the clients and the
shareholders. They understand
the vision, mission, and principles,
but the corporation goes one step
further to build leaders that are
driven to meet (or even exceed)

customer and investor
expectations. They foster trust.
They’re empowered to do what
they say they’re going to do, and
they have the skills and leadership
acumen to do it with minimal
negative impact.

If you don’t think the creation of
this line item is important, you
only need to look at the rate of
failure for small businesses across
the world to see how important it
really is. Brands who fell apart
because their employees weren’t
empowered, informed, or engaged
around the corporate vision litter
the highway to success, surpassed
by those who took the time to
craft the policies and principles of
how the work would get done.
It’s not just for larger
organizations: many start-ups have
done a spectacular job of creating
powerhouse leadership brands to
the tune of billions of dollars, such
as AirBandB, Uber, SoulCycle
(which was acquired by Equinox,)
and Seamless. They understand
corporate vision only succeeds if
everyone has the same view of
success and a guiding set of
principles to lead them there.
That is the power of a strong
leadership brand.

As I've helped created strong
leadership brands in both Fortune
200 companies along with smaller
start-ups, | can’t help but implore
you to focus on this important
part of corporate culture. Your
designated commanders will
surprise you with incredible
ingenuity, profit-driven creativity,
and fantastic performance if they
know the guidelines in which they
have to work. Hiring becomes a
dream when others outside your
company see your people in
action, engaged and empowered
around a centralized theme that
attracts like-minded individuals.

Investors will be able to sell your
brand for you, clients will trust
and engage with your goods and
services.

You cannot succeed without it,
and whether you craft it internally
or work with a consulting practice
such as mine to create it, it’s one
of the most important things you
will ever do for your business.

A leadership brand is, quite
frankly, how you will operate your
company. Don’t let anyone decide
that for you: make that choice
yourself and watch as others
evangelize your guiding principles
for you all the way to success and
beyond.
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Kevin Stansfield

/ steps to a great marketing plan

When it comes to marketing, like
most things in life, if you fail to plan,
you plan to fail. Yet still | come
across businesses owners from both
large and small businesses who look
at me blankly when | ask, “What is
your marketing strategy, and do you
have a marketing plan?” Given the
importance of marketing to most
businesses, | find this frankly

amazing.

My personal feeling is that this
lack of planning comes from the
fact that many people in business
today do not have a great deal of
sales and marketing knowledge,
and therefore would not even
know where to start with drawing
up a marketing plan. They think
that it is easier to dive right in and
give it a go without really thinking
about what they’re trying to
achieve. It's no wonder then that
so much money is wasted on
ineffective marketing.

We all know the best way to get
to somewhere you don’t know is
to study a map and plan a route in
advance. Just starting out on your
journey and hoping that you
actually arrive at your destination
eventually is likely to take you a
lot of time and energy, with a
many wrong turns on the way.

Well, marketing is no different. A
bit of time spent planning ahead
can save a great deal of time,
effort and money in the long run.
The problem is though that most
business owners do not know

what a marketing plan looks like,
and so they do not know where
to start.

The truth is, however, that a
marketing plan should be very
simple and take no more than an
hour or so to complete, and once
you have done your first one,
future plans should be even
quicker!

To develop your marketing plan, |
recommend using a simple 7 step
process based on the teachings of
the father of guerilla marketing,
Jay Conrad Levinson. This guy
was responsible for the “Marlboro
Man” marketing campaign in the
70’s, and what he didn’t know
about successful marketing is
probably not worth knowing.

To follow this process, you just
need to answer the following 7
questions:
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I. What is the purpose of
the marketing?

This is about starting with the end
in mind — i.e. What do | want the
prospects to do as a result of this
marketing message? Every piece
of marketing/advertising should
have a clear intended end result.

You want your prospects to take
ACTION, but what do you want
them to do, specifically? If you do
not tell them, they are unlikely to
react in the way you want them
to.

Sometimes it is best to think of
prospects as children: if we are
not specific they will hear want
they want to hear. (Remember,
“communication is the response
you get.”) So, be clear what you
want them to DO- to call you, to
take your call, to go to your
website or to come to your shop?

Marketing without a clear “call to
action” is like throwing money
down the drain.
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2. Who is the target
audience?
You can’t be all things to all
people. If you try, your message
will be weak and ineffective. So be
clear about who your ideal
customer is and target them
specifically. The narrower your
focus, the more chance you have
got of getting your message across
to the right people. Think
“sniper” not “machine gun”
marketing, so you need to be very
clear who you are targeting, e.g.
age bracket, income bracket,
geographical area, interests etc.

3. What is my competitive
advantage that will make
them take action?

You have to know what it is about
your product or service that is
different to the competition, i.e.
your Unique Selling Proposition
(USP). If you don’t know and
can’t tell people about it, then
why would they leave their
current supplier and come to
you? So, if you haven’t defined
your USP, now’s the time to do it!

4. What are the benefits of
buying from me?

Most people list the features of
their product or service in their
marketing material: “we do this ...
it does that ...” etc. Butifyou
“we” all over your prospects, they
will not be happy! You need to
put the focus on the prospective
customer and their needs. When
you start with “you will ...” and
highlight how they will benefit
from your product or service,
they will be far more receptive to
your message.

5. What are the marketing
tools | will use?

In other words, how you are
going to get your message across?

There are many ways to do this:
advertising, direct mail,
telemarketing, PR etc. Each
method has its strengths and
weaknesses, and the key is to
remember the target market you
have identified — where are they
likely to be in their largest
numbers, and what method will
be most appropriate to
communicate with them?

This means you need to know
your target market really well.

6. How am | going to
measure the results?

If you can’t measure the results
from you marketing efforts, then
how are you going to know if it
has been successful? The famous
saying goes, “Half the money |
spend on advertising is wasted;
the trouble is, | don’t know which
half!” So, you need to be sure
that you can track response rates,
which requires each campaign to
have a unique code and your sales
systems to have a means of
identifying and recording when
prospects respond to each
strategy in your marketing plan.

7. What is my marketing
budget?

Marketing should be seen as an
investment not an expense, so for
every pound put in, more than a
pound of profit should be made.

If you could guarantee this, then
your marketing budget could be
unlimited! However, life is not
like that, and so you must set a
budget. This is why being clear
how much you can afford and
what Return on Investment (ROI)
you want is important. Once you
know this, you can compare the
results of your marketing
campaigns, stop those that have
low ROI’s and invest more in
campaigns with high ones.

Finally, remember that a business
with one marketing campaign is
like having a chair with three legs
— it might hold up the company
for a while, but in the long run it
will fall over.
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You should have a marketing plan
with multiple strategies that you
review regularly and tweak as
necessary and ensure that you
turn it into a well oiled machine
that brings in the profits.
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Paul Sloane

The Raid on Entebbe — A Tale of Two Leaders

On June 27 1976 Air France flight
139 from Tel-Aviv to Paris was
hijacked following a stop at Athens
airport. Security at Athens was lax
and four terrorists boarded the
flight. Two were German, Brigitte
Kuhlmann and Wilfried Bose and two
were Palestinian. The plane was
forced to fly to Benghazi, Libya, for
refuelling and then on to Entebbe in
Uganda where President Idi Amin
showed his full support for the
terrorists. Four more terrorists
joined the group there. Jewish and
Israeli passengers were separated
from non-Jews who were released.

The Jews were placed under the
guard of the terrorists and the
Ugandan Army in the airport
terminal. The Air France crew
courageously agreed to stay with
the hostages.

On 28 June the hijackers issued a
declaration. In addition to a
ransom of $5 million for the
release of the airplane, they
demanded the release of 53
Palestinian and Pro-Palestinian
militants, 40 of whom were
prisoners in Israel. They
threatened that if these demands
were not met, they would begin
to kill the 106 hostages on | July
1976.

Yitzhak Rabin

In Israel military officers examined
their options. Initially they had
very little intelligence about the
situation. The officer in charge
was a former elite commando,
Ehud Barak, who would later
become Prime Minister of Israel.
He was experienced in rescue
operations but nothing this
difficult or remote. One general
asked, “Are you really sure you
know where Entebbe is?” Barak
commented later, “We were in
total blindness.” It looked as
though there was not enough
time to develop a military
operation. Fortunately, Idi Amin
then agreed to extend the
deadline to July 4th which allowed
him to attend a meeting in
Mauritius of the Organization of
African Unity of which he was
Chairman.

Idi Amin

The Israeli intelligence experts
worked through the night,
assembling information. An
engineer at an Israeli company
that had bid to build the new
terminal at Entebbe airport came
forward with plans of the building
in which the hostages were held.
This was the breakthrough that
Barak and his team needed.

In the week after the hijack the
Israeli Prime Minister, Yitzhak
Rabin, and his cabinet were
considering allowing the release
Palestinian prisoners. They had
tried many diplomatic initiatives
which had led nowhere. They
asked to extend the deadline to
July 4th and Idi Amin and the
hijackers agreed. This extension
of the hostage deadline was
crucial to providing Israeli forces
enough time to make an
audacious raid on Entebbe.
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Rabin now had an excruciatingly
difficult decision to make. He was
presented with a military option
but the proposed rescue mission
was fraught with risks and
unknowns. It involved flying four
Hercules planes and 200
commandos 2500 miles
undetected into a hostile and
well-guarded airport. The
hijackers had threatened to blow
up themselves and all hostages if
they were attacked. The exact
number and location of Ugandan
defenders were unknown. And
the Ugandan Military had surface
to air missiles and MIG fighters
which could easily shoot down
the lumbering Hercules transport
planes. Nothing like this had ever
been attempted before.

Prime Minister Rabin and his
political rival Defence Minister
Shimon Peres disagreed on the
best approach. Rabin leaned
towards meeting the hijackers’
demands but Peres argued fiercely
that this would encourage more
terror. Rabin consulted with the
mission commanders about the
chances of success. He changed
his mind and at 18.30 on July 3rd
he authorised the rescue mission.

The next morning, July 4th
(coincidentally the 200th
anniversary of the founding of the
USA) the planes took off. The
flight took eight hours and the
planes flew at very low altitude to
avoid radar detection. Most of the

soldiers were physically sick
because of the bumpy ride.

At about | Ipm the first Israeli
Lockheed C-130 flew into
Ugandan airspace at a height of
just 100 feet. The plane landed
silently and undetected at Entebbe
with the cargo bay open. Lt. Col.
Yonathan Netanyahu led a small
group of commandoes in three
vehicles which looked like those
used by President Idi Amin. They
shot the guards and then raided
the terminal building where the
hostages were held.

The entire operation lasted less
than an hour. One hundred and
two hostages were rescued. Five
Israeli commandos were wounded
but the commander Yonatan
Netanyahu, was killed. He was the
elder brother of the future Israeli
leader.

All of the hijackers were killed
and three hostages died in the
crossfire. It is estimated that 45
Ugandan soldiers were killed. The
commandos also destroyed 30
Soviet-built MiG fighters of the
Ugandan Air Force so that they
could not be used to pursue the
transport planes. These now
returned to Israel after a brief
stop in Kenya whose government
had supported the rescue mission.

The returning hostages were
greeted with jubilation in Israel.
The raid was a remarkable
success which startled the world.
Yonatan Netanyahu was revered
as a national hero and martyr.

President Amin was humiliated
and reacted spitefully. He
ordered the murder of Dora
Bloch, a 74 year-old Israeli
passenger who had been
transferred earlier to hospital. He
also commanded the slaughter of
several hundred Kenyans then
present in Uganda in reprisal for
Kenya’s assistance to Israel. The
raid greatly diminished his
standing and his tyrannical reign
ended three years later. He died
in exile in Saudi Arabia in 2003.

