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Key Performance Indicators (KPI's) you can                   
consider using for your business: 

 

 
 

From the Income Statement 
1) Gross income (Revenues -- cost of goods sold) (dollar growth and % increase) 

2) Gross margin (Net sales -- cost of goods sold)  

3) Net operating profit (Gross margin -- SG&A expenses)  

4) Operating Expenses (SG&A) as % of sales 

5) Net profit (Net operating profit + income) - (other expenses + taxes)  (dollar 
growth and % increase) 

 

From the Balance Sheet 
1) Receivables turnover 

2) Inventory turnover 

3) Debt to equity ratio 

4) Total equity dollars 

 

From the Cash Flow Statement 
1) Operating cash flow 

2) Investing cash flow 

3) Financing cash flow 

4) Ending cash 

Note:  Refer to the article in Exhibit A for all of the Financial KPI's that you 
should track. The article is entitled Best Practices Financial Management. This 
is a MUST READ for a CEO. 
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Sales 
1) Number of transaction per unit of time 

2) Average sales dollars per transaction 

3) What causes sales 

4) Closing % 

 

Operations 
1) Number of widgets produced 

2) Average cost per widget 

3) Number of widgets sold 

 

Customers 
1) Customer satisfaction index 

2) Number of customers 

3) % of sales from top 3 customers (needs to be < 20%) 

4) % of sales from top customer (needs to be < 10%) 

5) Number of new customers 

6) Ratio of new to existing customers 

7) Average sales per customer 

 

Market 
1) Percentage market share  

2) "Key-thing" mix change (percentage) 

(Note: Kramers defines "key-thing" as the mix of business in terms of product 
line, customer segments, geography or the value-added you provide different 
customers.)  

3) New product growth (percentage) 
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Employees 
1) Number of employees  

2) Employee retention  

3) Average sales per employee  

4) Number of net new positions  

 

Misc Measures 
1) Year over year YTD Sales 

2) Year over year YTD Gross Margins  

3) Year over year Net Profit 

4) Overhead Key measurements 

5) Gross Margin and Profit measurements: (Goal vs. Actual) 

a. By customer 

b. By product (or job) 

c. By product line 

d. By Division 

6) Liquidity 

a. Current ratio - current assets/current liabilities 

b. Quick ratio - (Cash + receivables)/current liabilities 

 

7) Debt-to-equity ratio - Net worth/total liabilities 

8) Rolling 12 month Cash Flow Forecast 

9) Back log 

10) YTD Sales Conversion % 
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11) Line of Credit 

a. LOC Total Line 

b. LOC Balance 

12) % Utilization of billable time, production capacity or manufacturing capacity 

13) Production Capacity (ability to handle the forecast and growth goals) 

a. People 

b. Equipment 

c. Facilities 

d. Core Competencies 

14) What other dash boards do you have? 

15) Are you experiencing average performance (or worse) anywhere in the 
business? 

16) What best practice Industry Benchmark data are you measuring your company 
against? 

17) Track "dissatisfiers."  Example: One company tracked late deliveries with 
gross profitability and found a high correlation between the two. When they 
delivered on time, customers were happy and the company could get a great 
price. When the on-time delivery rate slipped, so did  margins. They built the 
company around on-time delivery and they get the margins they need to stay 
profitable." 

 

Advice on Improving Your  Balance Sheet 
1) Speed up inventory turnover 

2) Consider leasing rather than purchasing equipment 

3) Reduce the time it takes to collect receivables 

4) Get increased payables terms 
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Advice on Improving Your Income Statement 
1) Leverage sales over fixed costs 

2) Increase gross margins 

3) Increase sales closing % 

4) Review pricing opportunities 

5) Use zero-based budgeting 

6) Compensate people for productivity instead of time 

7) Outsource when it is economically advantageous 

 

Financial Mistakes 
In today's markets, it's tough enough to turn a profit even when you do things right. 
To avoid making things harder on yourself, steer clear of several common financial 
management mistakes made by CEO's: 

• Poor cash flow management  
• Having the wrong mixture of debt and equity in the business  
• Failure to plan  
• Absence of timely and accurate business records  
• Inability to read and understand financial statements  
• Lack of knowledge of costs  
• Failure to renegotiate bank relationships  
• Failure to understand what causes results  
• Failure to see the big picture  

 
Ernest Hemingway once wrote about a character who, when asked how he went 
bankrupt, responded in the following manner: a little bit at a time and then all of a 
sudden. That is the financial management mistake most CEOs make. 

"Running out of cash is the best example because everyone has done it at one time 
or another. You don't pay attention, you don't see the big picture, and the cash dribbles 
out a little bit at a time. All of a sudden you look up, the cash is gone, your bank is 
firing you and you're in a total panic. You have to put in place the tools that allow you 
to see the big picture. Otherwise, you'll end up just like Hemingway's character -
- except in real life, not in fiction. 
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CEO Job Description 

 

The job is simple—very simple. But it’s not easy at all. What is a CEO’s job?  

More than with any other job, the responsibilities of a CEO diverge from the duties and 
the measurement. 

A CEO’s responsibilities: everything, especially in a startup. The CEO is responsible for 
the success or failure of the company. Operations, marketing, strategy, financing, 
creation of company culture, human resources, hiring, firing, compliance with safety 
regulations, sales, PR, etc.—it all falls on the CEO’s shoulders. 

The CEO’s duties are what he actually does, the responsibilities he doesn’t delegate. 
Some things can’t be delegated. Creating culture, building the senior management 
team and, indeed, the delegation itself can be done only by the CEO. 

Many start-up CEOs think fund-raising is their most important duty. I disagree. Fund-
raising is necessary, but the CEOs contribution is in building a superb business with 
the money raised.  
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What is the CEO’s main duty? Setting strategy and vision. The senior management 
team can help develop strategy. Investors can approve a business plan. But the CEO 
ultimately sets the direction. Which markets will the company enter? Against which 
competitors? With what product lines? How will the company differentiate itself? The 
CEO decides, sets budgets, forms partnerships, and hires a team to steer the company 
accordingly. 

The CEO’s second duty is building culture. Work gets done through people, and people 
are profoundly affected by culture. A lousy place to work can drive away high 
performers. After all, they have their pick of places to work. And a great place to work 
can attract and retain the very best. 

Culture is built in dozens of ways, and the CEO sets the tone. Her every action—or 
inaction—sends cultural messages (see "Life Under a Magnifying Glass"). Clothes 
send signals about how formal the workplace is. Who she talks to signals who is and 
isn’t important. How she treats mistakes (feedback or failure?) sends signals about 
risk-taking. Who she fires, what she puts up with, and what she rewards shape the 
culture powerfully. 

A project team worked weekends launching a multimedia web site on a tight deadline. 
Their CEO was on holiday when the site launched. He didn’t call to congratulate the 
team. To him, it was a matter of keeping his personal life sacred. To the team, it was 
a message that his personal life was more important than the weekends and evenings 
they had put in to meet the deadline. Next time, they may not work quite so hard. The 
emotion and effect on the culture was real, even if it wasn’t what the CEO intended. 
Congratulations from the CEO on a job well done can motivate a team like nothing 
else. Silence can demotivate just as quickly. 

Team-building is the CEO’s #3 duty. The CEO hires, fires, and leads the senior 
management team. They, in turn, hire, fire, and lead the rest of the organization. 

The CEO must be able to hire and fire non-performers. She must resolve differences 
between senior team members, and keep them working together in a common 
direction. She sets direction by communicating the strategy and vision of where the 
company is going. Strategy sets a direction. With clear direction, the team can rally 
together and make it happen. 

Don’t underestimate the power of setting direction. In 1991, at Intuit’s new employee 
orientation, CEO Scott Cook presented his vision of Intuit as the center of 
computerized personal finance. Intuit had just 120 employees and one product.  

 

http://www.steverrobbins.com/articles/magnify.htm
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Ten years later, it’s a billion-dollar company with thousands of employees and dozens 
of products. Worldwide, it is the winner in personal finance, bar none. The success is 
due in no small part to every Intuit employee knowing and sharing the company’s 
vision and strategy. 

If vision is where the company is going, values tell how the company gets there. 
Values outline acceptable behavior. The CEO conveys values through actions and 
reactions to others. Slipping a ship schedule to meet quality levels sends a message 
of valuing quality. Not over-celebrating a team’s heroic recovery when they could 
have avoided a problem altogether sends a message about prevention versus 
damage control. People take their cues about interpersonal values—trust, honesty, 
openness—from CEO’s actions as well. 

Capital allocation is the CEO’s #4 duty. The CEO sets budgets within the firm. She 
funds projects which support the strategy, and ramps down projects which lose 
money or don’t support the strategy. She considers carefully the company’s major 
expenditures, and manages the firm’s capital. If the company can’t use each dollar 
raised from investors to produce at least $1 of shareholder value, she decides when 
to return money to the investors. Some CEOs don’t consider themselves financial 
people, but at the end of the day, it is their decisions that determine the company’s 
financial fate. 

 

Measuring success as a CEO 
Knowing the job description is a good first step for a CEO, but to know how he’s doing, 
he needs to design his own measurement system. 

No one tells the Chief Executive how he’s doing. Do managers let him know he’s 
undermining their authority, making poor decisions, or communicating poorly? Not 
likely. Even when a CEO asks for honest feedback, the fear is there: non-flattering 
feedback may stall a promising career[1]. Even when a company uses 360-degree 
feedback, no one penalizes the CEO if he doesn’t act on the feedback. 

The Board of Directors supposedly oversees the CEO, but they are far removed from 
day-to-day actions. Over time, they can evaluate performance, but they look mainly 
at share price and company strategy. They are rarely interested in—(or qualified to 
comment on!)—the CEO’s daily behavior. 

 

 

http://www.steverrobbins.com/articles/fundraise.htm
http://www.steverrobbins.com/articles/ceojob#part2fn1
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But the CEO’s daily behavior will make or break the company! The CEO’s duties don’t 
change because they are unmeasured. Indeed, lax measurement makes it easy for the 
CEO to feel confident, even when she shouldn’t. Good feedback is the only way to 
know what’s working, but share price simply doesn’t do it. External measures 
measure the company, not the link between the CEO’s actions. A low share price tells 
her something’s wrong, but it doesn’t help her figure out what. 

By measuring her performance based on her duties, a CEO can learn to do her job 
better. As explained in part 1, the CEO’s job is setting strategy and vision, building 
culture, leading the senior team, and allocating capital. The last of these is easy to 
measure. The first three are more of a challenge. 

How does a CEO know he’s doing the vision thing? It’s hard. Having vision isn’t 
enough—that just takes a handful of mushrooms and a vision quest. Communicating 
the vision is the key. When people “get it,” they know how their daily job supports the 
vision. If they can’t link their job to the vision, that tells a CEO that her communication 
is faulty, or she hasn’t helped her managers turn the vision into actual tasks. Either 
way, a CEO can monitor her success as a visionary by questioning and listening for 
employees to link their jobs with the company vision. 

Culture building is subtle. The culture a CEO sees may be very different from the 
culture of the rank-and-file. One company had a facilities policy that all equipment 
within 450 feet of the senior management offices was kept in top working order. 
Senior managers saw a smoothly running company, while everyone else saw neglect 
and carelessness.  

Surveys about openness, values, and morale can be used to develop a measure of 
culture. The questions to ask aren’t rocket science. The book First, Break all the Rules 
gives a great questionnaire for measuring overall culture.  

Here are the questions: 

The book provides the 12 fundamental questions that employees ask of themselves, 
that great managers / leaders need to answer if they hope to keep their employees 
motivated and engaged 

The 12 questions employees ask, and need positive answers to, are: 

1. Do I know what is expected of me at work? (Do my team members have clear 
job descriptions, and clarity around projects, tasks and expectations). 

