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Building “The Ultimate Business”
Introduction:  
“Begin with the end in mind” 
Steven Covey – The Seven Habits of Highly Effective People

A business yields the balance of its value to the owner only on exit.  Very few businesses return the value of the blood, sweat, tears and time you put into them, in yearly profits.
Most businesses only fully ‘pay out’ when you transform your relationship with them at maturity.  At that point, you have the choice to sell them, franchise them, or scale them to the point where they are large enough to sustain you with a passive income.  Those actions are what return the rest of your investment.
We didn’t include money on the list of what you put into the business.  A decent business should return annually your financial investment (costs) plus a profit.  That’s the point.  But it doesn’t repay the human costs (time, relationships, stress, and more) annually.  Those pile up. Until it is time to take that final leap.

This E-book will walk you through the steps to build that ultimate business.  Even if you aren’t planning on selling your business, or franchising, the joy of this approach is it will develop a business that is also generally more profitable, and a lot more fun to run.
Either way, you are building the ultimate business. Ultimate as in then best, Ultimate as in the final destination.


Getting your exit right
1. Priority management 
2. Delegation 
3. Designing a business for maximum value.

The Journey
To build the ultimate business there are three major steps you must take.
1. Build the brand.  You must maximize the value of your business to the market.  Take this step correctly, and you will maximize your profits today, and the value of your business as an enterprises tomorrow.
2. Build the team.  It is impossible to maximize the value of a business alone.  A business is an intricate and complex thing to manage well,  and no one person has all the skills necessary.
3. Build the systems.  This comes last, but is just as important as the other two steps.  As your brand and team grow you will need increasingly robust systems to deliver on your promises and to maximize profits.  You will need those systems so your team works effectively and in harmony, not in chaos.  You will need systems because they maximize the ultimate value of your business.  
 
Build the Brand
“Your brand is what people say about you when you are not in the room” Jeff Bezos, Amazon.com
The first step in creating the ultimate business is creating a strong brand.  This means doing four things
1. Defining exactly who you are to your employees, your market, and your suppliers.  Which problems do you solve?  How do you add value?  What differentiates you?  Watch Simon Sinek’s TED Talk.  click
2. Defining the image and voice of your brand.  A brand is an idea, an emotional construction, but it also has shapes in the world.  Define your brand visually, and in the words you use.
3. Defining your crowd.  Just like people, brands are shaped and perceived by the
The company that they keep.  What kinds of employees, customers, suppliers, and strategic partners are in your tribe?
4. Telling your story.  In the stories you tell, images you use, and the actions you take, will start to shape the story of your brand.  Marketing, advertising, recruiting, training, customer service, social content and engagement, all work together to carve your story into stone.  Do it carefully, because once written, it is hard to erase.
You are building a brand not just to increase sales, but to increase the ultimate value of your business.
Build the Team
It Starts and Ends with Relationships
There are four groups of people that matter in business:  employees, customers, suppliers and strategic partners.
The ultimate business has great relationships with all four groups.  Those relationships shape the business’s profitability and ultimate value.
There are of course the shareholders or owners to consider, but as Herb Kelleher (of Southwest Airlines) and others have pointed out: if you take care of the first group of people, you will have a successful business, and shareholder happiness is an inevitable consequence.
Employees
Growth and Delegation are almost the same word in business
The reason a business engages employees is to delegate activities and decision-making to others.
There are two important parts role employees play in the growth of the ultimate business:  The Recruiting Cycle and Effective Delegation
The team you are building will not only increase profits; it will increase the ultimate value of your business.  A solidly managed workforce is worth a great deal to a buyer.
“Always be recruiting.”  Clemens Rettich
Recruiting isn’t hiring, any more than accounts receivable is cash.
The recruiting cycle has more to do with the Customer Experience Cycle than hiring or HR or even management.  You need to understand recruiting and that it is an ongoing cycle of developing your brand, your relationships, your effectiveness, and your profitability through recruiting, hiring, training, and even dismissing employees.

The most effective recruiting cycle has five steps:
1. Define your brand.  Nice how that works, right?  You can’t get the best employees until you define who you are and get the messaging right.  Recruiting is marketing for talent.  All the marketing rules apply.
2. Design and use an effective posting and hiring process.  Remember you are marketing. Be clear about what you are seeking. Use attention-grabbing language in your postings. Use a qualifying process that focuses on attitude before aptitude (skills), and on life experience. Design a meaningful on-boarding process.
3. Marry systems and relationships. Training manuals, positive feedback systems, clear organizational charts – all contribute to a profitable business that reduces turnover, and increases profitability and the ultimate value of the business.
4. Focus on growth. Don’t focus on retention. Like happiness and profit, retention happens when you do other things right. Positive feedback management and career paths are about growth, and done right they also make people never want to leave.
5. Use terminations as a design tool.  Remember:  if you aren’t happy, it is unlikely your employee is either.  It is as important to know when and how to end a relationship as it is to begin one. We have seen the positive impact on people’s lives, profitability, and health of the team, when ending a negative relationship quickly, legally and respectfully.