What is the most difficult decision
you have ever had to make? How
do you react in a really difficult
situation? One national leader
acted with great courage and
made an agonizing decision. The
other leader complacently
underestimated his adversary and
then reacted in a cowardly and
vindictive fashion.
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Ben Taylor
Five ways to improve your

privacy on social media

Social media and privacy aren’t two
things that instantly appear to go
hand in hand.

It's perfectly fair to point out that
people seeking privacy should
realise that they compromise it as
soon as they share the minutiae of
their daily lives on Instagram, or
“check in” to notable locations via
Facebook.

However, there are myriad
reasons for using social media, not
least as a business tool for
exposure and marketing.

Privacy isn’t a black and white
issue, and it’s perfectly possible to
boost privacy and find a good
balance between being able to use
social media and not handing out
personal information
unnecessarily.

One sad fact is that it’s not really
in the social media firms’ interests
to make privacy their number one
priority. The more information
people freely provide about
themselves, the more “big data”
these companies have to sell to
their partners and advertisers.
Furthermore, more publicly
available information means more
enticement for those who use
social media to gain a voyeuristic
glance at the lives of others.

As such, while social networks
tend to provide plenty of
functionality to “lock down” the
privacy settings on individual
users’ accounts, they often choose
not to switch these features on by
default.

This means that people who don’t
take the time to review their
settings are probably leaving far
more personal information visible
than is ideal.

In this article, we discuss five ways
to improve social media privacy,
all of which are equally relevant
whether you use these networks
for private use, business use, or
both.

|I. Explore (and change) your
privacy settings:

All of the social networks, from
Facebook to Snapchat, have

extensive privacy settings on offer.

In the vast majority of cases, most
people will want to change some
of these from the defaults.

Facebook, for example, lets you
control whether new content is
visible to the public, just your
friends, or the far more sweeping
“friends of friends” option.

Twitter and Instagram, despite
being rather more “public”
environments, by their very
nature, give the option of a public
profile or one that’s locked down
solely to authorised friends or
followers.

This social media privacy guide
goes into the detail for all the key
social networks. It's worth
repeating that the default settings
are unlikely to be what you want,
so working through these settings
for each of your networks is a
must.

2. Think carefully about
sharing your location:

Real-life criminals can and do use
social networks to find victims. It’s
well documented that burglars
target properties based on
learning people are away on social
media.

So, tempting though it may be, it’s
often a bad idea to share your
location online, however
glamorous that location may
appear to followers! Again,
however, you may find your social
apps give this information away by
default. You'll therefore want to
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think carefully about whether to
allow this.

3. Be careful with apps:
Plenty of us have fun with apps,
especially on Facebook, that do
things like showing what you
would (apparently) look like if you
were the opposite sex or tell you
“which Game of Thrones
character you are most like.”

Some people also often blindly
click through the part where the
app says it’s going to require
access to various subsets of
Facebook data.

Often, the information these apps
request goes WAY beyond what
they need to fulfil their function.
Then, hidden away in the terms
and conditions, will be information
on what they use the data for.
Most of the time, it’s to do with
tracking your activity and putting
advertising in front of you.

If you’ve ever used these apps,
spend some time getting rid of
them; If you’ve used Facebook for
any length of time, the size of the
list of apps, together with the
amount of information each can
collect about you, is a truly
alarming realisation.

4. Use two factor
authentication (2FA):

Two factor authentication (2FA)
makes it harder for people to hack
your online accounts. Instead of
merely requiring a password, an
account with 2FA activated will
also need something like a one-off
code sent to a mobile phone.

All the main social networks have
2FA functionality, but in the
interests of “ease of use”, don’t
turn it on by default. Track down
the settings and switch it on, and
you'll have far less worry about
someone opportunistically
breaking into one of your
accounts. (Note that the same
applies to web-based email
systems like Gmail).

5. Treat social media privacy
as an ongoing project:
Spending a couple of hours
bolstering your social media
privacy by following the steps
above is a very worthwhile
exercise. However, it’s not a great
idea to merely do it once and then
assume you never need think of it
again.

Social networks evolve all the
time, and it’s not unheard of for
companies to change the way
things work following an update.
As such, a social media privacy
check is something you should
perform on a regular basis, if only
to check you’re not exposing
information you’d rather not.

There’s a surprising amount of
customization available on modern
social networks, and it is possible
to strike a good compromise
between the fun and practicality of
these platforms and a semblance
of privacy. However, you must be
prepared to do some of the
groundwork.
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Preparing for
GDPR: 12 steps to
take now

The Information Commissioner’s
Office has published a checklist
that highlights 12 steps you can
take now to prepare for the
General Data Protection
Regulation (GDPR) which will
apply from 25 May 2018.

(1) Awareness

You should make sure that
decision makers and key people in
your organisation are aware that
the law is changing to the GDPR.
They need to appreciate the
impact this is likely to have.

(2) Information you hold

You should document what
personal data you hold, where it
came from and who you share it
with. You may need to organise an
information audit.

(3) Communicating privacy
information

You should review your current
privacy notices and put a plan in
place for making any necessary
changes in time for GDPR
implementation.

(4) Individuals’ rights

You should check your
procedures to ensure they cover
all the rights individuals have,
including how you would delete
personal data or provide data
electronically and in a commonly
used format.

(5) Subject access requests

You should update your procedures
and plan how you will handle requests
within the new timescales and provide
any additional information.

Continued on page 26
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Andy Bounds
Overcome people’s objections —

e
> before they even say them

f A

When someone has a reason for not
doing what you want them to — no
time, money, desire etc — you can

e Wait for them to state their
objection. Then respond to
what they say. Or...

e Mention it yourself before
they do, and calmly remove it

For example, if you know a
customer’s worried about your
price, you could:

e  Wait for them to say so.
Or...

e Mention it yourself — “I did
some calculations. And your
Return On Investment will be
over 525%. Here’s where | got
the figures from...”

| much prefer the second. You
don’t sit there, dreading the
moment it comes up. And,
because you get your response in
early, you can help them feel
better about it, more quickly.

I’s the same with my online Video
Club. The main objections people
have about it —and my calm
interceptions — are:

e  ‘What if | buy them and hate
them, or don’t use them? —
You get your money back.
There’s a 60-day money-back
guarantee

e  ‘What if | don’t have time to
watch them? — They’re super-
short — 5ish minutes each.
Plus, they’re timely — you can
watch a video about (for
example) impressing in
meetings on the way to the
meeting

Another example: face-to-face
(f2f) meetings. You can often save
time by swapping f2fs for a
diarised Telephone Meeting. But
people often suggest you meet f2f.
So, use these calm interceptions
instead:

e ‘|t's important we move
quickly. So, given our busy
diaries, let’s schedule a call.
That way, we can crack on
much quicker than waiting till
we can meet face-to-face’

e ‘My diary is rammed. And |
don’t want to delay things. So
let’s move quickly, and kick-off
with a phone call’

Or of course you can use one I've
said a few times — ‘Have you seen
my face?! Trust me: a call’s
better’.

Action point

Know someone’s who’s
concerned about something
you’re doing. Calmly intercept it
before things kick off, by (1)
scripting what you'll say to them
(2) saying it to them before they
raise it.

And of course, if you want: sales
up, time down, more speed, zerc
risk, money-back, and 143 videos
that will transform your business

— just, click here.
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5 ways you are limiting your capacity for

Innovation
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-

Every company wants to disrupt
their market or category. But most
game changers tend to be new
entrants from other categories,
entrepreneurs or small, regional,
niche players. It is rare for
established brands and companies to
truly upset the apple cart and upend
their competition.

Why do big companies find it so
difficult to develop a new
product/service or a business
model that is a radical departure
from the status quo?

|I. Current Revenues

Most businesses are intently
focused on increasing revenue.
Yet a big game changing
innovation often means changing
the rules so that it offers a cost
saving to the consumer. A good
example of this is Robinsons
Squash’d. The consumer can add a
few drops of this portable
concentrate to water instead of
splashing out on a more expensive
bottled drink.

Most companies would be
incapable of cutting one of their
most profitable lines or brands or
cannibalizing profit streams.
Instead they are driven by
delivering on their financial
commitments to shareholders and
this will end up limiting their
innovations.

2. Short Term Thinking
Established, successful players are
usually more focused on
measuring themselves against
current market dynamics, such

as increasing market share or
capturing one additional
percentage of growth.

Very few look to the future and
allocate enough resources to
working out how they reconfigure
their business, so it stays relevant
in a fast, changing world. Only
when a business is in trouble or is
not winning short term does it
tend to get braver and more
challenging of the status quo.

3. Tight Parameter Thinking
Companies like P&G and Unilever
have a long track record in
innovation. However, their
innovations stay within narrow,
safe parameters, such as new
ingredients, packaging or product
formats.

They also innovate via
breakthrough advertising
campaign such as Dove and
Cadbury’s Gorilla. They tinker and
tweak but rarely change the rules
of the game.

This is because, as businesses
grow, they tend to get fragmented
and siloed. Employees are
rewarded and promoted for
understanding a very small part of
the business in great detail. The
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consequence is that no one is in a
position to examine the whole
business process. The focus
remains about the customer
experience and touchpoints.

To truly challenge the status quo,
the whole proposition — all along
the value chain — needs to be
rethought. Even seeing the
potential possibilities can be a real
struggle for incumbents.

4. Product Marketing Over
Experience

Most established brands take a
product marketing approach
rather than focusing on the
customer experience. This will
always limit their ability to be
truly innovative.

Marketplace disruption usually
involves creating a new story
about how a product or service is
being delivered. This story
explains to customers why the
new innovation represents a
benefit to them.

Aldi is a good example. They
have created a new supermarket
business model by reducing
customer choice and explained
why that is a good thing for
consumers.

The Dollar Shave Club took
a provocative and educational
stance. They asked why
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anyone would want to pay for
overpriced razor blades when
they could have a quality supply
delivered to their door every
month for less.

5. Relationships With
Retailers

Major brands and companies have
the power and scale to build
strong relationships with retailers.
These relationships mean

a stronger presence in store and
thus increased sales of their
products. So of course,
relationships with core retailers
are cherished.

However, this reliance can
become a barrier for change.
When trying to disrupt a
category, traditional business
models and routes to market
need to be challenged. It takes a
brave company to proactively take
away business from their key
retailers.

How to Overcome These
Barriers

The barriers described here are
not to do with the skillsets of
the employees. Neither are they
caused by a lack of
entrepreneurial attitude.

It is actually the business
environment and operational
practices that restrict the
company’s ability to disrupt.

Change has to come at board
level and focus on fundamentals
like organizational structure, long
term visioning, and shareholder
engagement.
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Credibility in first meetings

Some hate them. Others love
them. Interviews,
introductory meetings, taster
sessions... call them what you
like, these meetings trigger all
sorts of reactions with
different professionals. A
"first meeting" is never a
trivial event.

For some, it's a chance to "strut
their stuff", perform and shine. For
others, it's a nerve-wracking recipe
for sleepless nights beforehand.

How do you view first meetings? Do
you strive for more of them? Do
you prepare intensively, or hardly at
all? Are your tempted to postpone
them... or live in dread that they will
be cancelled at the last minute? Do
you feel vulnerable? Or excited? Or
perhaps a mix?

This article attempts to map out
three of the uncommon mistakes.
I'm going to skip the obvious stuff,
such as preparation or getting your
story straight. There's plenty written
about that. Here's some of the more
subtle ways in which professionals
regularly "blow" a first meeting.

|. Being interviewed, right from
the start: Even in an interview, why
keep all your questions to the end?
"Just before we start..." is a very
powerful moment: use it to ask a
couple of great questions and
enhance your credibility.

2. Talking too much about you,
your stories, your successes,
your solutions: Stories can
however be used to illustrate

insights, as springboards for great
questions that you can ask them.