2. Do I have the materials and equipment I need to do my work right? (Have 
they got the resources they need to succeed in their role?) 

http://www.steverrobbins.com/books.htm
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3. Do I have the opportunity to do what I do best everyday? (Do you have people 
in the right jobs, where they can use and build on their strengths?) 

4. In the last 7 days, have I received recognition or praise for doing good work? 
(When was the last time you gave praise to the individuals in your team?  If it 
wasn't in the last week, it's not regular enough.  People crave recognition - your 
role as leader is to encourage and cheer-lead your team.) 

5. Does my supervisor or someone at work seem to care about me as a 
person?  (Do you know who your team members are as people, not 
employees?) 

6. Is there someone at work who encourages my development?  (Do you provide 
opportunities for your staff to learn new skills and feel like they are moving 
forward?) 

7. At work, do my opinions seem to count?  (People leave managers, not 
jobs.  What structure do you have in place for your team members to provide 
their feedback?  And do you listen when it's given?) 

8. Does the mission / purpose of my company make me feel my job is 
important?  (Do your team members know how their role fits into the bigger 
picture?) 

9. Are my co-workers committed to doing quality work?  (Are you letting poor 
performers set the standard or are you encouraging people to lift the bar?  The 
standard your walk past is the standard you set.  Good performers can be 
demoralised if poor standards are accepted in others.) 

10. Do I have a best friend at work?  (Are you providing opportunities for your 
team to grow supportive relationships at work?  Work is a big part of their lives, 
so it's vital for people to have fun and friendship.) 

11. In the last 6 months, has someone talked to me about my progress?  (Are you 
providing regular reviews and feedback to help people with a sense of direction 
at work?) 

12. This last year, have I had the opportunity at work to learn and grow?  (Are 
you providing opportunities for advancement?) 

Also, check turnover. When 95% of your workforce says they can’t wait to get to work, 
something is going right. If people rarely leave, and if it’s easy to attract top talent at 
below-market prices, you can be sure the culture plays a large role. If people leave 
(especially your top performers), again—look to culture.  
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And don’t underestimate the power of walking around and counting smiles. If people 
are having fun, it will show. 

The CEO’s success at team-building can often be measured through the team. Teams 
usually know when they’re effective. They can also rate their team using assessments 
that measure specific behaviors. For example, “I can trust my teammates.” “My 
teammates deliver their part of the project on time.” “Every member knows what is 
expected of them.” Regular team self-assessments can help the CEO track the team’s 
progress and hone her abilities to keep the team running smoothly[2]. 

Easiest to measure is a CEO’s capital allocation skill. In fact, financial measures are 
the ones made public: earnings and share price. But how can a CEO link those to her 
actual decisions? Working with her CFO, a CEO can devise financial measures 
appropriate to her business. Sometimes traditional measures are most appropriate, 
such as economic value added or return on assets (for a capital-intensive company). 
Other times, the CEO may want to invent business-specific measures, such as return 
on training dollars, for a company which values state-of-the-art training for 
employees. By monitoring several such measures, a CEO learns to link her budget 
decisions with company outcomes. Ultimately, the CEO  should be creating more than 
a dollar of value for every dollar invested in the company.  

In his 1988 Annual Report, Berkshire Hathaway chairman Warren Buffett included an 
excellent essay on CEO accountability. Click here to read Mr. Buffett’s observations on 
CEO measurement. 

 

Pitfalls and Solutions for the CEO 
A CEO can tank a company by not understanding their duties, or failing to set up good 
measurement systems. But it’s also true that the job itself can screw up the person, 
as well. It’s said that power corrupts, and few positions are more powerful than CEO. 
While the USA may be a democracy, our companies are legal dictatorships with the 
CEO calling the shots(1). While he may be having a great time playing Boss, the 
position may be taking a very human toll. 

It’s all too easy for the CEO to become a …; jerk(2)  …; without realizing it. They can 
forget—if they ever knew—what it was like to have a boss. They are free to ignore 
feedback that they don’t want to hear, and no one will call them to task for it. They 
can bypass the chain of command when they want to meddle. They can give 
themselves raises and genuinely believe they deserve it. And most dreadfully, they 
can forget what it is like to be “one of the little people”: 

http://www.steverrobbins.com/articles/ceojob#part2fn1
http://www.steverrobbins.com/articles/buffettceo.htm
http://www.steverrobbins.com/articles/buffettceo.htm
http://www.steverrobbins.com/articles/ceojob#part1
http://www.steverrobbins.com/articles/ceojob#part2
http://www.steverrobbins.com/articles/ceojob#part2
http://www.steverrobbins.com/articles/ceojob#part3fn1
http://www.steverrobbins.com/articles/ceojob#part3fn2
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A CEO can become arrogant by externalizing blame 
Having no day-to-day accountability for his actions can also turn a CEO sour. When 
things go wrong, he can blame everyone around him without facing his own 
shortcomings. “My employees just don’t get it,” proclaims the CEO, never thinking for 
a moment that he is the one who hired them. Did he hire incompetents? Or has he 
failed to communicate goals consistently and clearly? “Market conditions have 
changed.” he declares. A nice excuse, but isn’t it the CEO’s job to anticipate the market 
and position the company for success under a variety of scenarios? Without someone 
to keep him honest, he can gradually absolve himself of all responsibility. 

 

Believing in a title can lead to overconfidence 
Arrogance also threatens a CEO. “Because I am CEO, I must know the business better 
than anyone else.” It has been said, but it just isn’t true. No CEO can be an expert in 
all functional areas. A CEO who is doing her job is spending time with the big picture. 
If she knows the details better than her employees, she’s either hiring the wrong 
people or spending her time at the wrong levels of the organization. It’s appropriate 
for a CEO to manage operations if absolutely necessary, but she should quickly hire 
good operational managers and return to leading the whole business. 

If he also comes to believe that the CEO title grants infallibility, watch out. Even the 
Pope is only infallible a couple of times each century. But CEOs can reinforce their 
delusions of grandeur by giving themselves higher salaries (surely he deserves it! After 
all, salary benchmarks show how underpaid he is) and more perks. Then when layoffs 
come, the CEO wants applause for having the moral strength to make “hard choices,” 
quietly overlooking how his own poor decision making led to the need for layoffs. 

 

CEOs can stop learning well 
Of course, once infallible, there’s no more to learn, and a CEO may quietly stop 
learning. Without daily oversight and high quality feedback on how she does her job, 
she can mistakenly believe her actions lead to success. In reality, she may be doing 
the wrong thing, but her staff may be working around the clock to cover for her.  

Furthermore, sins of omission aren’t penalized. A CEO who does an adequate job, but 
far less than she could/should have done—goes unnoticed.  

 



 

   

  

 

18 
 

The Brain Trust CEO Manual 

In hindsight, XYZ Software(3) could have had a $1 billion market niche, and gone 
public with a valuation of tens of billions. Instead, it stuck to one product, had little 
understanding of its markets, and ignored competition. Yet it still went public in a 
$300-million IPO. Was management penalized for a lack of vision and market 
responsiveness? Hardly! The top managers walked off with $60 million apiece, 
reinforcing the notion that they had done a great job. Yet with a slightly grander vision, 
the company might have been 10 or 100 times its size.  

Setting vision is the CEO’s job, but nothing tells him if his sights are too low. He isn’t 
penalized for missing the grander vision. Such sins of omissions are a CEO’s worst 
enemy. He can be lulled into mediocrity by not knowing what would have been 
possible. The four-minute mile was considered impossible…until Roger Bannister ran 
it. Now, it’s commonplace. Likewise, a CEO may limit himself by not realizing he can 
do his job better.  

Though salary benchmarks are common, performance benchmarks are surprisingly 
rare. Quality learning demands a CEO benchmark himself against other superb CEO’s. 
His central learning question is not “are you doing a good job?” but “are other CEOs 
doing a better job and if so, how can you learn to measure up?(4)“ 

 

 

 

 

 

 

Footnotes for part 3  

(1) Ok, ok. Technically the Board of Directors has hire/fire authority over the CEO, but the Board can’t 
control day-to-day operations. And while there are certainly boards that replace inept CEOs, it takes 
sustained incompetence over a long time to move a board to action. So for practical purposes, the buck 
stops with the CEO.  

(2) Her employees may use less diplomatic terms.  

(3) Names are changed to protect the innocent.  

(4) An excellent book on management best practices is “First, Break All the Rules” available by clicking 
here to go to the books page.  

 

http://www.steverrobbins.com/articles/ceojob#part3fn3
http://www.steverrobbins.com/articles/ceojob#part3fn4
http://www.steverrobbins.com/articles/ceojob#part3fn1rtn
http://www.steverrobbins.com/articles/ceojob#part3fn2rtn
http://www.steverrobbins.com/articles/ceojob#part3fn3rtn
http://www.steverrobbins.com/articles/ceojob#part3fn4rtn
http://www.steverrobbins.com/books.htm#firstbreakalltherules
http://www.steverrobbins.com/books.htm#firstbreakalltherules
http://www.steverrobbins.com/books.htm#firstbreakalltherules
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Coaching tips to stay sane and skillful at the top of the heap. 
These coaching assignments will help an executive avoid some of the pitfalls of the 
CEO Job. They are simple, easy, and won’t take much time. They’ll help a CEO stay 
connected with workers, keep herself humble, and increase her learning while 
becoming more successful. The suggestions strive to be quick and easy to do, while 
still producing real results. 

 

Make Space to Practice These Assignments 
Set aside 5 to 10 minutes, daily, to developing as a leader and human being. This will 
be the time you think about the below topics and set your mind for the day. Schedule 
the time if necessary. Just make sure that you do what’s right for your growth. 

Pace yourself. Life is long. Adopt these suggestions one or two at a time, and practice 
until you make them your own. Then move on. Forcing won’t help; this is about 
developing at your own natural rhythm. Do one assignment for a few weeks, then 
move on to another. Keep the ones that work for you and drop those that don’t.  

 

Staying connected with “the little people” 
Cultivate an attitude of respect—your respect for them. The “little people” are the ones 
turning your vision into reality. Meditate on this for a few minutes and ask yourself 
whether you can do their jobs as well as they can. If you can, then you’re not hiring 
the right people—go change that! Otherwise, once a day, go talk to one of your low-
level employees—someone more capable than you in their area of expertise—and 
learn from them. Choose a different person each day. Get as close to the front line 
workers as possible. 

Listen with an open mind and learn. Learn about their job. Ask what works for them 
and what doesn’t. Above all, listen to their comments without judgment. Your goal is 
to connect with their experience of the world, not impose your own. Learn about their 
life. Find out what motivates them. Why did they come work for you instead of 
somewhere else? Simply by spending a few minutes understanding their life, you can 
greatly increase your appreciation of how they’re different (and similar!).  
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Share your vision and job with them, from a position of service. Pretend that your job 
is to make this person a success. Ask them how their job fits into the work the 
company does. If they don’t know, take on the responsibility of helping them 
understand how their job links to the vision. Clarify any confusion they may have 
about where the company is going. And ask them what you can do to help them 
succeed at doing their best. Then do it. 

 

Staying humble 
Acknowledge, often! Without your employees, your dreams and plans wouldn’t 
amount to much. Take every available opportunity to acknowledge the contribution 
of those around you and give them credit, especially in public. Feedback is rare in most 
companies, and positive feedback is rarest of all(1). 