Delegation
Leave the Hamster Wheel
If we don’t learn how to delegate we will do the same things we did yesterday only it will be worse. Because the world did not stand still.
Our environment will continue to slide things onto our desk.  NOTHING ever slides off.  The ONLY way out of this hamster wheel is to delegate.  
There are three steps to building a culture of effective delegation
1. Identify what matters
2. Identify what needs doing to get us to what matters
3. Schedule and delegate what needs doing
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Identify What Matters
To delegate effectively you have to know what the goal of all the decision-making and activity is.  What matters for the organization, the department, and the individual?
We are looking for the answer to that question on two levels:
1. High Level.  What are the values, the norms for behaviour, the ultimate “why” of the organization?  These create our compass heading.  As the person delegating or the person assuming a delegated responsibility, when I am clear on what matters I can conduct myself accordingly
2. Street Level.  What are the measurable goals, objectives, and targets I should be shooting for?  How will I know I have been successful?  What does success look like for my team?  Knowing this isn’t nearly enough to get great performances, you need a Positive Feedback Management program for that, but we can’t do without it.
Identify What Needs Doing
There are hundreds of thousands of things that could be done to grow a business.  But only a few hundred are must do’s.  How do we separate the musts from the coulds.
There are two steps in this:
1. Be clear on what everyone’s roles are. This is the role of organizational charts and operations manuals.  Above all be clear about the responsibility for making decisions.
2. Be clear on what defines a priority for each role.  Use Eisenhower Matrix to do this.
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In his book The 7 Habits of Highly Effective People Steven Covey set out a structure for deciding what matters.  He took Dwight Eisenhower’s Statement “What is important is seldom urgent and what is urgent is seldom important.” and created a simple matrix out of it.
	
	Urgent
	Non Urgent

			Important
	Top Priority
Management Responsibility
	Schedule

	Not Important
	Delegate
Team Responsibility
	Delete



Delegate What Needs Doing
Once we have the clarity of what should be delegated, time to act!
1. Know your own strength and roles. Delegating away what we are good at makes no sense.  Delegating away what is your responsibility is irresponsible downloading.  Delegate that which is not your strength or not your responsibility.
2. Learn to trust.  Delegation thrives in a culture of trust.  Give your people information and maximum information and maximum permission to execute.  Be open, and above all be patient.  Months of capacity-building can be reduced to ashes in one brief moment of impatience.
3. Create good documentation and clear processes.  Do not EVER fall back on ‘common sense’.  That is one of the top 10 management sins.  We explain and train until we are sick of it.
4. Seek capacity. What strengths and interests in our team aren’t we capitalizing on?  Never assume the person we hired for role ‘x’ would not be amazing at role ‘y’.
5. Delegate delegating.  Do not pre-digest work.  Hand over the whole ugly shoebox of chaos and let the employees figure it out
6. Give the Three Permissions:  to ask, to execute, and to fail
7. Use Objective Standards.  A manager must share the standards expected to be upheld.  Important standards should be set out in the Operations Manual.
8. Positive Feedback:  the most effective quality control tool in a manager’s toolbox.  Being explicit when someone has completed a delegated task well is the most powerful way of ensuring similar work is completed to the same standard in the future.  Positive feedback always belongs in the Urgent and Important box of a manger’s responsibilities.
9. Train, don’t reclaim. When something has gone off the rails, resist the urge to take the task back.  That is the definition of micro-management and fatal to a culture of effective delegation.  When a task or responsibility has gone off the rails, debrief, realign, retrain. 