3. Many make the mistake of
selling themselves in a single
meeting. This is usually a mistake
in today's economy, because there is
nearly always another decision-
maker to be consulted who is
probably not in the room and has
not met you. It's probably more
effective to get a second meeting -
involving them - before you start
writing a proposal.

© Copyright, John Niland

About the Author

John Niland is the principal coach
and founder of Success 121. He
works throughout Europe leveraging
his extensive experience of value-
centred growth in Benelux, France,
Ireland, Scandinavia, Switzerland and
the UK. John works with
professionals who want to develop
opportunity: e.g. new markets, more
sales, career-advancement and
economic impact. He offers personal
mentoring and coaching to individual
professionals who want to advance
their career and create opportunity,
with more impact and value.

With extensive European
experience in consulting, accounting,
FMCG, retail, technology and
financial sectors, John is the Author
of “Hidden Value” and “100 Tips to
Find Time”, He is passionate about
supporting those who have the
courage to contribute as well as to
win.

Co-ordinates

Brussels: Boulevard Brand Whitlock
158/4, 1200 Brussels, Belgium

UK: 33 Hyde Park Square

London W2 2NV, UK

Belgium (0032) 322 201 1121
London: +44 (0) 845 644 3407
Email: info@success|21.com

Web: http://www.success|2|.com


https://www.linkedin.com/in/shellygreenway/
mailto:info@success121.com
http://www.success121.com/

Better Business Focus

Michel Theriault
6 steps to influence others with

March and April 2018

®&" g your business writing

Business writing used to be simply
about communicating - getting
information across to others. Not
anymore. Now you have to influence,
not just communicate, with your
writing.

And it’s not just ad copy, sales
material or proposals that need to
influence. Whether you are
competing for business or
competing for career
advancement in your organization,
everything you write should be
designed to influence the readers
to like you, buy from you and
even talk about you. That includes
your staff, colleagues, boss and
customers.

If you aren’t influencing, your
competitors or colleagues
probably are, and that’s driving
increased attention and business
for them.

If you simply sit down and start
writing that letter to the
customer, memo to your
employees or anything else,
you’re writing backwards. Before
you put pen to paper, you need a
strategy to influence.

I’s not as hard as you think. You
don’t have to be a salesperson,
copywriter or public relations
guru. All you need to do is follow
these six steps for everything you
write:

|. Establish Your Purpose
Everything you write needs to
have a purpose, otherwise why
would you bother writing it?

If you’re writing a memo to your
employees, you try to influence
them to follow your instructions
or procedures.

When writing a report internally
or even a memo or status update
for your boss, you are trying to
tell them how your initiatives are
succeeding and influence them to
see you as a high performer.

When you write a letter to a
customer, you want them to
agree with your position, buy
more from you or simply feel
good enough about their
interaction with you that they’ll
become a repeat customer.

When you write a sales letter or
proposal to a prospective
customer, you are trying to
convince them to become a
customer because of the benefits
you provide and attributes you
have.

When you tweet, write a blog on
your company website or post a
Facebook update, you're trying to
get interest in your product or
service.

By understanding the purpose of
what you are writing, you can
then develop the strategy you
need to achieve the influence you
want.

2. Analyze Your Audience

To be influential, you need to
know what will actually influence
your audience. Then, you can
write in a way that is tailored to
what matters to them instead of
what matters to you. Do this by
targeting your message and your
arguments to their interests. That
means you might even have to

write more than one version to
target different audiences.

Take a step back and think about
the issue from your readers’
perspective. For instance, if you're
introducing a change in policy,
what will it mean to them? What
will be the impact? What will they
care about? What will they think
of your motives or reasons for
doing this? Depending on what
you’re writing, you’ll be able to
come up with many questions that
will help get to the question about
what matters to them.

If possible, seek out trusted
members of your target audience,
such as customers or even
employees and run your initial
thoughts past them to get their
reaction. Incorporate this into
what you write.

3. Deal with Their Objections
While it’s part of analyzing your
audience, their possible objections
are something you need to
specifically deal with. Unlike a
conversation or a sales call, you
won'’t have the opportunity to
clarify what you write or respond
to their questions while they are
reading.

Think about questions they might
ask or objections they might raise
and answer them in the first place.
Don’t be afraid to raise issues if
you have an answer for them. If
you leave a vacuum, the reader is
more likely to think you are hiding
it or don’t understand it and it will
remain a concern to them, making
it hard for you to influence them.
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One way to do this is to ask
someone else to look at what you
write. Have them tell you what
they would want to know that
you haven’t said or what
objections they would raise. Then
address what they tell you in your
document. Don’t be afraid to get
several people to give you input if
it’s important.

4. Provide Evidence

Quite simply, facts sell. Don’t be
general when you talk about
issues -- provide evidence and
facts that they can relate to, which
means not just giving them raw
numbers, but putting them in
context.

If you have to, dig up details and
do some number-crunching to
back up what you are saying. Find
examples you can use and even
tell a story to make what you sell
believable and make it relate to
the reader.

This is particularly important in a
sales letter, proposal or other
material you use for selling, but it
is also important for internal
memos, reports and business
cases.

5. Make It Clear and Concise
No one has time to read long,
fancy writing that makes the
writer look like a scholar but
quickly loses the reader. Your
readers don’t have the time to
absorb long documents or
complex sentences and
paragraphs. Your goal isn’t to
impress the reader with your
writing skills; your goal is to
influence them.

Keep your sentences as short as
possible and don’t write long,
blocky paragraphs. Break them up
to make them easier to read and
absorb.

Think about everything you write
as an executive summary and
keep it short and to the point,
focusing on the important things
and leaving everything else out. If
you need to include background
information, provide it separately,
either in another background
document or in an appendix. If
they need to see it, they will read
it. Otherwise, it won’t dilute
what’s important.

6. Structure Your Writing
Along with writing that’s clear and
concise, structure what you write
to make it easy to read and to see
the important information,
arguments and points.

Use headings to introduce
paragraphs and switch some
paragraphs into bulleted lists,
which will be easier to read. If
writing a business case, throw out
the traditional headings and make
your headings meaningful, even
converting them to questions such
as “What is the Issue?”, What are
the Options?”, “Why is this
Option the Best?”, etc.

Use tables to present information,
such as pros and cons, options or
anything that you are comparing.
You can even use a 2-column
table with headings to the left and
content to the right instead of the
traditional format where the
headings and content follow one
after the other. Include key
information in pull-out boxes that
the rest of the text wraps around
(this is easy to do in nearly all
word processing software) or
make a wide left margin and
include details and facts, including
charts and graphics where
applicable, in the margins to
support the main text beside it.
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Innovation needs communication

In 2014, Thomas Royen, a retired
German statistician, solved a puzzle
that had stumped mathematicians for
decades. Called the Gaussian
correlation inequality, it involves the
probability of a random point lying in
overlapping shapes and is one of
those seemingly simple mathematical
ideas that is devilishly hard to figure
out.

Yet the mathematics community
was sceptical. Royen published his
proof, which was not formatted in
the standard way, in an obscure
journal where he sat on the
editorial board. So many simply
assumed that Royen’s work was
just another of the many false
proofs that had emerged over the
years.

Eventually, two other
mathematicians restructured
Royen’s paper, published it on
arXiv.org and his work was
recognized, but it could

have easily been lost for another
generation. “l am not so talented
for ‘networking’ and many
contacts.” Royen said dismissively,
but his apathy points to a larger
problem. Innovating is not just
about ideas but communicating
them.

The Curious Case Of Ignaz
Semmelweis

In the 1850’s, Ignaz Semmelweis
was a doctor at the obstetric
ward of Vienna General Hospital.
Appalled by the number of deaths
in the ward, he instituted a strict
regime of hand washing and
virtually eliminated the childbed
fever that was endemic at the
time. Alas, things did not go well
from there.

Instead of being lauded for his
accomplishment, he was

castigated and considered a quack.

Part of the problem was that
Semmelweis’s ideas about hand
washing conflicted with the
prevailing miasma theory of the
day. It was widely thought at the
time that “bad airs”, not bacteria,
caused disease. So, hand washing
simply didn’t make any sense to
the medical profession at the
time.

Yet as Sherwin Nuland explains in
The Doctor’s Plague, there’s more
to the story than that.
Semmelweis, much like Thomas
Royen, didn’t see the value in
communicating his work
effectively, formatting his
publications clearly or even
collecting data in a2 manner that
would gain his ideas greater
acceptance. Untold millions died
because of it.

Luckily, those that came later, like
Louis Pasteur, Joseph Lister and
Robert Koch were more attentive
and helped establish the germ
theory of disease. The truth is
that ideas alone, even
breakthrough ideas, rarely amount
to much. Innovations need to be
communicated effectively if they
are to spread and make an impact
on society.

The Balkanization of
Knowledge

Unlike Semmelweis, the natives of
Tasmania, a small island off the
coast of Australia did not choose
their isolation. About 10,000
years ago the land bridge that
connected it to the mainland was
submerged under the sea, cutting
off all access to the larger
population. The people of
Tasmania were left on their own.

As Jared Diamond described in
Guns, Germs, and Steel, this not
only cut off Tasmania from
advancements that Australians
came up with after the split. The
societies there actually regressed,
losing much of the technology that
they previously knew how to
make. Again, innovation is not just
about ideas - it is also about
people and their interactions.
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Sometimes the barriers are not only
geographical, but linguistic and
cultural. Gregor Mendel’s discovery
of genetics was nearly lost to
history, because as a Bavarian monk,
he was out of the scientific
mainstream of his time. In a similar
vein, without G.H. Hardy to help
translate his work into formal
mathematical proofs, the genius of
Ramanujan would likely been lost.

Even with digital technology, which
has largely broken down barriers of
time and space, conceptual barriers
still remain. On the InnoCentive
platform, which offers bounties for
solving problems that seem to defy
conventional methods, answers to
seemingly intractable problems
always seem to come from
specialists in some adjacent domain,
not that in which they arose.

Technology can help here. Consider
the Materials Genome Initiative,
which aggregates a dizzying array of
interdisciplinary knowledge that
encompasses chemistry, physics and
engineering for use in industries as
diverse as manufacturing and
renewable energy. Yet because the
data is made machine readable, it is
highly accessible for anyone who
wants to use it, whatever their
background.

The Increasing Importance Of
Teams

In an article in Harvard Business
Review, Bain & Co. partner Michael
Mankins estimates that while a
typical executive in the 1970’s might
have received 1,000 messages a
year, that number has skyrocketed
to more than 30,000 today. He
points out that the increased level of
communication means that we have
little time for uninterrupted work.

Mankins sees this as a bad thing, but
the truth is that the nature of work
has changed. Part of the reason that
earlier executives communicated
less was that they were so busy
doing grunt work. Today, however,
those rote tasks have largely been
automated. As Mankins himself
wrote in an earlier article, “Today,
an algorithm can assemble many
more facts about the accounts than
any human being could easily
process.”

That’s enabled us to tackle far more
difficult problems, which requires us
to work closely with others who
can add their skills to ours. Today,
even in highly technical fields, there
is a strong trend toward

teams rather than solitary work, and
those teams are getting larger, the
work they do is more
interdisciplinary and is done at
greater distances than in the past.

The truth is that chief task of
humans today is increasingly to
work with other humans to design
jobs for machines. Clearly, that
means we need to spend a lot more
time and effort communicating with
others than sitting alone at our
desks. Increasingly, we live in a social
economy with collaboration at its
center. It is no longer just efficiency,
but agility and interoperability that
makes firms successful.