“Get” that it’s all your responsibility. When things don’t go the way you want, take 
responsibility—whether or not it’s your fault. The mindset of responsibility will put you 
in a much more powerful place than the mindset of blame. Regularly review 
circumstances asking, “What could I do differently (or stop doing) to make a positive 
difference?” Identify the action and then take it. You’ll be surprised how much more 
power you have over externalities, operating from responsibility rather than blame. 

Gather honest advisors to hold you accountable for your behavior. Sometimes a Board 
of Directors will give honest feedback, but they are removed from your day-to-day 
behavior. Actively solicit feedback from third parties: friends, peers, associates. Share 
your issues and how you’re handling them, and ask for an honest assessment. 
Everyone in a company is accountable to someone for their behavior, except the CEO. 
Make yourself accountable as best you can.  

Identify your limits. Ask, “can someone else in the world do my job better than I am 
currently doing it?” If the answer is Yes, seek out that person and ask for their guidance 
in getting better. If the answer is No, validate that answer by asking your advisors, 
competitors, suppliers, customers, and employees. Many companies have crashed 
and burned because they believe they were the best, for no good reason but pride and 
ego.  

Create measurable performance criteria for your executive team, including yourself. 
Make sure people within the organization know your goals, and know what you can 
be counted on to do.  

 

http://www.steverrobbins.com/articles/ceojob#part4fn1
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Hold yourselves accountable. If you don’t meet your goals, withhold your bonus, take 
no raise, and treat yourself exactly as you would treat an employee who missed their 
targets. It sends a powerful message to the company that you’re serious about 
performance. 

Ask your direct reports, your Board of Directors, and anyone else you work with for 
feedback a couple of times a year. You can use a 360-degree feedback process or 
simply ask in an e-mail. It’s a lot easier to hear feedback on your performance if you’ve 
explicitly asked for it. 

Videotape yourself receiving bad news. Watch the videotape and decide whether 
or not you would want to work for that person. If the answer is No, learn to chill 
when you hear bad news. 

 

Learning well 
Study excellent CEOs. Call a CEO you admire and invite them to lunch. Exchange tips 
and adopt tactics that others have found useful. Read books like First, Break All the 
Rules, which are broad-based studies of habits of top-performers. Adopt at least one 
new habit a month. 

Create systems for gathering feedback. Interview customers, competitors, analysts, 
and others in your industry to know how your company and products are perceived. 
Make sure you’re gathering feedback that will disconfirm your beliefs about the world, 
as much as confirms it. For example, if you think you’re #1 in your market, don’t just 
ask customers why they like your products. Ask what other products they use, and 
how your products fall short. 

Spend time learning about the fundamentals of a CEO’s job: 

• Setting Strategy: The strategy and vision for the company determine where 
everyone will focus their efforts. Find a vision and strategy and use it to align 
your entire company. 

• Creating the corporate culture. Your culture will determine what people do and 
don’t try, who will stay, who will leave, and how business will get done. Culture 
starts with you. Decide how you want people to act and start modeling the 
behavior publicly. 

• Capital allocation. Every dollar you raise and spend should produce more than 
$1 of return for the company, or it’s a waste of money. Learn how to make these 
judgements. 
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• Hiring and Firing. The job of executives is primarily team and culture building. 
Hiring and firing are must-have skills. Read, take classes, and review past 
hiring successes and mistakes. Do whatever you can to hone your abilities. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Footnotes for Part 4  

(1) Social psychology has shown that rewarding desired behavior is far more effective than punishing 
bad behavior or non-performance. For reasons that aren’t entirely clear, our culture has evolved around 
using punishment as the main way of controlling behavior. Unfortunately, punishment doesn’t work 
very well. Interestingly, animal trainers have known this for years. For an excellent book on the subject, 
check out Don’t Shoot the Dog by Karen Pryor.  

 

 

http://www.steverrobbins.com/books.htm#dontshootthedog
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Leadership 
Brain Trust Speaker: 

Habits of Highly Effective CEO’s – Leadership 

Alf Nucifora, Marketing Consultant, Author 

www.nucifora.com 
alf@nucifora.com 

1) Talks with respect about the customer 

2) Never says anything negative 

3) Is obsessive about customer service; it may be the major differentiator 

4) Recapture the art of listening 

5) Under promises, over delivers, over performs 

6) Responds to the customer immediately 

7) Zero defect  

• Marketing 

• Service delivery or Manufacturing 

• Customer Service... deliver flawless transaction 

8) Differentiation – How do you communicate this to the customer? If you do not do a 
good job of this, you are just a commodity. 

Differentiation is where you make the $$ margin!! 

9) Personal Interaction is Vital 

• Do pro bono work w/ clients ... do pro bono work with same charities that your 
clients are involved in. 

• Call in advance when you find or make a mistake 

• Day before Thanksgiving, call special people and thank them. 

• Let client know we care about them 

 

 

http://www.nucifora.com/
mailto:alf@nucifora.com
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10) Better communication 

• Be available 

• Use voice Mail and email sparingly 

• Email etiquette 

o good grammar 

o concise 

o don't flood system 

o think before you click (can't take it back) ...wait a day before you send a 
nasty message... you will almost always modulate the message. 

11) Never stop improving 

• Conquer time management -- prioritize (top 5 things) 

• Be compulsive with lists   

• Multi task 

• Exploit technology 

• Get early start 

• Use down time effectively (read business books, articles, and other ways to 
improve yourself as a business person and a person. 

12) Take action - repent later 

• Bring new ideas 

• 3 C's 

o Chemistry 

o Conviction - I will die for you 

o Confidence 

13) 10-20 % of your people are unhappy - find out why and make a great effort to 
turn them around, but you may need to upgrade them. 

14) Constant learning and improvement 
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15) Eye on the future - 5 years out 

Effective CEO's: 

• Work hard and enjoy it 

• Write and speak well 

• Listen 

• Have a mentor or belong to a peer group 

• Embrace and manage change; Manages change really well. 

• Have conquered the practice of balance; does what is necessary to have good 
relationships in all areas of life especially with family members, takes good care 
of himself/herself, sleeps well. 
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Culture 

 

MANY management consultants are now saying that Culture trumps everything! That 
this is the most important thing to get right for maximum success. 

I suggest you read the book, "The Advantage" by Patrick Lencioni and see if this is 
the kind of culture you want. Every CEO I have shown this to wants this culture. This 
is a turn-key system to develop a best in class culture! 

Go here to learn more: 

https://www.tablegroup.com/organizational-health 

Go here: https://www.tablegroup.com/advantagemodel/org-health/##tab_videos 

… to watch short videos (about "The Advantage") with your management team (total 
of 22 minutes of videos), and have a discussion (after each video) to see if they all will 
buy into this. With discussion that meeting will take 1 – 1.5 hours (could be longer … 
depends on how big of a problem culture you have), … and it may be one of the best 
things you EVER do to build a great business. 
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IF YOU SUCCESSFULLY IMPLEMENT THIS CULTURE DEVELOPMENT SYSTEM 
INTO YOUR BUSINESS, YOU WILL ENJOY THE FOLLOWING MAJOR BENEFITS: 

• Exceptional differentiation for your company in the marketplace: Why? 
because the single largest competitive differentiator in business is your people, 
and a wonderful company culture provides the foundation for great people to 
love their company and love their customers. 

• Retention of your people: This system will purge the toxic people from your 
company. Great companies have great cultures, and great people don't leave 
great cultures. Best in class retention will save you millions of dollars in avoiding 
turnover costs and will make you millions of dollars in winning in the 
marketplace with your happy, amazing people. 

• High Morale 

• A great Culture Supports Vision, Mission and Values 

• Fulfilled and happy team members innovate, so Innovation soars 

• Improved Reputation, Productivity and Quality 

• Great Recruits will beat a pathway to your door because most other 
companies have toxic cultures, and the best people leave those companies 
looking for YOU if you are the one that cares about people and culture.  

• Great New Customers will beat a pathway to your door because people do 
business with people, and they leave toxic companies looking for companies 
that they enjoy doing business with. 

• Peace of mind knowing that you are providing a business home for your valued 
team members that nurtures their careers and lives. 

 
Is there anything more important to your overall success 

than developing a great culture? 

NO 
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Other Misc. Things to get right inside the company: 
1) Management Reporting 

a. What dashboards do we use? 

b. What are you looking at  

i. Daily 

ii. Weekly 

iii. Monthly 

2) Customer Diversification 

a. Top Customer = __ % of business 

b. Top 3 customers = __% of business 

3) What does your company need to improve? 

4) What are our Critical Issues? 

5) What concerns are you hearing from your management team? 

6) What are our Critical Success Factors? … these are factors that MUST go right 
for us to be optimally successful. 

7) Critical Assumptions 

a. Question your assumptions 

8) Kaizen … Better, Faster, Lower Cost 

9) Scorekeeping … You cannot manage what you do not measure 

a. The performance of your people (and your company) will degrade to the 
lowest level of acceptable performance.  Don’t keep score, and that is 
what you will get. 

b. If you want your people to be aspiring every day to go beyond their past 
best performance, you must keep score. 
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c. Goals 

i. Must be specific 

ii. Must be  measurable 

iii. Must have a time deadline 

iv. Must have a plan for measuring results: Scorekeeping 

d. All tasks, goals, ideas, initiatives, projects (everything) must be measured 
through scorekeeping. 

e. Scorekeeping must be visually posted on the wall for everyone or all 
team members to see. 

f. The CEOs scorekeeping is keeping score of others keeping score. In other 
words, the CEO scores all of his management team on how well they are 
keeping score. This is posted on the CEOs door. 

g. You can say to your people: “It’s voluntary to work here at our company. 
If you want to work here, we keep score. The reason we do this is that it 
is a core competency of our company providing us information to be able 
to measure our level of execution and to determine if we are continuing 
to improve in everything that we do. Never ending continuous 
improvement will differentiate us from our competition and ensure 
growth for our company and our team members.” 

 

Questions to be asking yourself: 
1) Where do we have risk right now? 

2) Do we have any risk of losing key personnel? 

3) Do we have lower gross margins than industry standards? 

4) Do we have lower net profit than industry standards? 

5) Do we have obsolete assets? 

6) Do we have a history of losing market share? 

10) What is our succession plan? 

11) What is our exit plan? 

12) Do you have a 3 year written plan? 
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Personnel Issues 
 

1) Who do we need to invest time and effort in? 

2) Any critical issues here? 

3) Quality of our management team. 

4) Where are our weak positions? 

5) How are we rewarding high achievers … promote them OR reward them or they 
will leave. 

6) Are we at risk of losing any key people? 

7) What incentive plan do we have? 

8) Training 

a. New employee training 

b. Ongoing training 

c. Sales training 

9) Who are our underperformers, and why have you not let them go? 

10) Want to learn some amazing things about your company? … Spend one hour 
one on one with a new hire 30 days after they have arrived. Why? People 
coming in from the outside will see things that no one else sees including you. 
This is because we tend to not see (and actually forget) things over time …. 
Example … ever had a small crack in a window that did not get fixed? … You 
notice it at first, and it really bugs you. Then, over time, you don’t notice it very 
much until at some point in time, you do not notice it at all! 

What you will do is interview new hires at the 30 day point or 60 day point to 
ask them what  their experience has been in terms of training, integration into 
the company and what they have discovered about the company that needs 
attention (see questions below). 