Build the Systems
The most important thing in business is people.  But without supportive systems, those people can do little of value.  Great employees leave because their talents cannot be maximized without direction and support.  Customers leave because their experience is inconsistent.
Managed, documented systems create the consistency, efficiency, predictability and clarity a business requires to be profitable, and the people in it to be engaged and productive.
A business with solid systems in place also has the ultimate value as an ultimate business.  Great systems make a business profitable and turn-key.
The ultimate business requires many kinds of systems, including:
1. An operations manual
2. An organizational chart
3. A dashboard
4. CRM
5. Regular financial reports
6. A training program
7. A written growth plan
The operations manual
This is the ‘one ring that binds them all’.  Between a set of covers, or in a single file on your computer or server, is everything someone would need to know to run your business.
The operations manual is important because:
· It is a record of everything that keeps your business running at an operational level. This makes it a critical risk management tool.  Should a key player, including you as the owner, ever be unable to perform, the operations manual keeps things running
· As a record of everything, It makes the business ‘turn-key’.  This can have significant value for a new owner
· It supports consistency.  The way we do things in our business is not left to memory or to whims of mood.  It means our customers experience a vital part of the customer experience: consistency.
· It supports great training.  It saves time to have what matters all written down in one place.  It reduces the risk that employees are trained inadequately or inconsistently.
· Communication is key– there is no such thing as common sense – Meetings Matter!
The operations manual is in some sense a collection of manuals (especially for smaller business):
· A general procedure manual (how to turn on the lights, contact information for key suppliers, company charters, missions, etc.)
· An employee handbook containing basic training information, company standards, Human Resources policies, etc.
· A marketing manual containing marketing and sales standards and policies: any scripting for employees, brand standards, (colours, fonts, etc.), social media policies, public relations guidelines, etc.
· A standard operating procedure manual

The Organizational Chart
An organizational chart isn’t just a sheet of paper with lines and boxes showing who’s the boss, and who isn’t.
In the words of Les McKeown, an organization chart is a machine for making decisions.
Even if there are only two people in your business it is still a valuable exercise to sit down and figure out who has the responsibility for making what kinds of decisions.  If it’s not my decision, who do I ask?
As the organization grows, being clear about decision-making responsibility only becomes more valuable.  It increases the effectiveness of delegation, and reduces the cost of duplication and dropped balls.
Like strategic planning, the value of conversation that results in the org chart is worth more than the document itself.  
Clarity is a prerequisite for the ultimate business.
Dashboards
A dashboard is a limited set of numbers we track to determine the health of the business.  They can include anything from sales volume numbers, employee turnover, production volume, social media traffic, or volume of customer complaints.
The value of a dashboard lies both in the conversation we have to create it, and in the role it plays in communicating to everyone which numbers matter.
In too many businesses, employees don’t know which numbers matter, and consequently don’t know where they should direct their efforts.  But even more seriously, neither do the owners.
It is impossible for a business to achieve its ultimate value without a dashboard of some kind.
A CRM
CRM stands for Customer Relationship Management and is important for two reasons:
· It uses the word management, reminding us that in business great relationships don’t just happen, they are managed.
· It is the most powerful tool we have to facilitate follow-through with our customers.  This matter because follow-through is the most powerful tool in marketing.
If the resources are not there for a full blown CRM like Hubstop, Prosperworks or SalesForce, a basic spreadsheet will do.  Keep in mind that many of the larger CRM software providers do offer free versions.

Regular Financial Reports
While financial reports are part of the dashboard process, they are important enough to be treated separately.
There are two things to consider:
1. This is one of the first places we suggest delegating responsibility.  A good bookkeeper is a growing business’s very best friend.  The absence of financial information is a common reason growth grinds to a halt.
2. Reports have to be interpreted.  It is important that business owners sit down with their accountants, and understand concepts like gross margin, labour margins, and key financial ratios.
There are a number of changes a business can make to improve its financial position.  But knowing what changes should come first is very important.
Training Programs
Training policies and procedures are part of the Operations Manual, but because they are so important and can take many forms, they should be acknowledged separately.
Some thoughts:
· Like many things in business, having almost any training program is better than no training program.  Don’t wait for perfection to get started.
· Training programs are only as effective as the positive feedback management that backs them up.
· Written training programs should limit themselves to describing outcomes; the form the training takes should be left to individual managers.
Growth Plans
At Family Integrity Corporation, you will work with a group of professionals lead by Dave Shortill, “The Risk Doctor”.  He is supported by a team of administration, technical and underwriting specialists whose teamwork and follow-through are setting new standards of service excellence in building lifetime relationships.
Your growth plan should start with your vision for your ultimate business, then describe the 3-year plan, current year plan, current quarter goals and priorities that will get you there.
The written growth plan gives you the operational compass heading that you need to focus your recruiting, marketing, priority management and so much else.  Without one, you are likely to be in a permanent reactive mode to the demands of your resources.
With Family Integrity Corporation:  “There is only one reason to set a goal, and that is to celebrate it”.  Make sure your goals are achievable, and clearly communicated.  And when you complete a project that moves you forward, be sure to celebrate with your team!
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