140 Characters Are Actually
Better Than A Flying Car
Silicon Valley investor Peter Thiel is
fond of pointing out that in earlier
visions of the future, we were
promised flying cars, but got 140
characters instead. It’s one of those
glib but witty statements that tend
to get a lot of attention. Sure, our
lives bear little resemblance to a
Buck Rogers comic book, but so
what?

When you think about it, 140
characters are actually better than a
flying car. Even if we had flying cars,
where would we go with them?
Who would we see! How would it
make our lives measurably better?

Now imagine that earlier
generations had the Internet. If
Gregor Mendel had been able to
post his work on the web, the field
of genetics might very well be
decades ahead of where it is now. If
Ramanujan had been able to tweet
to Hardy and other mathematicians,
how much more effective could
their collaboration have been?

The problems we solve today are
exponentially more difficult and
complex than in the past and we
need to collaborate across
boundaries of not only time and
space, but language, culture and skill
set. That will take more than just
ideas. The challenges ahead will
require us to combine ideas and the
people who have them.
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Andy Bounds
Don’t prepare content; prepare questions
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You know your next presentation?
The one that’s fast-approaching?

Have you finished your prep yet?

If so, have you prepared like

virtually everyone else does:

I. Slides — most of your prep
time will have gone on
creating your content, which
you copied onto slides; and

2. Run-through — you might have
also done a quick run-through
the slides, to practise your
delivery

Both are important. After all, if
you don’t do these, you'll have
no/rubbish slides. And everyone —
mostly you — will hate your
delivery.

However, there’s a problem.
Both these are focused on what
you'll say.

This means, that during your
presentation, you'll say a lot.

And your audience might not say
anything.

So, what could have been a two-
way, engaging conversation might
become a one-way monologue.

But both you and your audience
prefer things two-way. So instead...

Prepare a third thing:
3. the questions you’ll ask

In other words, for each slide,
work out at least -2 questions
you’ll ask, to get the audience
speaking. And then weave these
into your delivery.

There are lots of great things

about doing this:

e You enjoy your presentations
more — they’re more
interactive

e They enjoy your presentations
more — they’re more
interactive

e You reach consensus quicker
(after all, people are wedded
to things they’ve helped
create)

o It takes the pressure off you.
You don’t have to be
wonderfully engaging for 30-
minutes. You just need to be
part of a chat. You might only
speak for half the time. That’s
miles easier

Best of all?

Audiences never say “well, you
clearly prepared some wonderful
questions”.

Instead, they’ll say “I enjoyed that
conversation — thank you”.

Action Point

For your next presentation,
identify |-2 questions you can ask
for each slide. Then, when you're
practising your run-through,
practise asking these questions as
well. That way, they’ll feel natural
when you ask them.

In fact, there are four other things
to master when you make
presentations. Here’s a short,
free video explaining what they
are, and how to be better at each

of them.
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Di MclLanachan
How do | prioritise my workload?

Prioritisation

Things which matter most must
never be at the mercy of things
which matter least.

-Goethe
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ACTIVITIES:
People who over-eat are often Prevention, PC activities
described as having ‘eyes bigger than
their stomachs’. The time
management equivalent is the person
who takes on more and more
projects that look inviting and
exciting, with a total disregard for
existing work commitments.

Important
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Prioritisation is the cornerstone
of good time management. It
ensures that the time available to
you is being spent on the most
essential activities. The mistake
that is most commonly made is
failing to differentiate between
important and urgent tasks.

II1 v
ACTIVITIES:

Not important

This behaviour is typical of a Type
A working style and the end result
is ‘plate spinning’ — dashing from
one unfinished task to another,
putting in short bursts of effort
and hoping that none of the plates
crashes to the floor. Not only is
this a very ineffective way of
working, it is also a very stressful.

To regain control over your
workload, a reality check is
essential. Prioritise everything on
your things-to-do list and then
estimate how long each task
needs in order to be completed.
Having allocated a time to each
task, double it! Type A people are
renowned for under-estimating
how long a task really needs,
which then impacts on other
work.

And finally, apply a little discipline.
If your current workload is
scheduled with time estimates, it
becomes easy for you to see
when you will be able to take on
the next project. Only if priorities
on items in your current
workload change significantly can
you offer to fit in yet another
project.

The scenario of being allocated
too much work by a superior and
feeling that you cannot refuse is
addressed in another page of this
topic — The art of saying ‘no’.

! Important tasks

These tasks directly contribute to
the achievement of your job
objectives and the functioning of
your organisation, in other words,
the work that you are paid to do.
This often takes the form of
project work with short-,
medium- and long-term deadlines
for completion.

! Urgent tasks

These, if not completed very
soon, will have a negative impact.
However, what often happens is
that tasks assume a level of
urgency that is inappropriate but
that may conform to the culture
of the business, so everything is
wanted by yesterday. Because
these tasks are frequently quick
and easy in nature, they get
allocated a higher priority than
they warrant and are continually
put ahead of tasks that are
genuinely important but don’t yet
have a close-in deadline. The end
result is a potential crisis situation,
with important tasks, crucial to
the functioning of the business,
now threatening to cause a major
crisis if they are not dealt with
immediately.

Work categories
The first stage in learning how to
prioritise effectively is to allocate

your tasks to appropriate
categories.

Quadrant | — important and
urgent

These are tasks that are essential
to the functioning of the
organisation and must be done
urgently to avoid a potential crisis.
These top priority tasks must be
actioned ahead of all the rest. For
example, you are working at your
desk and the fire bell starts
ringing. It is not a scheduled fire
drill; there is a real possibility that
the building is on fire. This is
important and urgent; whatever
else you were doing, you must
now interrupt it and evacuate the
building.

Quadrant 2 - important but
not urgent

These are the tasks which are
defined in your job objectives and
which you are employed to carry
out. Often, these tasks are
projects of medium- to long-term
duration and therefore lack
urgency. However, you should be
assigning regular chunks of time to
these activities in order to fulfil
your job role and your annual
appraisal will reflect how well you
have done this.
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Quadrant 3 — urgent but not
important

These tasks threaten to cause a
negative impact or disruption if
they are not actioned quickly.
However, they may well be
outside the scope of your job
objectives and the extent to
which they contribute to the
functioning of the organisation
may be questionable. Sometimes,
the degree of urgency may have
been defined by someone else,
whose judgement may be
inaccurate, or at least, different
from yours.

Quadrant 4 - not important
and not urgent

Tasks in this quadrant are not an
essential part of your job
objectives, neither will there be
any noticeable impact to the
business if they are not done at
all. For example, reading trade
journals and newsletters is a
useful thing to do if you have time.
However, if a pile of these has
accumulated, all still waiting to be
read, and some of them are now
several months old, they could
probably be discarded without
causing any impact whatsoever.
It’s not so much how busy you are,
but why you are busy. The bee is
praised. The mosquito is swatted.
-Mary O’Connor

By necessity, Quadrant | tasks get
tackled first. However, instead of
Quadrant 2 tasks being next,
Quadrant 3 (urgent but not
important) tasks consistently jump
the queue ahead of the Important
Quadrant 2 tasks. An ignored
Quadrant 2 task has the potential
to become a crisis and move into
Quadrant |, displacing everything
else. If, however, the task had
been addressed earlier, before it
became urgent, the crisis would
have been avoided.

If you find yourself firefighting on
a regular basis, it may well be that
you are not giving Quadrant 2
tasks sufficient importance in your
daily work allocation.

The question to ask yourself to
determine the importance of a
task is: ‘Will doing this task move
me towards achieving my goals
and/or job objectives?

To determine the urgency of a
task, ask yourself: ‘WWhat would be
the impact of not doing this
today/tomorrow/this week?’

And if all else fails and you feel
confronted with and
overwhelmed by a colossal
workload, ask yourself, ‘What is
the best use of my time right
now?’ This question cuts through
confusion and is a terrific antidote
to the inertia that can set in when
you have so much to do that
you’re not sure what to do next.

Your time horizon

How far ahead do you need to
look when assembling your list of
tasks and fitting them into the
appropriate quadrant?

In your job, you need to consider
a time horizon. Just how far out
do you look each day? And how
far out should you be looking? For
someone working on a customer
service desk, it is not much
further than the next call. For a
team leader, it might be a couple
of weeks. The higher up the
management structure, the more
distant the time horizon (and the
tasks connected with it) you need
to be considering. The CEO of a
large corporation might be
looking 20 years ahead.

Story
There is a story about a seminar leader
who placed a large jar on a table. By the

side of the jar he placed a bucket of gravel,

a bucket of sand, a bucket of beer, and
three big rocks. He then challenged his

participants to find a way to fit everything

on the table into the jar.

After numerous attempts, it became clear

that the only way to successfully fit
everything in was to start with the big
rocks first. The gravel filled the gaps
between the big rocks, the sand filled the
gaps in the gravel, and the beer filled the
gaps in the sand.

(The moral is that there is always room for

beer.)

When it comes to managing our time, it’s

pretty easy to get caught up in the daily
gravel, ground down by the sand, and
swept away by the beer. What can be

tricky is finding ways to put first things first
— to prioritise the big rocks — those things

in our life that matter most.
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Client centricity leads to
profitability
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As one who has been on the inside of
accounting firms as a partner and
marketing director trying to
implement such concepts as client
centricity, | can honestly say that
most marketing and management
concepts are easier said than done.
When it comes to clients, many
partners think they know what their
clients really want, but in reality they
scarcely do. In short, most client-
centric service strategies produce
neither the “wow” factor nor the

profits.

Client Centric

The proof of being a client centric
firm lies in firm profitability. In
every market there are firms that
actually know what their clients
want. They deliver their services
and products in a cost effective
and profitable manner and beat
out the competitors.

Take any successful company for
example. Have you ever
wondered why or how they make
money? Apple continues to make
money selling a commodity (iPads
and phones) in an extremely price
sensitive market.

Apple’s success is based on
understanding what its customers
want and then developing and
executing a dominant value
proposition. Accounting firms that
want to excel in client centricity
need to do the same thing. This is
where the rubber meets the road.
Most accounting firms (and most
businesses in general) talk about
being client-centric, but when you
ask them about their value

proposition, they find it hard to
describe it. Common responses
are: our expertise, our people,
our reputation, our quality
control process, etc.

Unfortunately, individual clients
don’t really care about any of
these things in themselves. They
only care about what you can do
for them. They care about how
you can make their lives easier.
And, they care about how you can
provide them with a better future.
While your service capabilities
(i.e., knowledge, expertise, and
people, etc.) are part of the
equation, they are not the critical
part. Clients want to know what
you can do for them, not, what
you do. Unless you can answer
the question, “What can you do
for me?” you’re not client-centric.

This is where most CPAs fail.
They fail to identify how ready a
client or prospect is to make a
change. They fail to understand
the possible solutions to the
problem at hand and hence fail to
provide alternative solutions.
They fail because they think they
know the answer to the problem
without understanding the
problem.

Clients face problems, threats and
emergencies. A problem could be
some annoying occurrence. Most
clients will live with problems until
they become either a threat or a
crisis. As their problems move
more toward the crisis end of the
spectrum, they are more likely to
take immediate action. A prospect
that is facing bankruptcy has little
time to think about what he
intends to do. The prospect’s
vision of the future can be very
bleak — voluntary or involuntary
bankruptcy, losing a business,
laying off long-term employees,
and so on.

When the prospects’ vision is
bleak they will select the firm that
can provide them with the best
possible future. In fact, clients and
prospects always select the
service provider that
demonstrates the ability and
credentials to help the client
create a better future. To
accomplish, this service providers
need to understand the client’s
issues. This is a time to ask
questions rather than to give
solutions.

Since each client and prospect
problem is unique, the value
proposition also needs to be
unique to the individual client or
prospect. This takes works, but
when you do it, you’re more likely
to win the client.