 

 

 

 



 

   

  

 

31 
 

The Brain Trust CEO Manual 

Format/Questions to ask: 
a. When someone is hired, meet with the new hire. 

b. Spend the first 15 minutes finding out about them. The focus is all about 
them as individuals and their family. People, for the most part, bond over 
2 things: Family and Relationships. This is about them as a human being. 

c. Regarding this program, begin your questions with the statement … “I 
need your help”. This is one of the most powerful questions you will ever 
ask someone. People love to help. Then tell them that you value their 
input, and that you have discovered that people coming in from the 
outside see things that no one else sees. 

d. Explain this program to them. Tell the story about the cracked window. 

e. Give them the following questions you will be asking them later so they 
are prepared and are not "blindsided" by these questions. 

 

Questions: 
i. How would you rate your On-Boarding Process? And what suggestions 

do you have for us to improve? 

ii. How would you rate your Training so far? And what suggestions do you 
have for us to improve? 

iii. Do you see any issues in your part of the company that are reducing 
sales, increasing costs, wasting productivity or efficiency, reducing 
morale or customer service; ... or issues that are redundant or not as 
effective as they could be ... and any suggestions related to those issues. 

iv. How would you rate what’s good about the company? 

v. What communication issues do we have? 

vi. Any other changes and suggestions for improvement? 

vii. What would you do if you were me about ____________? 

Let them know that no one will be judged by this feedback including themselves. 
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This process of meeting with new hires (and the questions that will be asked) needs 
to be known by everyone so that they know you will be doing this and why. That 
way you will avoid people being paranoid about it ... and I think you will find out that 
the first 30 or60 days of a new hire will go much better than before and your retention 
of new people will be better. 

Put this interview in your schedule and do not ever overlook anyone. Over time, this 
will be one of the most valuable things you ever do. 

 

The 5 Languages of Appreciation for Employees 
1. Gifts 

2. Quality Time 

3. Words of Affirmation (emotional support & encouragement) and Appreciation 

4. Acts of kindness or service 

5. Appropriate touch 

 
The 5 Love Languages (for your spouse) 

1. Gifts 

2. Quality Time 

3. Words of Affirmation (emotional support & encouragement) and Appreciation 

4. Acts of kindness or service 

5. Physical touch 
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What's Important to Employees in order of  importance 
 Managers Employees 

Good Wages  1 5 

Job Security 2 4 
Promotion/Growth 
Opportunities 3 7 

Good Working Conditions 4 9 

Interesting Work  5 6 

Personal Loyalty to workers 6 8 

Tactful Disciplining 7 10 
Full Appreciation for Work 
Done 8 1 

Sympathetic To Personal 
Problems 9 3 

Feeling "in" on Things 10 2 

Time off (millennials) 1 1 
 

Source: Successories Library 

Employees want to feel that they matter. 

 

Building Great Teams 
Everyone has value to bring. Learning to recognize the unique way each person 
contributes helps teams flourish. Every team can benefit from knowing how to 
collaborate and innovate better; great teams are built on purpose, alignment, and 
sharing openness, trust, and respect. It's important that you have the right balance on 
your management team in terms of the way they think. For example, if you are a 
Visionary (you are good at finding pathways to the future for your company, but not 
very good at implementation) and your team is mostly Visionaries, you will fail 
because you need "Implementors" and "Operators" to execute the plan. To find out 
your Entrepreneurial Style, go to www.learnyourstyle.com. You can have your 
management team take the assessment also, and make sure you have balance on 
your team. 

Another good assessment to take is located at www.MindTime.com. This assessment 
will tell you how you think in terms of Present thinking, Past thinking and Future 
thinking. Again, your team needs balance.  Check this out ... you will find it valuable. 
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Retention - The Stay Interview 

 

The book, “The Power of Stay Interviews” by Dick Finnegan, is the most popular book 
ever written in the Human Resources category. 

 

Quick overview: 
Challenging the perceived value of traditional employee surveys and exit interviews, 
this guide explores the practical value of the stay interview, a preventive tool in 
employee retention that proactively addresses potential issues that affect workplace 
morale and potential loss of staff. Organizations routinely search for clear answers to 
complex questions regarding how to better retain and engage their best workers. This 
book directs Human Resources (HR) professionals and managers toward the more 
effective and less costly solutions of the stay interview by demonstrating their 
measureable benefit in addressing retention and engagement issues in the 
workplace. Contending that employee engagement is essential in organizations of 
any size and bolstered by true stories from companies in which stay interviews have 
been implemented, this book provides solution-oriented help for HR professionals, line 
managers, and business leaders alike. 
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You can buy the book at Amazon.com: 
https://www.amazon.com/Power-Stay-Interviews-Engagement-
Retention/dp/1586442341/ref=sr_1_3?s=books&ie=UTF8&qid=1509481007&sr=1-
3&keywords=stay+interview+book  

57 minute audio review by the author (you could watch/listen to this in a 
management meeting on the topic): 

https://www.youtube.com/watch?v=ITX3wju8xHk&t=27s  

 

Conducting the Stay Interview: 
Stay interviews are conducted to help managers understand why employees stay and 
what might cause them to leave. In an effective stay interview, managers ask 
standard, structured questions in a casual and conversational manner. Most stay 
interviews take less than half an hour. 

 

Opening the Interview 
To open the stay interview, a manager may use the following (or similar) statements: 

• I would like to talk with you about the reasons you stay with [Company Name] 
so I understand what I might be able to do to make this a great place to work 
for you. 

• I’d like to have an informal talk with you to find out how the job is going so I can 
do my best to support you as your manager, particularly with issues within my 
control. 

 

Questions 
The following are questions you may ask during a stay interview. You should have 
several open-ended questions on hand. It’s important to listen and gather ideas from 
the employee about how you and your organization can retain him or her. 

• What do you look forward to when you come to work each day? 
• What do you like most or least about working here? 
• What keeps you working here? 

https://www.amazon.com/Power-Stay-Interviews-Engagement-Retention/dp/1586442341/ref=sr_1_3?s=books&ie=UTF8&qid=1509481007&sr=1-3&keywords=stay+interview+book
https://www.amazon.com/Power-Stay-Interviews-Engagement-Retention/dp/1586442341/ref=sr_1_3?s=books&ie=UTF8&qid=1509481007&sr=1-3&keywords=stay+interview+book
https://www.amazon.com/Power-Stay-Interviews-Engagement-Retention/dp/1586442341/ref=sr_1_3?s=books&ie=UTF8&qid=1509481007&sr=1-3&keywords=stay+interview+book
https://www.youtube.com/watch?v=ITX3wju8xHk&t=27s
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• If you could change something about your job, what would that be? 
• What would make your job more satisfying? 
• How do you like to be recognized? 
• What talents are not being used in your current role? 
• What would you like to learn here? 
• What motivates (or demotivates) you? 
• What can I do to best support you? 
• What can I do more of or less of as your manager? 
• What might tempt you to leave? 

 

Closing the Interview 
To close the stay interview, summarize the key reasons the employee gave for staying 
or potentially leaving the organization, and work with the employee to develop a stay 
plan. Be sure to end on a positive note. 

Examples of closing statements include: 

• Let me summarize what I heard you say about the reasons you stay at 
[Company Name] as well as reasons you might leave. Then, let’s develop a plan 
to make this a great place for you to work. 

I appreciate you sharing your thoughts with me today. I am committed to doing what 
I can to make this a great place for you to work. 
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Workplace Conflict Policy 
 

Unresolved conflict is the single biggest reason people leave companies. For this 
reason, you need to have a Workplace Conflict Policy in your company which provides 
for the process and protocols for your people to follow to deal with conflict and get it 
resolved. 

Below is a generic Workplace Conflict Policy, which is attached. You can modify this 
for your needs, and integrate it into your employee manual. Here is my CYA disclosure: 
Please have your HR attorney review and approve this.  

I suggest that you introduce this in a Management Meeting and discuss with your 
managers how you will implement this very important function. As you introduce this 
to all of your employees, let them know that you (the CEO) really care about this … and 
make sure you follow up weekly as described below. 

Remember, constructive conflict is good for a company … we don’t need a bunch of 
“yes” people working for us … but unresolved conflict is a toxic poison that destroys 
relationships and causes good people to leave. You as the CEO need to make sure 
that this new policy is introduced properly and followed, as it will prevent problems 
and benefit you greatly. 

I suggest that you have two standing questions for all weekly management meetings: 

1) What is the status of past unresolved conflict in the company? 

2) Is anyone aware of any new conflict going on in the company? 

Then keep score on this. Having a policy that you don’t implement or follow up on is 
worse than having no policy. 

 

Sample Workplace Conflict Policy  
You may need to customize this policy to the organizational structure of your co-op.  

This procedure covers conflicts with coworkers, your direct supervisor or co-op 
management in general, and is available to all current co-op employees and to former 
employees within 10 days of separation from the co-op. However, for cases of 
harassment, discrimination, or retaliation, you are encouraged to follow the complaint 
procedure outlined in the Co-op’s [Harassment Policy].  
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You have a right to use all steps of this procedure without fear of retaliation. 
Retaliation consists of an adverse action (termination, discipline, refusal to hire or 
promote) by management because you used the conflict resolution procedure. 
Retaliation is not a feeling of discomfort or awkwardness on the part of either 
employee or manager, in communicating after an employee has used the procedure.  

At any point, you are encouraged to talk to the Human Resources Manager [if 
applicable] for advice. Prior to further action being taken, HR may conduct an initial 
investigation to identify any relevant facts related to the situation.  

First, every employee is empowered to seek resolution directly or with the individual 
who has the authority to solve the problem. This is not a required first step, and you 
are not foreclosed from other conflict resolution options if you don’t use this part of 
the process.  

Additionally, you may choose to submit a Conflict Resolution Request Form to [HR 
Manager/Store Manager/GM]. This will result in a meeting with HR, your direct 
supervisor and the GM/Store Manager. Before this meeting takes place, the HR 
manager may investigate by talking with you and other parties involved in the issue. 
You may use this meeting to explain and discuss your concerns, and may attend this 
meeting individually or with other staff members. No later than 1 week after the 
meeting, you will receive a [written/verbal] response from the HR manager/Store 
Manager/GM.  

If you remain unsatisfied with the results following the first Conflict Resolution 
Meeting, you may resubmit your Conflict Resolution Request Form to request a 
meeting with the entire [Management Team]. This meeting will occur within 1 week 
or by the time of the next management team meeting, whichever comes later. You 
may use this meeting to explain and discuss your concerns, and may attend this 
meeting individually or with other staff members. After you present your concerns and 
answer questions from other managers, the [Management Team] will engage in a 
thorough discussion and the [General Manager] will decide whether to change the 
original decision and provide a [verbal/written] response to the employee within 1 
week of the meeting.  

By the HR Team of CDS Consulting Co-op & Heather Wright, WrightJones PLC, 2016  
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Topic: Hiring Exceptional People 
 

Presentation Notes from Speaker at Brain Trust Meeting: 

Dan Erling, President, Accountants One 770 395 6969 

Accounting staffing and recruiting company 

Entry level through CFO 

 

Definitions: 

“A” Player: The top 10% of talent at a given salary band. 

Topgrading: To fill every position in the organization with an “A” player, at the 
appropriate compensation level. 

1) Read the book, Top Grading by Bradford Smart.  

2) Common mistakes made in the hiring process 

• CEO not involved 

• Interviewer talks too much; candidate should do 90% of the talking (do your 
selling to the candidate in a later interview) 

• Not checking references (90%+ candidates provide misleading information on 
resume) 

• Hire for skills only (fit is more important) 

3) Big Takeaway: Tell the candidate that you will be checking all references and doing 
an extensive background check, and then ask the person if there is anything they 
would like to share with them about that …… many candidates will spill their guts at 
that point, and you will learn a lot. 

4) Economic cost of mis-hire is 3-5 times the annual salary of the person. 

5) Major points/Beliefs in the Top Grading process 

• Regardless of what you pay, make sure you get top talent 

• Hiring the right people is VERY difficult 

• Hiring the right people is the most important thing a company can do 
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• Top grade ALL the positions ALL of the time. 

• Never hesitate to invest money in the hiring process 

• Don’t hire people based on skills only 

• The best way to attract “A” players to an organization is to hire “A” players 

• There are no perfect companies 

• There are no perfect candidates 

6) “The ability to make good decisions regarding people represents one of the last 
reliable sources of competitive advantage, since very few organizations are very 
good at it”. …. Peter Drucker 

What that means is that you need to : 

• Put significant resources (time, education and money) behind this process. 

• The CEO needs to be very involved. 

• You absolutely need to perform this process at the highest level of execution 
possible. 
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Sales/Marketing 

 

1) Product/Service  

1) Have you visited the highest ranking person possible (the C.E.O. if 
possible) of your largest customers to ask them: 

i. Why do you buy from us? 

1. Find out and do more of that 

ii. How can we serve your customers that encourages them to buy 
more from you? 

iii. What do we do that irritates you? 

iv. Where are we screwing up? 

v. What are you looking for from us that we fail to provide? 
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vi. What’s not getting done at your company? Another way to ask 
this is … What are you struggling with where no one is helping 
you? 

1. Maybe you have a solution that would change the 
relationship from them beating you up to becoming a 
strategic partner of theirs. This is a huge opportunity. 

vii. You are there to listen. You are NOT there to defend or justify. 

2) Drop unprofitable or low profit products/services to free resources for 
innovating toward high profit products/services or new lines of business. 

 

2) Pricing 

1) Evaluate pricing and profitability for all products/services. 

2) Consider raising prices. Unless you are in a commodity market, price is 
never the real reason people say no, and many companies are under 
valuing their products/services. Upgrade and train your salespeople, 
and you could get a double whammy in profitability: 

i. Increase conversions (closing %) 

ii. Increase prices 

 

3) Marketing Channels 

1) What are our Marketing Channels? 

2) How are we generating prospective customers? 

3) Something we have discovered after 20 years of meetings and sharing 
information:  Early Lead Gen Marketing is almost always underfunded. 
In other words, 90 - 95% of all companies are not filling the funnel at 
the top of the funnel ... they are not finding the right number of 
qualified prospects, and are not allocating enough marketing dollars 
to do that. 

4) Digital marketing: Most companies do a terrible job in this arena (and it 
is likely that you currently fall into that category), …. and if you do a great 
job, it will become a MAJOR  differentiator. If you are in the right kind of 
business, this can become a major source of profitable revenue. 
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i. Web site 

1. Strategy 

2. Sourcing Leads? 

3. E-commerce 

ii. Search engine marketing 

iii. Social Media 

4) Are you investing enough money in marketing? One of the largest reasons 
companies stay small, or are not growing at a greater rate is that the company 
does not have a systematic, measurable process of generating leads and deal 
flow, and are not investing enough in marketing. Their sales people are 
spending an average of 5-10% of their time in front of prospective customers 
instead of 50-70% of their time. What % of your salesmen’s time is spent in 
front of prospective customers now? You should be measuring this. When you 
measure this, you are going to be shocked at how low this number really is. 
Your sales people are VERY high value assets for the company. Consider that 
you may have them doing some things that lower priced people or outsourced 
providers could do. 

1) How much should you invest in marketing? …. Figure out what the 
lifetime value is for your average customer in gross margin dollars; then 
sit with your financial manager and determine what % of that you can 
afford to invest in for generating new customers. 

5) Advertising and/or Promotion 

6) Competitive Advantage and Differentiation 

1) Product or Service  

i. Unique characteristics and features. 

2) Why do our customers buy from us? 

3) Outcomes you provide:  

i. Relative to your customer’s agenda. 

ii. That serve your customer’s customer. 

iii. That increases your customer’s revenue. 

iv. That increases your customer’s competitive advantage. 
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v. That decreases your customer’s cycle times. 

4) Problems you solve no one else does 

5) Cost 

6) Distribution 

7) Marketing 

8) Intellectual Property: Technological advantages, Patents, Trademarks, 
Proprietary Features.  

9) Elevator Speech must articulate 

i. Co. Value Proposition  

ii. Your Critical Advantage or statement of differentiation 

iii. Everyone should be able to recite the same simple elevator 
speech: 

We are in the business of ___________________. 

Our customers do business with us because ____________________. 

7) What is our unfair advantage? 

8) What is your competition doing right now? 

1) How are they better than us? 

2) How are they beating us? 

3) Where are they vulnerable? 

4) How do they irritate their customers? 

9) Sales Design … It must be: 

1) Teachable 

2) Manageable 

3) Fixable 

4) Replicable 

5) Scalable 

6) Use the right Messaging … is everyone saying the same thing? 
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10) Sales Presentations – The Perfect Plan 

1) Value – The most valuable Sales Representative knows the answers to 
the following questions: 

i. Who is in charge of a sales meeting/presentation? 

ii. Who is the most important person in the room? 

iii. Who makes the final decision? 

Answer: The person “who” is being judged by the outcome of the decision 

2) Presentation Content 

i. Express Gratitude 

ii. Education 

iii. Ease of business 

Note : Using data & statistics loses people … keep it to a minimum. 

There should be only 3 main points in the presentation 

3) The 3 Beliefs 

i. I am here to create and not compete 

ii. My value is far greater than my price 

iii. I always give forward 

4) The 3 Reasons They Say Yes 

i. Is it right for me personally? 

ii. Is it right for me professionally? 

iii. Is it right for me in my conscience? 

5) 80% of all decisions are based on emotions … How do you and your 
offering make them feel? 

6) #1 Differentiator:  The Sales Representative’s ability and speed  to 
MAGNETIZE an individual or a group to you and your cause. You do this 
through the positive emotions you elicit in your customer’s minds. 
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11) What products or services should we be selling? 

1) Where are we making good profit margins? 

2) What products/services should we stop selling? 

3) What is our plan to add products/services into our mix? 

 

12) Defining who we should be pursuing 

1) What is the difference between an average customer and our best 
customer? 

2) Who are our most profitable customers? 

3) How can we better qualify who our sales people need to be calling on? 

4) What do our best customers like to buy from us? 

13) New pathways to income 

14) Strategic partnering 

15) Joint Ventures 

16) What is your role in growing the business? 

17) Opportunities 

18) Where are you weak? …….. If you were President of your most pesky competitor, 
what would you do to compete with your company? 

19) What is our Value Proposition? A great way to develop your Value Proposition, 
or any positioning statement for that matter, is to have a pitch contest inside 
your company.  

1) Start with any group in the company ... ideally all the sales people. Have 
a drawing who goes first because people who go later can use what 
they hear. Each sales person pitches their version of what the value 
proposition is for the company. 

2) Each pitch should get better as you go. The winner gets $250 or 
whatever you decide. 

3) Different departments can have their own contest, and each winner gets 
$250. 
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4) The best pitch from each department pitches the executive committee or 
top management of the  company, and then each of those people give 
their pitch to the CEO.  

5) The winner for the whole company gets $500 or whatever you decide, 
and you end up with a great outcome. 

6) You can develop lots of ideas this way and have fun along the way 

20) How are we finding, training and retaining GREAT sales people 

1) Always be looking for great people and ask them to be available when 
you are ready to hire. This is called your bench. Having a bench 
compresses the time it takes to get a great, new salesperson on board. 

2) Let EVERYONE you know that you are always looking for great people. 

3) When interviewing a salesperson, we need to be asking better questions 
...like: 

i. Our #1 priority is new revenue. How would you make certain that 
you stay focused on achieving our revenue objectives? 

ii. Tell me about how you create and manage your pipeline? 

iii. Tell me about your daily cadence? The right answer includes what 
they do to maximize selling time and face time with the customer. 
For example, the perfect answer is that they use non selling time 
taking care of non selling tasks. An example of that is that he or 
she answers non selling emails between 7:00 - 8:30 am or in the 
evening. 

iv. What is the value proposition of the company you work for now. 

v. Based on what you understand about our company, what is our 
value proposition? 

... Their answer needs to include how the product or service is: 

** enabling the customer to improve their competitive advantage 
in some way or 

** Lowering cycle times or costs for the customer or the customer's 
customer ...or 

** providing benefits to the customer's customer. 
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vi. What are the three key attributes that make you a sales leader? 

vii. Describe your prospecting system. 

viii. Describe your top techniques in closing a new sale. 

ix. How do you respond when a prospect says, “your price is too 
high”? 

x. Why do you like to sell? 

xi. Describe your daily time management system. 

xii. What do you want to earn during the next 12 months? 

xiii. What are the three biggest mistakes that most salespeople make? 

xiv. Describe your greatest weaknesses and your greatest strengths. 

xv. Human beings don't like to be "sold" ... they like to buy. Do you 
think this is true, and do how do you implement this concept into 
your process? 

xvi. What business or sales books have you read in the last year? 

xvii. What makes you a good team player? 

xviii. Great salespeople and great entrepreneurs have similar 
qualities…explain. 

4) What is a clever way to get references to tell you what you want to know 
about someone you are considering hiring?. Ask your questions around 
getting the reference to tell you how you can best coach that person. For 
example, if you are suspicious that a person is not good at getting 
closure with the customer, you could ask the question ... "If I am wanting 
to coach Bob around closing sales, what advice would you have for me 
regarding this issue?" The reference may say he is the  best closer he has 
ever seen, or he may reveal a series of weaknesses that the person has. 

5) Perfect your on boarding process and have the first two weeks of the 
person's career at your company be awesome. Every hour in the first two 
weeks of their training needs to be planned. 

6) Perfect your training process 

7) Video tape the best presentations for new people to learn from 

8) Train and coach your "B" Players to become "A" Players 
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9) If a "C" player is not able to elevate themselves to a "B" Player within 6 
months, move them to another seat on the bus or coach them out of the 
business. 

10) Every business owner should be in the business of developing Core 
Competencies. You need to make retention, coaching, and people 
development core competencies 
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SALES SCORECARD© 

Salesperson’s Name __________________________________________________ 

Pre-call Objective ____________________________________________________ 

Score each one of the following techniques from 1 to 10 (with 10 being the highest) 

Rapport    
Created trust (max. 10 pts)   
Set a conversational tone (max. 10 pts)   
Exhibited good body language (max. 5 pts)   
 Total Points for Rapport: 
Probe   
Asked good open-ended questions (max. 10 pts)   
Discovered “pain” or problems (max. 10 pts)   
   Total Points for Probe: 
Present   
Presented the company as being “unique”  (max. 
10 pts) 

  

Presented three BENEFITS of the company (max. 
10 pts) 

  

Overcame objections (max. 10 pts)   
Told a “Success Story” (max. 5 pts)   
 Total Points for Present:   
Close   
Used one of the three basic closing techniques—
assumptive, alternative, or asking  (max. 10 pts) 

  

Asked to send a proposal/price quote (max. 5 pts)   
Asked for a 2nd appointment  (max. 5 pts)   
 Total Points for Close:   
TOTAL SCORE: (maximum possible:  100 pts)  

 
 

©SALESTALENT 2011 

www.salestalent.com 
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"Sales Conversion is your largest leverage point”… Ken Robbins 
If the quality of your salesperson or sales process increased sales conversions (closing 
%) by 30% (ie if your current conversion rate is 30%, you would improve to 39%), … 
you would increase sales by 30% with little or no increase in effort and only marginal 
increase in G&A overhead ... What that means is that most of the gross margin from 
those incremental sales would fall right to the bottom line. 