Not all prospects are ready to
buy. Don’t waste valuable time
with prospects that are not ready
to use your services. ldentify as
soon as possible the readiness
level of prospects or existing
clients. Don’t spend a minute
more with those who have no
interest or have put the issue at
the bottom of their to-do list.
Keep your name in front of them
by sending articles, newsletters,
or emails from time to time.
When they are ready to buy, they
will most likely call you.

Client Profitability Matters
There is one other aspect of being
client-centric that is seldom
discussed. It’s focusing on
individual client profitability. Firms
that are truly client-centric know
which of their clients produce the
highest economic profit for the
firm. And, they spend most of
their time and energy serving
those clients. Firms that are not
client centric usually use one of
the following reasons for not
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measuring individual client
profitability

“ Some claim they cannot measure
the profitability of individual
clients. Some even claim that they
don’t have any unprofitable
clients. Denial is a wonderful
thing. It cures, at least
temporarily, all problems. My
response is that you have no
choice but to measure individual
client profitability.

“ When firms are actively
acquiring clients, they tend to get
enamoured with growth and fail
to measure how much it costs
them to acquire the new clients.
Worse yet, they often have no
idea how long the clients are likely
to stay with the firm.

“ Many firms look at average client
profitability. That too is an
enormous mistake. There’s an old
saw about the millionaire and the
bum. The millionaire is worth one
million and the bum is worth one
dollar. Their average net worth is
$500,000. Would it make a
difference as to which one
became your client? The same
holds true for average client
profitability — it really doesn’t tell
you anything.

Firms need to determine what
percent of their total economic
profits come from the best 20% of
their clients. Do the same thing
with the worst 20%. You will be
surprised to find out what the
latter 20% are costing your firm.

Who’s Responsible?
Profitability and client centricity
has to become the DNA of your
firm. Being client centred not the
responsibility of your marketing
director or marketing
department. While they can
certainly help you understand the
needs of your clients and analyze
client profitability, it is the line
partners who are the first line of
defense. If they fail or fail to
understand what being client
centered really means, then they
must bear the responsibility and
the consequences.

Becoming client centric requires
an investment in training and
retooling. The return on your

investment will be immediate and
significant.
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Preparing for
GDPR: 12 steps to
take now

Continued from Page |4

(6) Lawful basis for processing
personal data

You should identify the lawful basis for
your processing activity in the GDPR,
document it and update your privacy
notice to explain it.

(7) Consent

You should review how you seek,
record and manage consent and
whether you need to make any
changes. Refresh existing consents
now if they don’t meet the GDPR
standard.

(8) Children

You should start thinking now about
whether you need to put systems in
place to verify individuals’ ages and to
obtain parental or guardian consent
for any data processing activity.

(9) Data breaches

You should make sure you have the
right procedures in place to detect,
report and investigate a personal data
breach.

(10) Data Protection by Design and
Data Protection Impact Assessments
You should familiarise yourself now
with the ICO’s code of practice on
Privacy Impact Assessments as well as
the latest guidance from the Article 29
Working Party and work out how and
when to implement them in your
organisation.

(I'1) Data Protection Officers You
should designate someone to take
responsibility for data protection
compliance and assess where this role
will sit within your organisation’s
structure and governance
arrangements. You should consider
whether you are required to formally
designate a Data Protection Officer.

(12) International

If your organisation operates in more
than one EU member state ( cross-
border processing), you should
determine your lead data protection
supervisory authority. Article 29
Working Party guidelines will help you
do this.


mailto:aaquila@aquilaadvisors.com
http://www.aquilaadvisors.com/

Better Business Focus

March and April 2018

August J. Aquila

Side Bar: ways to improve gross profit

Services

Impact on GM: Having unique and
value-added offerings enables you to
charge more of a premium for your
services.

Also, the more you sell of these
services, the more efficient you
become at delivery. Both the
increased revenue and controlled
delivery costs will favourably impact
your gross margin (GM).

Start by asking these questions:

I. Is there a real need for our
current offerings?

2. How long will that need last?

3. Are our offerings unique to
the technology, industry
and/or business area allowing
us to price them accordingly?

4. Are our offerings repeatable
or scalable enabling efficient
delivery of services?

Marketing

Impact on GM: Targeting the right
markets (i.e., geography, industry,
companies, buyers, influencers,
etc.) for your services is essential
followed by creating awareness
and demand for these offerings.
Having prospective clients want
your services will enable you to
value-price your work for them.

Start by asking these questions:

I. Do our service offerings align
with our marketplace?

2. Are our target clients aware
of how our services can
benefit them?

3. Do current clients know
about our other services?

4. Are our marketing campaigns
focused on selling our
differentiated offerings?

5. Are we generating enough
qualified leads for the business
we want?

Sales

Impact on GM: Qualifying and
pursing the right opportunities
increase your probability of
winning deals and enable your
sales team to work more
efficiently. These should result in
shorter sales cycles, a better
contracted backlog of business,
and higher booked margin per
project.

Start by asking these questions:

I. Do we manage the sales
pipeline to ensure our team is
focused on selling the right
services versus selling
anything?

2. Is sales management working
with finance to periodically
review and set rates and
guidelines for pricing and
discounts in order to reach or
maintain our targeted gross
margin level?

3. Do we revise our project
estimating assumptions and
guidelines based on actual
project outcomes or do we
risk repeating history based
on potentially flawed or
outdated assumptions?

4. Are we monitoring client
negotiations to ensure
concessions or compromises
(scope, time frame, pricing,
etc.) have the least possible
impact on gross margin or do
we at least understand the
impact we agree to!?

5. Does our sales incentive
program drive the results
needed to achieve company
revenue and margin goals?

Service Delivery

Impact on GM: Having good
project management and a
delivery methodology and tools,
which are followed on a
consistent basis should enhance
project quality and efficiency
helping to control costs. Resulting
project margins should be on
target, unplanned fee write-offs
should be minimal, if any, and
ultimately, client satisfaction
should be high.
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Start by asking these questions:

I. Is our project manager
controlling the scope of work
and corresponding fees with
client involvement?

2. Are all components of the
project being monitored and
corrective actions taken as
necessary!

3. Budgets and overall time
frames

4. Efficiency of work being done

5. Quality of work/re-work

6. Charging/billing all time
incurred and allowable

7. Personnel issues that could
cause problems or delays

8. Are we managing client
expectations to avoid project
issues and delays and to
optimize the relationship?

Support Services

Impact on GM: Internal business
operations have an indirect, yet
important influence on revenue
and costs affecting gross margin.
For example, untimely turnover of
delivery personnel can create
inefficiencies on projects resulting
in delays and cost overruns, which
will reduce gross margin and
possibly impact client satisfaction.

Start by asking these questions:

I. Do we have a staff retention
program in place or at least
enough proactive focus on this
areal

2. Are we managing
billability/utilization to
minimize bench costs and
maximize services revenue!

3. Are we providing up-to-date
project tools and IT services
to improve delivery quality
and efficiency?

Do we ensure accurate and timely
billing of fees and expenses to
avoid client issues and potential
revenue write-offs?

© Copyright, August Aquila

About the Author:

August Aquila is the founder and
CEO of AQUILA Global Advisors,
LLC and is a key thought leader
for professional service firms
(PSFs). He has worked with
various types of PSFs in the US,
Canada, India and England.

August brings a wealth of hands-
on experience to his clients and
presentations. He was a partner
in a Top50 US CPA firm and a
senior executive with American
Express Tax & Business Services,
Inc., For 30 years he has advised
PSFs in the areas of succession
planning, mergers and acquisitions,
compensation plan designs and
partnership issues.

In 2004, 2007, 2009 to 2016 he was
selected as one of the “Top 100
Most Influential People in The US
Accounting Profession” by
Accounting Today.

His articles have appeared in MP
(Managing Partner), Journal of
Accountancy, CA Magazine,
Accounting Today, Of Counsel and
other major publications.

Recent books include How to
Become the Firm of Choice, What
Makes a Great Partnership, Client at
the Core: Marketing and Managing
Today’s Professional Services Firm;
Performance Is Everything — The
Why, What and How of Designing
Compensation Plans; Compensation
as a Strategic Asset: The New
Paradigm; What Successful Managing
Partner Do and Engaging Partners in
the Firm’s Future. August holds an
MBA from DePaul University
(Chicago) and a PhD from Indiana
University (Bloomington).

Co-ordinates:

August J. Aquila, PhD

Aquila Global Advisors, LLC

4732 Chantrey Place

Minnetonka, MN 55345

Email: aaquila@aquilaadvisors.com
Web: www.aquilaadvisors.com

March and April 2018

How to Become the Firm of Choice

BY ROBERT J. LEES AND AUGUST ). AQUILA



mailto:aaquila@aquilaadvisors.com
http://www.aquilaadvisors.com/

Better Business Focus

Matthew E May

Strategy isn

‘ A

A significant portion of my strategy
development work is with internal
functions, a click or two below
corporate and business unit strategy:
marketing, human resources,
purchasing, and even internal strategy
groups.

There is good news and bad news
in this. The good news is that
internal functions have recognized
the need to be strategic, even if it
is because higher level strategies
demand supporting strategies. The
bad news is how many internal
functions don’t think strategy
applies to them.

When | ask internal functions to
show me what guides their
department’s work, I'm more
often than not handed a plan,
which is a budget in disguise. It is
rarely explicit in laying out a
winning aspiration with clear
where-to-play and how-to-win
choices.

Now, in fairness to internal
functions, there is a reasonable
explanation for not having a clear
strategy: most internal functions
have been granted what they
believe is a monopoly. In other
words, they do not have to worry
about customers or competitors,
because they think they’re the
only game in town...town
meaning the broader organization.
Generally speaking, monopolies
exist to serve themselves. The

language | hear from internal
functions often reveals this
mentality: they almost think of the
broader organization in an
adversarial way... “they this” and
“they that.”

Woake-up call to internal functions:

you most definitely are not the
only game in town. You MUST
have customers other than
yourselves. And if by chance your
feathers are getting ruffled by
internal customers demanding
better value from you, know that
in all likelihood you’re being
considered for replacement. Ever
heard of outsourcing? (business
process outsourcing, BPO, is a
multibillion dollar market!)
Automation? Disintegration?

Internal functions should, in fact
MUST think strategically. Meaning,
focusing outwardly on customers
and competition. The question is,
how should internal functions
approach crafting a strategy?

Let’s suppose we're talking about
the Human Resources group in a
fictitious, rapidly expanding
midsize company, GrowthSpurt,
Inc., which, true to its name, is
experiencing rapid growth due to
a new service division launch,
demanding dozens of new hires.

Sam Stickler, the SVP who heads
the department, is getting
complaints from both hiring
managers and his own team of
internal recruiters: positions are
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not being filled quickly enough
with the right, high-quality
candidates, and the recruiting
team is spent, trying to respond
to all the requests. Sam has a seat
at the executive table, the new
service division launch absolutely
must be successful, so he needs a
win.

Sam realizes his team is all over
the map, essentially firefighting
without focused priorities. He
does not have an explicit strategy
for handing the demands of the
organization, but it’s clear that
whatever they are currently doing
is not going to produce the win he
needs. He gathers his best
thinkers to think through a
strategy.

The team defines the problem
simply: inability to effectively meet
GrowthSpurt hiring needs due to
a lack of focused priorities and an
overburdened recruiting team.

Step |: Reframe the Problem.
The team reframes the problem
as a choice between two mutually
independent high-level options:
outsourcing to a recruiting firm or
focusing their internal recruiting
services...essentially a buy vs.
build choice.