If you were a $10M company with a gross margin of 30%, and you increased your 
sales conversion by 30%, you would have the following results: 

1) Incremental increase in sales: $3M 

2) Incremental increase in Gross Margin dollars: $900K 

3) Incremental increase in net profit: Approx. $750K  (depending on the business 
model) 

If your net profit is normally 10%, then your net profit would go from $1M to $1.75M, 
an astounding 75% increase in net profit. That’s leverage!  

 

What can you do right now to increase sales conversion? 
Possible Areas of Discussion of How to Increase Sales Conversion: 

1) How can you hire better? 

2) How can you train better? 

3) How can you motivate better? 

4) How do you encourage sales people to work on their own self improvement in 
developing their selling skills? 

5) How can you Improve retention (of your star performers)? 

6) Measure performance by sales person; then systematically upgrade your lower 
performers to high performers and your company wide conversion % will 
increase. 

7) How can you provide more differentiated solutions? … How can you innovate 
so that you bury the competition? 

8) How can you do a better job of qualifying your prospective customers? 
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9) How do you get your sales people spending a higher % of their time in front of 
the right customers? … should you consider outsourcing some of the things they 
are doing now to lower paid people so they can have more face time selling? 

10) Visit the highest ranking person possible (the CEO if possible) of your largest 
customers and ask why they buy from you … then do more of that. There are 
two other questions to ask while you are there. See CEO Manual. 

11) Per Bill Schwarz’s program … Become more valuable to your customers by 
figuring out how to modify your value proposition and your presentations so 
that you provide believable positive outcomes: 

a. Relative to your customer’s agenda. 

b. That serve your customer’s customer. 

c. That increases your customer’s revenue. 

d. That increases your customer’s competitive advantage. 

e. That decreases your customer’s cycle times. 

12) How can you provide higher quality leads through better marketing? 

13) Determine who your most ideal prospective customers are, and call on more of 
them. 

14) Are you using “The Perfect Plan”? (Book by Don Barden; google "Don Barden 
The Perfect Plan") 

15) Have you been trained in “The Generative Way” (Book and training by Bill 
Schwarz) 

16) Are you implementing ideas from the book: “Unselling … Sell Less To Win More” 
(Free e-book by Peter Bourke; google "Peter Bourke Unselling" or get it here: 
http://betterwaystrategies.com/docs/UnSelling-PDF-Edition-July2011.pdf)  

17) Perfect your Sales Design … It must be: 

a. Teachable 

b. Manageable 

c. Fixable 

d. Replicable 

e. Scalable 

f. Use the right messaging … is everyone saying the same thing? 

http://betterwaystrategies.com/docs/UnSelling-PDF-Edition-July2011.pdf
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18) Are all of your sales people scorekeeping on conversion %? Are you combining 
their numbers into a company average? … Are you measuring this by product, 
by Division, etc.? Are you paying a bonus based on this metric? 

19) How involved are YOU in this. Your personal involvement to get the best 
possible result will serve your customer better, make you a lot of money and 
cause your company to become a lot more valuable. 

 

Sales Coaching Resources:  
1) John Boggs   904 382 0076 cell 

2) Jack Scherer   770 712 2239 cell 

3) Dan Mahony 404 660 6649 cell 

 

SALES PERSON INTERVIEWING QUESTIONS 

1) Our #1 priority is new revenue. How would you make certain that you stay 
focused on achieving our revenue objectives? 

2) Tell me about how you create and manage your pipeline? 

3) Tell me about your daily cadence? The right answer includes what they do to 
maximize selling time and face time with the customer. For example, the perfect 
answer is that they use non selling time taking care of non selling tasks. An 
example of that is that he or she answers non selling emails between 7:00 - 
8:30 am or in the evening. 

4) What is the value proposition of the company you work for now. 

5) Based on what you understand about our company, what is our value 
proposition? (The perfect  answer would include how the product or service is): 

a) enabling the customer to improve their competitive advantage in some way 
or 

b) lowering cycle times or costs for the customer or the customer's customer 
...or 

c) providing benefits to the customer's customer. 
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Most people will miss the mark on this, but their answer will still be very 
revealing. Are your  current sales people using scripts that cover these areas??? 

6) What are the three key attributes that make you a sales leader? 

7) Describe your prospecting system. 

8) Describe your top techniques in closing a new sale. 

9) How do you respond when a prospect says, "your price is too high"? 

10) Why do you like to sell? 

11) Describe your daily time management system. 

12) What do you want to earn during the next 12 months? 

13) What are the three biggest mistakes that most salespeople make? 

14) Describe your greatest weaknesses and your greatest strengths. 

15) What business or sales books have you read in the last year? 

16) Human beings don't like to be "sold" ... they like to buy. Do you think this is true, 
and do how do you implement this concept into your process? 

17) What makes you a good team player? 

18) Great salespeople and great entrepreneurs have similar qualities…explain. 
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Strategy For Growth 

 

a. What is our growth target? 

b. Do we have the production capacity (people, systems and facilities) to implement 
the target? 

c. What new core competencies do we need to have in place to meet this target? 

d. Do we have a written plan?  …  (part of 3 year plan?) 

e. Where is growth going to come from: 

i. Increase in business from existing customers 

ii. New products or services 

iii. New lines of business 

iv. New sales channels 

v. New sales people 

vi. Increase Sales Conversion 

vii. Strategic Partnering 

viii. Joint Ventures 
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General Strategy 
1) If we are selling a product or service, we are in the commodity business. It is our 

job to sell our customer products and services that will increase their 
competitive advantage. 

2) How do we become the company that would put us out of business? 

3) Take the business to where it is going to be 

4) Hedgehog concept 

a. What makes us money (what drives our economic engine)? 

b. What could we be the best in the world at? 

c. What are we passionate about? 

5) Vision … where do you want to be 5 years from now? 

6) Strategic Alliances  

 Types of Strategic Relationships 

a. Alliance / Collaboration 

b. Private / White Label 

c. Licensing / Franchise 

d. Joint Venture 

e. M&A 

 Benefits of a Partnership or Strategic Relationship 

f. Customer Acquisition 

g. Enter New Markets 

h. Improve Credibility and Brand 

i. Access New Distribution Channels 

j. Access New Technology / Expertise 

k. Reduce Risk/Cost for New Product/Services 

l. Economies of Scale (volume, purchasing, cost) 

 



 

   

  

 

57 
 

The Brain Trust CEO Manual 

Figure out what you need ... here are some possibilities: 

a. More Customers 

• More Leads 

• More Sales People 

b. Awareness 

• Branding 

• Marketing and Advertising 

c. New Products and Services 

• Innovation 

• Developers 

3 Simple Steps 

a. Determine what you need that you don't have 

b. Determine who has what you need 

c. Ask them for it ... BUT 

... make sure you have something they want or need. 

 

What Are Your Leverage Points?  

a. Your Capabilities / Assets 

• Ideas, Talent, Products 

• Niche 

• Technology 

Your assets are often hidden or taken for granted 

b. Their Assets 

• Brand, Channel, Market 

• Money, Customers, Scale 
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Who can you develop a Partnership or Strategic Relationship With: 

a. Customers 

b. Vendors 

c. Companies who do business with your customer 

d. Companies who do business with your customer’s customer 
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Differentiation: 
 

Competitive Differentiation Based on Customer Experience Presentation by David 
Lefkovits 

 

Objective 
Design a customer experience model that will provide enormous value to your 
customers and long term competitive advantage to your business. 

 

Process:  
1) Identify Your Industry Stigmas ...example he gave in the 

remodeling/construction industry were: 

Remodeling Contractors are: 

a) Unreliable 

b) Disorganized 

c) Always late 

d) Poor communicators 

e) Disruptive of your daily life 

f) Unsophisticated (business people) 

2) Define Addressers for each item (how do you address each item) 

3) Define Enablers (what systems, processes and action can I take that will enable 
me to put addressers into action and overcome those stigmas) 

4) Systematize Enablers and make this all part of the Customer Experience 

5) Measure & enforce 

Example David used to demonstrate his points: Remodeling Contractors 

Question you must answer: How do we incorporate the Addressers and Enablers into 
the customer experience & business model? 
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Conclusion:  
1) Every Industry has its Stigmas. If you operationalize how you address those 

stigmas, you will become a market leader. 

2) Implementing an exceptional Customer Experience Model will become key to 
obtaining long term competitive advantage. 

3) Be obsessive even when enforcing the nuances of your modus operandi. 

4) There is usually a disconnect between an organizations message and the way 
they behave & operate. Make operations your point of differentiation! 

5) Glitzy marketing and messaging alone will not deliver consistent and profound 
results. 

6) Always set expectations so they can be exceeded. 

7) Setup your operations so you can "Press Play". 

Quote: "I've learned that people will forget what you said, people will forget what you 
did, but people will never forget how you made them feel."    ... Maya Angelou 
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Innovation 

 

1) If your company is < $100,000,000 in revenue, YOU are in charge of innovation 
for your company. You don't have to do all of the work, but you are responsible 
that the company develops new ideas, new core competencies and new 
Intellectual Property. It is your responsibility that the culture of your company is 
a culture of contribution and a culture of new ideas ... AND you should do 
scorekeeping on this. 

One Brain Trust member has the following reward system for all employees for 
new ideas at his company: 

a) $500 for an idea that is implemented 

b) $2,000 for an idea that is implemented that makes or saves the 
company $25 ,000 or more per year. 

c) $10,000 for an idea that is implemented that makes or saves the 
company $100,000 or more per year. 
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2) One of the best opportunities to come up with new ideas and innovation is 
when you hit a wall or any kind of barrier in your business. One angle in the 
discovery process is to ask yourself what core competencies you are missing 
that contributes to or is at the root cause of the issue. 

3) You need to become an idea magnet. 

4) Consider wasted resources as a place where innovation can spring from: 

a. Resources not fully utilized. 

b. Machinery not being utilized 

c. Staff not fully utilized 

d. Excess inventory 

e. What are you throwing away? 

5) Consider how you can create a new sector 

6) Ask yourself how you could put your existing business out of business. 

7) What new products or services or ways of doing business can we provide  our 
customer that 

a. Increases their revenue or their customer’s revenue. 

b. Increases their competitive advantage or their customer’s competitive 
advantage. 

c. Decreases their cycle time or their customer’s cycle time. 

d. Perform a function that they are not getting done. 

e. Perform a function for them that they no longer want to do (this could be 
something that you suggest to them that they would be better off 
outsourcing to you (and that they would likely be delighted to have that 
function taken off their plate)  … this is NOT about trying to get your 
customer to outsource something to you for financial gain … it’s about 
coming from a place of wanting to SERVE the customer. You might make 
a lot of money doing this like Kevin Melendy did AND his customer saw 
Kevin’s company as SERVING them to get that ‘hassle’ out of their 
operation and free themselves to focus more on what makes THEM 
money. 

f. Increases the value of their experience of our products or services. 
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8) Imagine markets that currently do not exist or that we are not serving and ask: 

a. Why are we not operating in this space? 

b. What rationale have we used to justify not being there? 

c. What core competencies**do we need to develop … 

i. To address un-served or unasked for market areas? 

ii. To explore all lost opportunities due to not serving these markets? 

9) Developing a long term view: 

a. What markets do we want to be in strategically? 

b. What one client would pull us into this market space? 

c. How could we add value to our customer’s overall growth strategy? 