Step 2: Generate Possibilities.
The team uses these two options
to brainstorm and generate a
dozen where-to-play/how-to-win
possibilities.
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For outsourcing, the possibilities
generated run to a central theme
of handing off some or all of the
recruiting. There are many more
possibilities for creating focus,
though, including teaching hiring
managers to do their own
recruiting, designating recruiters
to specific needs, creating special
S.W.AT.-like “strike” teams to
handle critical and urgent hires,
handling the squeakiest wheel
first, focusing on the highest level
positions only, or focusing on the
positions most in need by the
service business end-users.

Step 3: Select Strategic Themes.
The team doesn’t find the
outsourcing route attractive, as it
builds no long-term capability.
They decide that two different
strategies for focusing recruiting
services should be explored. One
is a centralized recruiting strategy,
requiring developing a clear
approach to prioritization. The
other is a decentralized recruiting
strategy, requiring an approach to
building recruiting capability
among key hiring managers within
the new service division. They
nickname the first strategy
S.W.A.T,, and the second strategy
DEVELOP.

Both potential strategies are then
developed using the Playing to
Win framework:

e Winning aspiration

e Where to play

e How to win

e  Critical capabilities

e Required systems

For illustration purposes, let’s
look at just the S.W.A.T. strategy.

Step 4: Winning Aspiration. The
SWAT winning aspiration is
defined as “to become a highly
effective recruiting partner for
GrowthSpurt with the ability to
identify and hire the highest
quality candidate within an
informal service-level agreement
(SLA) period of 15 working days.”
This represents a three-fold
improvement and rivals the
promise of the leading outside
recruiting firm.

Step 5: Where to Play. Where-
to-play spaces include hiring
managers as internal customer
segments with the most business-
critical needs: Sales, Client
Support, and Marketing. The
“channel” is direct partnership
and collaboration.

Step 6: How to Win. The how-
to-win is the innovative essence of
the SWAT approach: the best
recruiters with the deepest
specific subject matter knowledge
in the need area swarm the
position to be filled in a
compressed time period in close
partnership with the hiring
manager.

Step 7: Critical Capabilities.
Capabilities and activities needed
to be performed at the highest
level in order to produce the
how-to-win advantage include:
candidate persuasion, internal
relationship-building with hiring
managers, project agility, hiring
needs-finding, and close
collaboration.

Step 8: Required Systems. The
management systems required to
support and sustain the critical
capabilities at the highest level
include: a unique talent
identification database, candidate
attraction methodology, and
streamlined onboarding process.

Step 9: Reverse Engineer. The
team then reverse engineers the
strategy by asking “what must be
true” to identify the assumptions
and conditions under which the
S.W.A.T. strategy would be a
good set of choices and most
likely lead to success.

Step 10: Strategic Test. Of the
several assumptions identified, the
one that is most worrisome to
the team, the one least likely to
be true, is: “we can recruit as or
more effectively as an outside
recruiting firm.”

That’s where the team must start
testing the strategy.
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This type of strategic approach is
what the best-in-breed
organizations rely on to support
and sustain their corporate and
business unit strategies and move
their business forward.

Does yours?
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inspiration to our work here at
Woohoo

inc. We recently had a

chance to talk to her about it and
here’s the transcript that reveals
some real surprises about what

makes us
work.

happy and motivated at

Read the interview below and

learn:

e  Why people who find meaning
in their work are happier at
work and in life

e  Why monetary rewards can
make us less effective at work

e How external motivators like
raises and bonuses kill our
internal motivation over time

e How to help employees find
meaning at work

One of the main distinctions
that you’ve found in your
work is, that there are three
ways people find meaning in
their work. They can see it as
a “job”, as a “career” or a
“calling”. That’s a brilliant
concept. Could you please
explain each of those?

Sure. This is together with many
collaborators and co-authors of mine.
We've for a long time been
interested in understanding the
nature of the relationship between
people and the work they do, with
the idea that it isn’t necessarily a
property of the job itself, how people
think about or connect with their
work.

So we've developed a measure and
have studied people in lots of
different kinds of occupations and
have found that people, regardless of
occupation, can see the work that
they do as a “job” where the focus is
primarily financial, where you get a
paycheck out and the work is
primarily about the economic
exchange with the organization more
than about the work itself.

Or people can see the work that they
do more as a “career” where the
focus is on advancement within that
occupation or within that field, within
the same organization or across
different organizations over time. For
people who have a stronger career
orientation, their focus is on
advancement and moving forward,
with the accompanying increases in
prestige and power and so on that
come with that.

The last orientation we study is the
“calling” orientation, where people
are working not for career
advancement or for financial gain,
but instead for the fulfilment or the
meaning that the work itself brings
to the individual. People who see
their work more as a calling see the
work as an end in itself that is deeply
fulfilling and regardless of the kind of
work they’re doing, they tend to see
the work as having a societal benefit.

That is absolutely fascinating.
How common is each of
these orientations. How
many people fall into each of
these three buckets?

We looked across wide swaths of
different occupations and what we
find is about a third, a third, and a
third of people, one of these is
strongest for them.

Interestingly, if someone strongly
identifies with one, they won'’t
strongly endorse the others. We
know this both from a sort of
vignette kind of paragraph measure
that we use but also lots of single
item measures that we use to study
this.

If you look in, say, caring professions
where you would imagine that there
are more people who see the work
as a calling, you do find that. The
propensity to have a calling is
stronger there, but interestingly, it
isn’t necessarily universal. People who
are engaging very much in work that
we might idealize in our culture to be
callings, may very well see that work
as just a job or as a way to advance
to become, say, head of the
department or something like this.

Is there a difference between
low wage and high wage jobs
or low education/high
education? There might be a
perception that you might
find more people with a
calling orientation among
doctors or engineers and
maybe less so among fast
food employees serving
burgers.

It’s a great question. What we find
generally is that people who have
stronger calling orientation tend to
have higher incomes and tend to be
more educated.
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However, if you think about the kind
of work that people go into, if you
are coming from a level of income or
a level of the education and
educational opportunities that would
allow you to pursue something that
you find to be more meaningful, you
would expect generally that people in
that group would be more likely to
have found something that they feel
is a calling.

What’s interesting to me, very
interesting in my opinion, is that even
when you look at jobs that are at the
lower end of the educational, income
or status hierarchy, you also find
people who see their work as a
calling, just as you find people at the
top of the education and income
hierarchy who see their work as just
a job.

And they look more similar to each
other on the basis of their approach
to the work they do, because that
predicts how happy they are in their
work, how satisfied they are with
their work, and how satisfied they
are with their lives.

So even across the income and
education spectrum, identification
with these orientations and the
pattern of relationships between the
orientation and people’s well-being is
the same regardless.

So you don’t need a
university degree or a CEO
title to find this calling
orientation?

No. In fact, people we've studied
who are doing grounds keeping work,
laborers, people doing janitorial work
- again work that in society we tend
to view as being perhaps not
necessarily as meaningful — can be
experienced in incredibly meaningful
ways and seen as a calling by people
who are doing that work. Just as you
also see people who do that work
who see it as just a job or who see it
as a career where they want to move
up and say manage people who do
this kind of work.

It’s not the province of the work itself
it really is a function of the
relationship between the person and
the work that they’re doing.

Interesting. That means that
it is accessible to most
people. Do you have any
great examples? Have you
met any people in, which on
the face of it are low status
jobs, but who had this calling
orientation?

Yes. You know, people who work as
trash collectors, who collect the
garbage in the town in which they
work, who experience their work as
being critically important to society,
who feel that every day they are
beautifying the world by removing
the things that we don’t need and
taking them away and who feel that
this again this work is something that
the entire region couldn’t function
without it, which is true. And it’s work
that gets them outside, they’re in
touch with people who live in the
town, they’re in touch with nature,
and see the work in very positive
terms. And, certainly much more
positive terms than people who study
work from the perspective of the
design of the job would have
expected.

Same thing in a study that | did with
colleagues of mine, looking at people
who clean hospital rooms for their
job. That involves a lot of dealing
with cleaning products and seeing
pain and suffering since you’re in a
medical environment. Again, there
were people who saw the work very
much as a job. It’s a way to get
benefits, make a paycheck, and so
on. But there were also people who
saw that work as a way to fulfil a
calling, where they could play a role
in the lives of the people who were in
the hospital. They’re doing the same
kinds of duties, they have the same
kinds of job descriptions, but they
redefine it in terms of how they think
about what the work is, why it is
there, and what it is they’re doing, in
very different ways, that again is
reflected in a much deeper
enjoyment of the work and sense of
importance of the work to other
people.

Is it fair to say that people
with the calling orientation
generally are happier in their
jobs?

Yes. People who have a calling
orientation, regardless of the kind of
work they’re doing, have a
significantly higher job satisfaction
and also significantly higher life
satisfaction.
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It’s not, again, a province of what the
work is or what the job is, it’s how
the person is relating to that work,
how they think about what it is
they’re doing there.

And what about the other
two groups? Who is the least
happy?

You know it’s an interesting
question. When we had originally
begun to study this question, we
had thought that the job
orientation would perhaps be the
least happy, because there’s less
of their identity invested in the
work, because it’s simply more of
a financial exchange than anything
else. What we find, to my
surprise, is that people who see
the work as a job or a career are
equally less satisfied with the
work and are equally less satisfied
with their lives.

In the research | have done, one
of the things that | wonder about
is, in the job orientation, there’s a
focus on the instrumental; it’s a
means to an instrumental end. In a
career orientation, there’s also an
instrumental end. It’s just what
that end is, it’s different. It’s about
advancing, it’s about increasing
your status and so on.

My sense is that they’re more
similar than we might think. When
it's focused on instrumental ends,
or things that are about the self, it
seems to carry less meaning for
people.

There’s a more recent paper done
by Jochen Menges and his
colleagues, Grant and others are
on this paper as well, that look at
people who see the work more as
a job, but they’re engaging in this
job as a way to give income or pay
to their family members. This
makes the work much more
meaningful to them, again because
it’s not so much about the self.
That'’s been the surprise of this,
that job and career are more
similar than we might think.
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That’s absolutely fascinating.
So what are some ways to
cultivate his calling
orientation? What are some
things | can do for myself as
an employee somewhere to
achieve it? And what can the
organization or the manager
do for the employees to have
that calling to feel that sense
of meaning and calling
orientation?

It’s a great question and | think it’s a
complicated question.

This may be somewhat of a
surprising thing for me to say, but
there are many people for whom
work is not a domain where they are
seeking this kind of experience. They
have put a lot of their identity, of
where they see themselves fulfilling
their purpose, outside of the domain
of work. So, the place to start off
with, is to understand, is the
employee seeking this kind of
meaning in their work?

Many of them are and are not
finding it. | think for them, the best
thing for these employees, would be
to think about how they might act
upon the design of their jobs. In
other work I've done with Jane
Dutton and Justin Berg and other
colleagues, we've looked at the
practice of “job crafting.” How is it
that people in the job they’re in,
change elements of the tasks or of
the relationships or interactions in a
way that brings more of the kinds of
things that they find to be useful,
that they care about, passions that
they feel into the work. | think this
can transform the meaning of the
work. And it’s very agentic, it’s done
by the employee. That’s probably the
best path for this within the job you
have if it’s not possible to, say, move
into a job that feels more like a
calling.

For managers, this is somewhat
tricky. Job crafting is a bottom-up
activity, it’s an employee based
activity. So rather than, say, advising
managers of organizations to try to
design jobs so that they’ll feel like
callings, | think the best thing that
they can do is create environments
where people feel empowered to
make changes to the kinds of work
they’re doing, while obviously fulfilling
their responsibilities to the
organization right? You have to keep
doing what it is that the organization

has hired you to do. But can you
approach that in a different way?
Can you spend some more time in
particular aspects of the tasks that
are engaging to you? Can you build
relationships in directions that, again,
sort of will infuse the work with more
meaning?

| think giving people permission to do
this and encouraging them to do this
while fulfilling their duties to the
organization, can be a very powerful
and supportive move that managers
and organizations can make.

This reminds me of the huge
trend right now in self-
managed organizations
where you give employees
more freedom. In a lot of
these organizations, you’re
not hired to do a job, you’re
hired because you’re a great
person with great skills, and
then you have to create your
own job. That would basically
open the door for more of
what you’re describing.

Yes, absolutely. | think even in
organizations that we’ve studied,
where people have a lot of latitude
over how it is they’re spending their
time and energy, what’s interesting is
that over time even when you’ve
defined it yourself, as time passes
you move into this sort of more
crystallized definition of the job. So
even though it’s a job design you
created, people can end up treating
that job design as very static where
it’s a set of things they must do and
S0 on.

So even for people who have had the
opportunity to design it themselves,
we would encourage them to revisit
this and think about “okay well how
and where could you revisit this, to
make it @ more optimal way of
expressing what it is you care most
about, what it is that you find most
meaningful, in a way that brings a lot
of value to you in terms of the
meaning that you’re finding in the
work but also a lot of value to the
organization. And make it an
ongoing process not just a one-off
design.
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Fascinating. The reality is
that even if we do see our
work as a calling, we still do it
for the money, okay? Unless
you’re born to filthy rich
parents, you have to work
and you’re dependent on the
paycheck. So these
motivations, to some degree,
have to coexist for most of us.
You did a study recently on
how they affect each other.
Could you talk a little about
the West Point study?

Yes, absolutely. So together with a
number of colleagues, Barry
Schwartz, Tom Colditz and others
who supported this study, we studied
about 10,000 West Point cadets.
We followed them for a period of up
to 14 years and the first thing we
were interested in studying at West
Point was what was the nature of
their motivation for attending.

It’s a huge undertaking to make this
commitment. You’re in a very
intensive and rigorous academic
environment and also military
environment for four years and
following that time you are a
commissioned officer for five years.
So, it’s a nine year commitment that
people who are 18 or 19 years old
are making.

You might imagine that all of them
go because they want to serve their
country and it’s about more internal
motives about service and so on. But
there’s a lot of variance as to why
people are there. Some of them are
there because it’s a free education
that pays a small stipend. Some of
them are there because they know
that after they’re nine years of
service they can leave and they will
be likely to be employed and very
attractive to organizations where
they could have a rewarding career.

If you think about it, people who've
gone through West Point and have
become officers and so on really truly
know how to lead. They’ve got a
great education. So some of the
beople who go are there primarily
because they know there will be a
big career payoff later. So that
particular motive we characterize as
more of an instrumental motive. We
studied them upon their arrival to
West Point.

They rated all of these different
reasons for why it was they
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undertook this course of action and
we were interested in studying the
question of whether one motivations
was fine but maybe having two or
three different motivations could be
even better because then you have
more legs to your stool. There are
more reasons, perhaps, propping you
up for why it is you're there.

But what we found is something that
has gotten also support in economics
and psychology. Some people are
motivated by internal reasons, things
that are more akin to a calling. I'm
doing this because it’s an end in
itself, in this case, I'm here because |
want to be an army officer, so that
the aim of the institution and all of
these activities is my aim. ’'m not
doing it for some other outcome that
will follow from this — like being hired
by fortune 500 companies or making
more money later.

So we looked at that internal motive
and we also look at this instrumental
motive of going to West Point
because you hoped to be in a more
high-powered career later on. And
we found that in every case the
stronger the internal motivation of
the cadet, the more likely they were
to have positive outcomes over time.
Those positive outcomes were:

I. Make it through West Point.
There’s a fair amount of
attrition, it’s a very difficult
institution.

2. That they would be flagged for
early promotion because they
were an excellent officer in those
first five years of service dfter
they had graduated.

3. And also that they would stay on
and remain in the military after
their required service as military
officers.

And what’s interesting is multiple
motives. For those cadets who who
held these internal motives but
where that instrumental motive was
also apparent, the stronger the
instrumental motive was, the poorer
the outcomes were for each of these
different categories. And so it
undermined in essence the positive
effect of the internal motivation on
whether they made it through West
Point, how well they did as army
officers, and then how long they
stuck it out in the military.

We feel this is really important
because what it means is in anything

we do, whether it’s being a student,
whether it’s our jobs you know
anything we do, we may have
internal reasons for doing it, but if
you do well in it, you will get
instrumental rewards. You’ll get pay
raises, you'll get accolades, you’ll get
these other kinds of things.

The distinction that we would make
is between being pleased that you're
getting these things, versus being
motivated by them, so they become
the reason why you’re there. Like you
said, most of us need to work unless
we’re independently wealthy. It’s a
given that we must work and we do
need to pay attention to salary or the
wage rate or whatever it might be.
But make sure it doesn’t become
your reason for being there. Keep it
this secondary thing that you must
sort of attend to, but it’s not a
motive.

We feel the power of internal
motivation or the power of a calling
orientation can really carry people to
a different level of job satisfaction. In
the case of West Point it drives
performance and excellence as well.
| think there’s a hugely important
lesson there for companies, because
they constantly try to tie
performance to rewards.

What your what your study
underlines, is that whenever
you do that, the instrumental
goal will crowd out the
internal goal over time and
make you focus more on the
external motivator — the
reward - than on the internal
motivation, the calling, on the
purpose of what they’re
doing, right?

Yes. | think the best advice | could
give to organizations would be to pay
employees as well as you can. Then
move the emphasis from that. The
more that organizations narrate for
people that the reason they’re there
is to be making money, and what
they want when things go well is
more money, and that it all comes
down to, you know, that they’re
working there because they have
these instrumental goals, the harder
it is for someone to sustain in the
face of that the feeling why it is
they’re there, that has to do with the
ethos of doing the work itself or the
work as a focus of you know striving
for excellence or wanting to
accomplish the things that happen
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naturally as a result of the work,
whether that’s teaching students or
cleaning a street or cleaning a
patient’s room.

If you are removing the focus from
that and constantly reminding people
that they’re really there because
they’re getting money, | think both
organizations but also individuals
suffer.
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Lesley Maea

|0 tips for a successful intranet in 2018

2018 is the zodiac year of the Dog,
the launch of NASA'’S Insight to Mars,
and 100 years since the end of World
War .

It could also be the year you
decide to kick start that intranet
project.

Here are our top tips to help you
get started:

I. Develop an intranet
strategy, a plan, and KPlIs

Plan where you want to go, and
how you’re going to get there.
Make sure your goals are SMART:
specific, measurable, achievable,
realistic and timely. By mapping
out your plans, you will be able to
ensure your intranet reflects and
supports your wider business
strategy. Communicate regularly
with key contacts to analyze your
progress, wins and losses.
Remember that reviewing your
progress is vital to see not only
where you are heading — but also
how far you have come.

2. Appoint a project owner/s
Building your intranet will require
a project owner to ensure that
tasks run to schedule. For ongoing
management and development, a
committee of intranet champions,
representing various departments
of the business will ensure that
users’ needs are being met and
help to ensure engagement by all
areas of the business.

1 1S
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A group of 25 staff at FOX
SPORTS got together to generate
ideas and suggestions for their
new intranet. Of this initial group,
5 team members continue to be
involved in the project, taking
ownership of managing and
populating content moving
forward.

3. Take a phased approach
We've all heard it before — Rome
wasn't built in a day. Implementing
an intranet and asking employees
to modify their habits is a big
change.

In fact, you might notice at first
you lose some efficiency as
employees adapt to new
functionality or the new way of
navigating your intranet, so it’s
important to make small changes
along the way to ensure that
uptake can be regained quickly.
Set clear goals about where you
want to be after 3 months, 6
months, and so on, introducing
new functionality as you progress.

4. Plan your document
management

The beauty of storing policies,
procedures, manuals and more
within your intranet is that:

a) users know this is the definitive
and up-to-date version of the file,
and

b) they can access them easily,
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even from mobile devices. Plan
where you will store particular
documents and who will be
responsible for maintaining them.

Then, you can take things to the
next level by leveraging metadata.
(think of it as the tabs for an
online filing cabinet). Healthcare
providers Benson Radiology need
to find documents for their
patients and specialists, fast. By
applying custom-metadata to files,
they can categorize them for
super-speedy search retrieval.

5. Create a positive user-
experience

Let’s be honest, no one is going to
use your intranet if it's
overcrowded, outdated or
difficult to navigate. An intranet
with a poor user-experience will
cost users’ time, patience, and
trust in their workplace. Ensure
your Information Architecture is
logical and conduct some user
testing before going live.

6. Be open to feedback

An effective intranet is constantly
developing to suit the needs of its
users. Remember to ensure that
staff from all departments have
the opportunity to submit
suggestions and have the intranet
meet their needs.

The easiest way to do this is to
create an ‘Intranet Suggestions’
online form or an iD #Channel.
Either way, provide some
guidelines as to what kind of
feedback is appropriate, and how
suggestions will be considered.

7. Test your search

Search is the glue that binds your
intranet together. As discussed
earlier, metadata, will allow for
optimal enterprise search, so
make sure you plan how you're
going to leverage it.

8. Encourage staff
contributions

Nowadays, we see that many
companies no longer follow a
‘top-down’ internal
communications model. Instead,
they want to encourage
conversations and knowledge
sharing from all corners of the
business.

Implementing Enterprise Social
Network Functionality will
empower a wealth of user-
generated content, encouraging
collaboration and team culture.

9. Stay up to date

If you want your employees to
use the intranet every day, it must
offer something they need every
day. No matter how much effort
you put into building an intranet, if
you fail to maintain it, usership
will drop.

Remember, your intranet is the
‘source of truth’ so all stored
policies, procedures, templates
etc. must be the most current
versions. When files are updated,
make sure you share this with
colleagues. A simple way to
connect people to content in iD is
to assign a #Hashtag to the file or
use @Mention to alert the
relevant contacts.

10. Get creative!

Why shouldn’t people enjoy using
the intranet? Get brainstorming
and come up with some new ways
to share content or engage users.

George Washington University
post a monthly article to their
intranet titled ‘Up Close &
Personnel’ featuring an interview
with a particular staff member.
GWU Learning & Development
Consultant Kadie Groh says, “It’s
an opportunity to get to know people
as people, which is really nice. We
are big supporters of getting people
to bring their personal selves to
work- after all we do spend 40+
hours a week together.”

If this has inspired you, don’t
forget that we are always here to
help. Simply contact us.
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Yoram Solomon

One hiring mistake that most start-ups make

The growth stage of a startup is scary

and painful. With perfectly good

intentions, founders make this mistake,
that may lead to the company’s failure.

When a startup is born,

its founders are the creators of
everything. They are the ones
responsible for product (or
service) development, for
initial marketing and sales, and
everything else that’s needed.
They get their hands real dirty.

When they get a significant round

of financing (typically round

two or three, measured in
millions or tens of millions of
dollars), they realize that they
must grow, and they start hiring.
And that’s when they make this
mistake.

Hire big

Being a serial startup founder
myself, | remember an investor
telling me that | needed to hire

executives from large companies. |

must hire to where the company
is going, and not to where it is
now. If | plan for the company to

be a $100 million company, | need

to hire executives who ran
companies that size, and
preferably even bigger. People

who will not need to learn how to

run a company that size. And
there lies the problem.

Culture

Innovation sets successful
companies apart from
unsuccessful ones. Innovative
companies gain 6 times the
market share and 3 times the
profits of the average company,

and they do 50% better during
recessions.

My own doctoral research
showed that the culture in startup
companies is more, much more
conducive to (and supportive of)
innovation than the culture in
large, mature companies. The
latter focus more on bureaucracy
than on autonomy.

As Peter Drucker said once
(albeit he wasn’t the first):
“culture eats strategy for
breakfast.”