10) How can we innovate in ways that would enable our company to be easier to 
do business with? 
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Blue Ocean Strategy 
 

Blue Ocean Strategy is a marketing theory from a book published in 2005 which was 
written by W. Chan Kim and Renée Mauborgne, professors at INSEAD and co-
directors of the INSEAD Blue Ocean Strategy Institute. Based on a study of 150 
strategic moves spanning more than a hundred years and thirty industries, Kim & 
Mauborgne argue that companies can succeed by creating "blue oceans" of 
uncontested market space, as opposed to "red oceans" where competitors fight for 
dominance, the analogy being that an ocean full of vicious competition turns red 
with blood. 

They assert that these strategic moves create a leap in value (lower costs AND 
increased value) for the company, its buyers, and its employees while unlocking 
new demand and making the competition irrelevant. The book presents analytical 
frameworks and tools to foster an organization's ability to systematically create and 
capture blue oceans. The expanded edition of Blue Ocean Strategy was published in 
February, 2015. 

An example of a Blue Ocean company is Cirque du Soleil (lower cost, increased 
value, new value creation by redefining the space). They changed the game in the 
Circus industry and created a Blue Ocean of uncontested space. Now, circus 
companies are going out of business, and Cirque du Soleil is a Billion Dollar company 
with lower costs than the circus (no animals to care for and no stars to pay large 
salaries to.)… AND higher prices … a perfect storm for enormous profitability. Keep this 
example in mind as you read the material below. 

 

Definitions: 
Red Ocean: In the red oceans, industry boundaries are defined and accepted, and the 
competitive rules of the game are known. Here companies try to outperform their 
rivals to grab a greater share of product or service demand. As the market space gets 
crowded, prospects for profits and growth are reduced. Where most of us are residing 
… our products or services have many competitors, and the blood from our competitive 
efforts turn the ocean red. 

 

 

https://en.wikipedia.org/wiki/W._Chan_Kim
https://en.wikipedia.org/wiki/INSEAD
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Blue Ocean: Blue ocean strategy generally refers to the creation by a company of a 
new, uncontested market space that makes competitors irrelevant and that creates 
new consumer value often while decreasing costs. It was introduced by W. Chan Kim 
and Renée Mauborgne in their best-selling book of the same name. 

In the book, the authors argue that leading companies will succeed not by battling 
competitors, but by systematically creating "blue oceans" of uncontested market 
space ripe for growth. The strat-egy represents the simultaneous pursuit of high 
product differentiation and low cost, thereby making competition irrelevant. 

Value Innovation: Value innovation is a process in which a company introduces new 
technologies or upgrades that are designed to achieve both product differentiation 
and low costs. 

Business Model: A business model is the way in which a company generates revenue 
and makes a profit from company operations. Analysts use the metric gross profit as 
a way to compare the efficiency and effectiveness of a firm's business model. 

Revenue Model: A revenue model is a framework for generating revenues. ... It 
identifies which revenue source to pursue, what value to offer, how to price the value, 
and who pays for the value. It is a key component of a company's business model. 

Process Innovation: "Process innovation means the implementation of a new or 
significantly improved production or delivery method (including significant changes in 
techniques, equipment and/or software). 

Capturing Value: Value Capture is the process of retaining some percentage of the 
value provided in every Transaction. If you're able to offer another business something 
that will allow them to bring in $1 million of additional revenue and you charge 
$100,000, you're capturing 10% of the value created by the transaction. 

Business Model Design: Entrepreneurs who are in the process of designing their 
business model require an approach that allows them to understand if and how a 
value proposition can be successfully scaled up to a profitable business. 

Radical  or Disruptive Innovation: A radical or disruptive innovation is one that has a 
significant impact on a market and on the economic activity of firms in that market, 
while incremental innovation concerns an existing product, service, process, 
organization or method whose performance has been significantly enhanced or 
upgraded. 

How do you capture value from customers? 
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Here are 5 steps you can take: 
1. Step 1: Understand what drives value for your customers. ...  

2. Step 2: Understand your value proposition. ...  

3. Step 3: Identify the customers and segments where are you can create more 
value relative to competitors. ...  

4. Step 4: Create a win-win price. ...  

5. Step 5: Focus investments on your most valuable customers. 

 

Misc Points from the book: (Tom's Notes) 
1) Shift sale from purchasers (current purchaser) to users; examples of this is 

when manufacturers sell directly to the end user such as the personal computer 
or the personal printer. HP created a Blue Ocean Strategy in this regard by: 

a. Selling the printer directly to the end user 

b. Selling at near cost and  

c. Making money on the printer ink 

2) Shift buyer group 

3) Offer total solution (ie offer babysitters at the movie theatre) ... think about what 
happens before, during and after your product is used! 

4) Eliminate Pain Points thru complimentary products or services. 

 
Your Blue Ocean Strategy needs to do some of the following: 

1) Make customer’s lives: 

a. Dramatically simpler 

b. More productive 

c. More convenient … Save time  

d. Less risky 

e. More fun 



 

   

  

 

67 
 

The Brain Trust CEO Manual 

f. More fashionable 

2) How will your product or service change lives 

3) Simple to explain, simple to use 

4) Great customer experience 

5) Outcome is faster and/or dramatically better and/or totally new and/or 
different. 

6) Product needs a compelling tag line … examples from Blue Ocean companies: 

a. Model T Ford … “Ford, The Universal Car” 

b. Net Jets … “Corporate Travel On Your Terms” (very successful, now 
owned by Berkshire Hathaway) 

c. Southwest Airlines … “The Low Fare Airline”. (still very successful, 
probably the most profitable airline over time in history) 

d. Home Depot … “Do-It-Yourself” (now the second largest brick and mortar 
retailer in the world) 

e. Blockbuster … “Wow, what a difference!” Blockbuster failed to innovate 
and compete with Netflix, however, at their inception, it was a beautiful 
strategy. Video’s cost $83 at the time, and their innovation was the 
business and pricing model … renting the video, and Wayne Huizenga 
eventually sold it to Viacom for $8.4 billion in 1994.  

7) Price should be low enough so as to encourage mass buying and to discourage 
copy cat competitors. Ideally, the company innovates to produce the product or 
service at a lower cost. 

… the masses will not buy unless you have some of the above. The right price is 
critical. Many Blue Ocean companies use the following formula for pricing: 

a. Determine the right price that will cause a mass market to agree to buy. 

b. Determine desired profit margin. 

c. That leaves you what the product must be manufactured for or the cost 
to deliver the service. Then the company must innovate to make sure it 
can do that.  

 



 

   

  

 

68 
 

The Brain Trust CEO Manual 

For example, when the concept of the Model T was developed, it had to compete with 
the horse and buggy in order to be attractive to the mass market. Ford was competing 
with the horse and buggy on the low end and custom made luxury vehicles on the 
high end. He wanted to compete on the low end to get mass market distribution. The 
selling price was determined by that. After subtracting the gross profit margin that he 
desired, it left the cost for everything else. Henry Ford then had to innovate by coming 
up with the assembly line to be able to manufacture it at the targeted cost. And when 
you innovate to get to the right cost, it makes it harder and longer for competition to 
come up with a viable alternative. 

Another way to innovate on price is to do what Blockbuster did.  Very few people 
could afford the cost of movie videos at the time which was around $83. But the mass 
market could easily afford the rental price, and Blockbuster was off to creating a Blue 
Ocean valuation in the Billions. 

 

Other Points from Book 
1) When you have new ideas, you will need to manage opposition you will get 

from the following groups of people (resistance to change): 

a. Employees 

b. Business Partners 

c. Customers 

d. Competition 

2) The authors talk about Tipping Point Change and Tipping Point Management 
… Tipping Point meaning that at the point that you have enough core people 
who are believing in the change … that is the tipping point. 

a. One aspect of this is that in order for your management team to 
understand the need for change, have them actually experience the 
dysfunction and highly negative outcomes that are currently happening. 
In other words, don’t rely on feedback from the field from customer 
service … actually go out and talk face to face with the customer and feel 
their pain. It becomes much more real to them when they actually 
experience what is happening and become more convinced that change 
is necessary. 
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b. If the pain is coming directly from your first line people, hold “town hall 
meetings” with all the people so you hear it directly from them as 
opposed to hearing the complaints through channels of  communication. 

3) Financing Change or a new Blue Ocean Strategy 

a. The authors give examples of companies who were able to implement 
whole new initiatives (Blue Ocean Strategies) without spending 
additional capital. They were able to do it by reallocating resources 
(people and money) away from departments where there were under 
utilized resources into the new project. 

 

Book layout and concepts 
The book is divided into three parts:  

1. The first part presents key concepts of blue ocean strategy, including Value 
Innovation – the simultaneous pursuit of differentiation and low cost – and key 
analytical tools and frameworks such as the strategy canvas and the four actions 
framework. The four actions framework aids in eliminating the trade-off between 
differentiation and low cost within a company. The four actions framework consists 
of the following; 

• Raise: This questions which factors must be raised within an industry in terms 
of product, pricing or service standards. 

• Eliminate: This questions which areas of a company or industry could be 
completely eliminated to reduce costs and to create an entirely new market. 

• Reduce: This questions which areas of a company’s product or service are not 
entirely necessary but play a significant role in your industry, for example, the 
cost of manufacturing a certain material for a product could be reduced. 
Therefore, it can be reduced without completely eliminating it. 

• Create: This prompts companies to be innovative with their products. By 
creating an entirely new product or service, a company can create their own 
market through differentiation from the competition. 
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2. The second part describes the four principles of blue ocean strategy formulation. 
These four formulation principles address how an organization can create blue 
oceans by looking across the six conventional boundaries of competition (Six Paths 
Framework), reduce their planning risk by following the four steps of visualizing 
strategy, create new demand by unlocking the three tiers of noncustomers and launch 
a commercially viable blue ocean idea by aligning unprecedented utility of an offering 
with strategic pricing and target costing and by overcoming adoption hurdles. The 
book uses many examples across industries to demonstrate how to break out of 
traditional competitive (structuralist) strategic thinking and to grow demand and 
profits for the company and the industry by using blue ocean (reconstructionist) 
strategic thinking. The four principles are: 

1. how to create uncontested market space by reconstructing market boundaries, 

2. focusing on the big picture, 

3. reaching beyond existing demand and supply in new market spaces 

4. getting the strategic sequence right. 

3. The third and final part describes the two key implementation principles of blue 
ocean strategy including tipping point leadership and fair process. These 
implementation principles are essential for leaders to overcome the four key 
organizational hurdles that can prevent even the best strategies from being executed. 
The four key hurdles comprise the cognitive, resource, motivational and political 
hurdles that prevent people involved in strategy execution from understanding the 
need to break from status quo, finding the resources to implement the new strategic 
shift, keeping your people committed to implementing the new strategy, and from 
overcoming the powerful vested interests that may block the change. 

 

Proposition 
In the book the authors draw the attention of their readers towards the correlation of 
success stories across industries and the formulation of strategies that provide a solid 
base to create unconventional success – a strategy termed as "blue ocean strategy". 
Unlike the "red ocean strategy", the conventional approach to business of beating 
competition derived from the military organization, the "blue ocean strategy" tries to 
align innovation with utility, price and cost positions. The book mocks at the 
phenomena of conventional choice between product/service differentiation and lower 
cost, but rather suggests that both differentiation and lower costs are achievable 
simultaneously. 
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The authors ask readers "What is the best unit of analysis of profitable growth? 
Company? Industry?" – a fundamental question without which any strategy for 
profitable growth is not worthwhile. The authors justify with original and practical 
ideas that neither the company nor the industry is the best unit of analysis of profitable 
growth; rather it is the strategic move that creates "blue ocean" and sustained high 
performance. The book examines the experience of companies in areas as diverse as 
watches, wine, cement, computers, automobiles, textiles, coffee makers, airlines, 
retailers, and even the circus, to answer this fundamental question and builds upon 
the argument about "value innovation" being the cornerstone of a blue ocean 
strategy. Value innovation is necessarily the alignment of innovation with utility, price 
and cost positions. This creates uncontested market space and makes competition 
irrelevant. The new chapters in the expanded edition of the book deal with the issues 
of how to develop and align the three strategy propositions of value, profit and people, 
how to sustain and renew blue ocean strategy at both the business level and the 
corporate level, and how to avoid red ocean traps that keep organizations anchored 
in existing market space even as they attempt to create new market space.[6] The 
following section discusses the concept behind the book in detail. 