The importance of building the right
culture is higher than the importance
of developing the right strategy.

If the employees are not engaged
and passionate about the
company’s direction—the
company’s objectives will not be
reached. As research showed, you
cannot financially incentivize
employees to be innovative. You
cannot incentivize employees to
create exceptional customer
service. You must motivate and
inspire them to do so.

The right and wrong hires

Since research suggested that
large, mature companies have a
culture adverse to innovation and
creativity, then when you hire
executives from those companies,
you are essentially killing your
company’s culture. Don’t hire
executives based on the size of
team they led, or the size of
businesses they ran.

Hire them based on the culture
they created in their companies.
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If you want to be a great speaker
then you need to start letting go
of some old advice and start using
these alternatives. I've been a
professional speaker for 25 years
and a speaking mentor and coach
to colleagues for nearly 20 years.
There is a magic in truly
connecting with an audience that
makes it more addictive than even
the most powerful drug.

But there’s also an art to it that takes
time to learn and perfect. I've become
a relentless student of every nuance,
gesture, visual, and the choreography
that goes into a great speech; you
have to if you're going to do well
much less master it. | look at it this
way; if you have 500 people in an
audience for a one-hour keynote then
they have invested 500 person hours
to listen to you. How much time have
you spent earning that investment?

“If you have 500 people in an audience
for a one-hour keynote then they have
invested 500 person hours to listen to
you. How much time have you spent
earning that investment?”

Which is why | cringe at some of the
lame speaking advice that I've come
across over the years. Unfortunately
so much of this advice is just accepted
as gospel, and yet it trivializes what is
involved in delivering a great
presentation and it undermines the
experience for you and for your
audience.

Tom Koulopoulos

7/ terrible public speaking tips

|. Imagine the audience in

their underwear.

So, let’s get one thing straight from
the outset; it’s not the audience that’s
in their underwear, it's YOU. Until
you accept yourself—flaws, quirks, and
all-you will not be comfortable and
authentic on stage. This is the hardest
lesson for anyone to learn. We all
want to transform ourselves into
someone else when we get up on
stage. You can’t. Audiences can sniff
out a lack of authenticity like a
bloodhound sniffs out a fox.

The alternative: Be comfortable with
who you are, be self-effacing,
acknowledge your flaws and it’s
amazing how you will win your
audience over.

2. Start with a joke.

Laughing is a wonderful way to endear
yourself to an audience, but please
don’t start with, “Have you heard the
one about...” If stand-up comedy is
your thing then go for it.

The alternative: But, if you're like most
people, the funniest things you can
talk about are those experiences that
you’ve lived through. Tell a story
about yourself, your experiences, your
kids, grandkids, or your life. Presenting
is all about story telling. Keep it real!

3. Introduce yourself.

This one has become almost
universally accepted as the way to
start a presentation. And yet it is one
of the best ways to kill a presentation
before it even starts. Here’s the thing.
If they already know you there is no
need for an intro, if they don’t know
you then they don’t really care who
you are, they care about what you
have to say.

The alternative: Don’t announce
yourself; announce your intentions.
“'m here today to...” Dive right into
the deep end. Say it well and they will
remember you.

4. Limit slides to no more

than seven bullet points.

This is one of those pieces of advice
that was rooted in science. The
original intent was to keep messaging
(for an entire presentation) down to
no more than seven major points—
that’s what we can absorb easily, like a
phone number. The intent was not to
use 30 slides with 3-7 bullet points
each! Oh, and while we’re at it, if you
want to lull your audience to the
precipice of REM sleep, then by all
means use a PowerPoint template.
Seeing the same pattern, background,
and images over and over for 30-60
minutes is the best way to make them
snow blind to the message.

The alternative: I've got a better idea;
don’t use any bullets. Your audience is
there to see and hear you not to read
your slides. Think of slides as back-up
singers that are just there to provide
harmony. You should always be the
lead singer. Use bold images, change
up the backgrounds, keep them
guessing and engaged. You are the
story, the rest is just scenery.

5. Use index cards, your
smartphone, your tablet, or a
teleprompter for notes.

| know how hard it is to believe this
but you DO NOT need notes. Many
people I've coached used to freeze
when they went up on stage without
notes. But unless you’ve been trained
to use any of these devices
professionally you WILL come off
looking like an automaton.

The dlternative: Here’s a better idea.
Use the images in your slides to queue
your thinking and then just talk about
the ideas you’re trying to convey. The
blunt truth is that if you do not have
your key points and the story line for
each one memorized, and can weave
them into a story, you will come off as
being unprepared.

6. Don’t over emote. | make a $100
bet with each of my speaking protégés
that they cannot over emote in front
of a live audience. In 20 years | haven’t
once lost the bet. (It’s all recorded so
that they can see the truth
afterwards.) The reason is that we all
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have an instinctive reaction to tone
ourselves down when we are in front
of an audience. It’s a survival
mechanism that is intended to give us
the chance to size up a situation when
we are outnumbered. That works
when you have the time and the
luxury to do it. You don’t have that
luxury in front of an audience.

The alternative: You need to be who
you are and amplify your
personality. Putting yourself out
there shows that you are vulnerable,
yet comfortable and confident in
yourself and your message. People
respond to that!

7. Thank everyone for ‘“‘their
attention.”

OK, this one is just plain lazy.
“Thank you for your attention.” Is
that really how you want to end
your presentation; with a whimper
not a bang? Why not just say, “Gee,
thanks for not leaving the room.”

The alternative: Instead, end your
presentation by coming full circle to
where you started. Close the loop
on your opening story. Punctuate
your point with a pithy final line. It’s
fine to say “Thank You” at the end
(drop the “for your attention” part),
but leave it until after you get that
rousing round of applause.
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8 in 10 Americans Agree:
Online Reviews influence
their purchases

78% of online Americans aged 18-
64 agree that online reviews help
them decide whether or not to
purchase a product, including
roughly one-third who very much
agree, according to survey results
released in December by Ipsos
Open Thinking Exchange (OTX).

Compared to the global average of
69% and “97% of consumers search
for local businesses online,
according to Google”.

With numbers like this it’s no wonder
your online reputation is important.
This service is for retail stores that
have a good reputation and wish to
keep it that way online, one bad
review can cost you a fortune and it
may well have nothing to do with you.

So this is what we do

® Scan the entire internet everyday
looking for any comments or
reviews about your business

®  When a comment is found it’s
reviewed by a real
intelligent person to decide on the
course of action

e Positive comments are forwarded
on to you

e Negative comments are also
forwarded on to you, and
followed up by a phone call to
discuss how we will respond

e Responses are posted and positive
reviews are posted on top of the
negative one

e Training on how to get positive
reviews from your clients

The one thing we don’t do is build
your reputation, your products and
customer services do that, we just
protect your hard-earned reputation
online.

If you have serious reputation
problem, you may need to talk to John
about how to transform it.
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Paul Sloane

We need leaders who can change
their minds

Why do we find it so hard to change our
minds? Why are we so critical of people
who do change their minds?

John Adair, the leadership expert, says
that the most important (and often
the most difficult) sentence for a
leader to utter is, ’| admit that | was
wrong.’ But on the rare occasions
when political leaders change their
minds they are accused in the media
of flip-flopping, of doing a ‘U-turn’ or
of lacking conviction. But there is no
value in having convictions if they are
for wrong-headed ideas.

Joseph Stalin and Robert Mugabe just
kept pressing on with the wrong
precepts. Their obstinate and single-
minded approaches impoverished
their peoples. We need leaders who
are open to new evidence and who
are prepared to change direction.

Innovation means trying new things,
some of which don’t work. When that
happens we have to confess that our
idea was flawed and change or drop

it. But many business leaders are
reluctant to admit that any of their pet
projects have failed so they press on.

Part of the problem is that we all
suffer from confirmation bias which is
the tendency to search for, recall and
prefer information that confirms our
pre-existing beliefs or hypotheses. The
effect is stronger for emotionally
charged issues and for deeply held
positions. It leads us to interpret
ambiguous evidence as supporting our
beliefs. For example, when a mass
shooting occurs in the USA
proponents of gun control see it as
proof of the need for restrictions on
gun ownership whereas opponents of
gun control see the same incident as
evidence for the need for more
people to carry guns so as to quickly
shoot the assailant. Similarly, when
there is savage snowstorm some
people see it as clear evidence of

climate change and others as proof
that global warming is a myth.

Confirmation bias leads to
overconfidence in personal beliefs
despite contrary evidence. In 1992
Rachel Nickell was brutally murdered
on Wimbledon Common in London.
The police brought in an expert who
constructed what he claimed was a
psychological profile of the killer.
The police found a suspect, Colin
Stagg, who walked his dog on the
Common and who fitted the profile.
There was very little evidence that he
had had anything to do with the crime
but the police became convinced that
he was the murderer and they laid an
elaborate ‘honey pot’ plan to
encourage him to confess. This did
not work but they brought him to trial
where the judge threw the case out.
Eventually in 2008, Robert Knapper
was convicted of the killing of Rachel
Nickell. Knapper had been
questioned in 1992 but wrongly
eliminated. Stagg, who had spent 13
months in custody, was given a public
apology and over $1 million in
compensation. It is clear that once
the police officers became convinced
that Stagg was guilty they ignored
contrary evidence and confirmation
bias set in. They redoubled their
efforts to build a case against him.

Let’s consider some people who had
the courage to change their minds and
thus changed the course of history.

Saul of Tarsus persecuted the early
Christians until he had his famous
revelation on the road to Damascus.
He became a powerful proponent of
Christianity and helped build the
nascent religion. As St Paul he is
revered as one of the greatest Saints.

Constantine was a Roman Emperor
who initiated many reforms. He
converted to Christianity and stopped
the persecution of Christians and
Christianity flourished in the Roman
Empire.

Mikhail Gorbachev was a dedicated
Communist party officer who rose to
be leader of the USSR. He saw the

many problems of the Russian system
and changed his mind, introducing the
radical policies of Perestroika and
Glasnost. This led to independence for
the former Soviet satellite states and
the fall of the Berlin Wall.

F. W. De Klerk was the last President
of Apartheid South Africa. He had
been a strong advocate of apartheid
but changed his view and took the
courageous decision to release Nelson
Mandela and start the transition to a
multi-racial society.

We cling to our beliefs because it is
easy and comfortable to do so. We
conform to the norms of our group
and subscribe to the group beliefs and
principles. We see this as strong-
minded and purposeful. But the world
is moving fast and some of our beliefs
might be outdated or just plain
wrong. We need to be open to
different viewpoints and courageous
enough to change our minds on
important issues. Take Gorbachev
and F W De Klerk as your role
models — not Stalin and Mugabe.
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Are you in a slump?

"l wake up every morning believing today
is going to be better than yesterday" said
Will Smith.

Are you in a slump? If you keep the
same routine over and over again,
your business, and your life, will get
stale.

You may not even know how you got
there.

But you feel that your business and
your life suck and you just don't know
how to break free.

Here's a quick solution: Try

something new.

e When you do new things, life gets
exciting again.

e You'll feel happier and have more
energy.

e You'll get great new ideas for your
business.

You'll break out of your
slump.
Here are a few things | do:

e Try a new restaurant every week
(currently using
urbanspoon.com to find them).

e Adopt an "I'll try (almost) anything
at least once attitude".

e Every now and then act just on
impulse.

e Say yes to friends who invite you
out somewhere, especially if it's to
do something you normally
wouldn't do.

e Pick up new hobbies that keep me
active (snowboarding,
ripstiking, yoga is next).

Emotion is connected to motion.
When you're trying new things and
breaking your regular

routines you'll get excited.

And that excitement will not only
bring new energy into your
business, but also your life.

Good luck!
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