 

Concept 
Cirque du Soleil – an example of creating a new 
market space, by blending opera and ballet with the 
circus format while eliminating star performers and 
animals 

The metaphor of red and blue oceans describes the 
market universe. 

Red oceans represent all the industries in existence 
today – the known market space. In the red oceans, 
industry boundaries are defined and accepted, and the competitive rules of the game 
are known. Here companies try to outperform their rivals to grab a greater share of 
product or service demand. As the market space gets crowded, prospects for profits 
and growth are reduced. Products become commodities or niche, and cutthroat 
competition turns the ocean bloody; hence, the term "red oceans". 

Blue oceans, in contrast, denote all the industries not in existence today – the unknown 
market space, untainted by competition. In blue oceans, demand is created rather 
than fought over.  

https://en.wikipedia.org/wiki/Blue_Ocean_Strategy#cite_note-6
https://en.wikipedia.org/wiki/Cirque_du_Soleil
https://en.wikipedia.org/wiki/Commodities
https://en.wikipedia.org/wiki/Niche_market
https://en.wikipedia.org/wiki/File:Dralion-Vienna.jpg
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There is ample opportunity for growth that is both profitable and rapid. In blue oceans, 
competition is irrelevant because the rules of the game are waiting to be set. Blue 
ocean is an analogy to describe the wider, deeper potential of market space that is 
not yet explored. 

The cornerstone of blue ocean strategy is "value innovation", a concept originally 
outlined in Kim & Mauborgne's 1997 article "Value Innovation - The Strategic Logic of 
High Growth". Value innovation is the simultaneous pursuit of differentiation and low 
cost, creating value for both the buyer, the company, and its employees, thereby 
opening up new and uncontested market space. The aim of value innovation, as 
articulated in the article, is not to compete, but to make the competition irrelevant by 
changing the playing field of strategy. The strategic move must raise and create value 
for the market, while simultaneously reducing or eliminating features or services that 
are less valued by the current or future market. The Four Actions Framework is used 
to help create value innovation and break the value-cost trade-off. Value innovation 
challenges Michael Porter's idea that successful businesses are either low-cost 
providers or niche-players. Instead, blue ocean strategy proposes finding value that 
crosses conventional market segmentation and offering value and lower cost. 
Educator Charles W. L. Hill proposed a similar idea in 1988 and claimed that Porter's 
model was flawed because differentiation can be a means for firms to achieve low 
cost. He proposed that a combination of differentiation and low cost might be 
necessary for firms to achieve a sustainable competitive advantage. 

Many others have proposed similar strategies. For example, Swedish educators Jonas 
Ridderstråle and Kjell Nordström in their 1999 book Funky Business follow a similar 
line of reasoning. For example, "competing factors" in blue ocean strategy are similar 
to the definition of "finite and infinite dimensions" in Funky Business. Just as blue 
ocean strategy claims that a red ocean strategy does not guarantee success, Funky 
Business explained that "Competitive Strategy is the route to nowhere". Funky 
Business argues that firms need to create "sensational strategies". Just like blue ocean 
strategy, a sensational strategy is about "playing a different game" according to 
Ridderstråle and Nordström. Ridderstråle and Nordström also claim that the aim of 
companies is to create temporary monopolies. Kim and Mauborgne explain that the 
aim of companies is to create blue oceans, that will eventually turn red. This is the 
same idea expressed in the form of an analogy. Ridderstråle and Nordström also 
claimed in 1999 that "in the slow-growth 1990s overcapacity is the norm in most 
businesses". Kim and Mauborgne claim that blue ocean strategy makes sense in a 
world where supply exceeds demand. 

 

https://en.wikipedia.org/wiki/Michael_Porter
https://en.wikipedia.org/wiki/Market_segmentation
https://en.wikipedia.org/wiki/Jonas_Ridderstr%C3%A5le
https://en.wikipedia.org/wiki/Jonas_Ridderstr%C3%A5le
https://en.wikipedia.org/wiki/Kjell_Nordstr%C3%B6m
https://en.wikipedia.org/w/index.php?title=Funky_Business&action=edit&redlink=1
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Blue ocean vs. red ocean 
Kim and Mauborgne argue that while traditional competition-based strategies (red 
ocean strategies) are necessary, they are not sufficient to sustain high performance. 
Companies need to go beyond competing. To seize new profit and growth 
opportunities they also need to create blue oceans. The authors argue that 
competition based strategies assume that an industry's structural conditions are 
given and that firms are forced to compete within them, an assumption based on what 
academics call the structuralist view, or environmental determinism. To sustain 
themselves in the marketplace, practitioners of red ocean strategy focus on building 
advantages over the competition, usually by assessing what competitors do and 
striving to do it better. Here, grabbing a bigger share of the market is seen as a zero-
sum game in which one company's gain is achieved at another company’s loss. 
Hence, competition, the supply side of the equation, becomes the defining variable of 
strategy. Here, cost and value are seen as trade-offs and a firm chooses a distinctive 
cost or differentiation position. Because the total profit level of the industry is also 
determined by structural factors, firms principally seek to capture and redistribute 
wealth instead of creating wealth. They focus on dividing up the red ocean, where 
growth is increasingly limited. 

Blue ocean strategy, on the other hand, is based on the view that market boundaries 
and industry structure are not given and can be reconstructed by the actions and 
beliefs of industry players. This is what the authors call the reconstructionist view. 
Assuming that structure and market boundaries exist only in managers’ minds, 
practitioners who hold this view do not let existing market structures limit their 
thinking. To them, extra demand is out there, largely untapped. The crux of the 
problem is how to create it. This, in turn, requires a shift of attention from supply to 
demand, from a focus on competing to a focus on value innovation – that is, the 
creation of innovative value to unlock new demand. This is achieved via the 
simultaneous pursuit of differentiation and low-cost. As market structure is changed 
by breaking the value/cost tradeoff, so are the rules of the game. Competition in the 
old game is therefore rendered irrelevant. By expanding the demand side of the 
economy, new wealth is created. Such a strategy therefore allows firms to largely play 
a non–zero-sum game, with high payoff possibilities. 

 

 

 

 

https://en.wikipedia.org/wiki/Zero-sum_game
https://en.wikipedia.org/wiki/Zero-sum_game
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Examples 
Examples documented in the book 

Some examples of companies that may have created new market spaces in the 
opinion of Kim and Mauborgne include ; 

• Cirque du Soleil: Blending of opera and ballet with circus format while 
eliminating star performer and animals; 

• Netjets: fractional jet ownership; 

• Southwest Airlines: offering flexibility of bus travel at the speed of air travel 
using secondary airports; 

• Curves: redefining market boundaries between health clubs and home exercise 
programs for women; 

• Home Depot: offering the prices and range of lumberyard, while offering 
consumers classes to help them with DIY projects; 

• Dyson: Cyclonic Vacuum Cleaners. 

 

Recent application examples 
Reports of businesses using blue ocean strategy concepts include: 

• China Mobile: China Mobile CEO Wang Jianzhou talked about China's 
hinterland as a classic "blue-ocean market," where the company is casting its 
net widely without worrying about getting tangled up with the nets of rivals. 

• Pitney Bowes: Michael Critelli, the departing CEO of Pitney Bowes, explained 
how Pitney Bowes created the Advanced Concept & Technology Group (ACTG), 
a unit responsible for identifying and developing new products outside. Critelli 
cited ACTG's development of a machine, which enables people to design and 
print their own postage from their desktops, as an example of a blue ocean 
strategic move. 

• Starwood: One group which has been exploring blue ocean thinking for the past 
three years is Starwood Hotels and Resorts. In an interview to INSEAD 
Knowledge, Robyn Pratt, Vice President, Six Sigma and Operational Innovation 
talks about how they are taking a step-by-step approach to implementing the 
concept. 

https://en.wikipedia.org/wiki/Cirque_du_Soleil
https://en.wikipedia.org/wiki/Netjets
https://en.wikipedia.org/wiki/Southwest_Airlines
https://en.wikipedia.org/wiki/Curves_International
https://en.wikipedia.org/wiki/Home_Depot
https://en.wikipedia.org/wiki/Dyson_%28company%29
https://en.wikipedia.org/wiki/China_Mobile
https://en.wikipedia.org/wiki/Pitney_Bowes
https://en.wikipedia.org/wiki/Starwood_Hotels_and_Resorts_Worldwide
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• Wii: Rather than releasing a more technologically advanced video game 
console with more features as in previous generations, Nintendo released a 
console with innovative controls made to attract populations that are typically 
excluded from the target demographic for video games, such as the elderly. 

• TATA Motors: With its recent product, the Nano car, the company has adopted 
a combination of differentiation and low cost. 

• Starbucks: This company entered a historically crowded market place, the 
coffee shop industry; however, it found its way to success through the blue 
ocean strategy. Starbucks separated itself from the competition by combining 
differentiation, low cost and a customer oriented approach from the beginning 
of its operation. As well as this, Starbucks focused on maximising its brands 
exposure, rather than solely focusing on itself as just another coffee shop. In 
terms of differentiation, Starbucks offered a variety of products, such as 
smoothies, teas and a selection of coffees that no other establishment was 
offering. By training specialised staff, the company was operating on less staff 
than would usually be needed, whilst maintaining professionalism and 
excellent customer service, for example, personalised coffee cups. In order to 
maximise the customer experience, Starbucks set out to change the furnishings 
throughout their stores, creating a comfortable environment which convinces 
its customer to spend longer in store. 

 

Reception of the Book: 
Since Blue Ocean Strategy was published in 2005 it has been translated into 43 
languages and has sold over 3.5 million copies. The book was named a bestseller by 
the Wall Street Journal, BusinessWeek, and the Amazon.com. It was selected as one 
of the “Best Books of 2005” by Fast Company magazine, won “The Best Business 
Book of 2005” Prize at the Frankfurt Book Fair, and achieved bestselling book of the 
decade status by 800-CEO-READ (2000-2010).Strategy+Business magazine 
selected it as #1 strategy book of 2005. 

In 2009, Blue Ocean Strategy was selected by the China Daily and the China Research 
Institute as one of the 40 most influential books in the History of the People's Republic 
of China (1949-2009) along with Adam Smith’s ″The Wealth of Nations″ under the 
category of ″Economics and Finance.″In 2010, Polish group ThinkTank selected Blue 
Ocean Strategy as one of the Top 20 books that have shaped Polish Leaders. 

 

https://en.wikipedia.org/wiki/Wii
https://en.wikipedia.org/wiki/TATA_Motors
https://en.wikipedia.org/wiki/Tata_Nano
https://en.wikipedia.org/wiki/Starbucks
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Blue Ocean Strategy won the Thinkers50 2011 Strategy Award for Best Business 
Book of the decade and in the same year, it was introduced to the Fast Company 
Leadership Hall of Fame. In 2013, the book received the GoodBooks Award in the 
Management category by the Vietnamese Institute for Research on Education 
Development (IRED), was selected as one of the 15 Best Business Books of the last 
decade in Russia by the Kommersant.ru magazine, and selected as one of the top 
three best management books in Japan by the Diamond Harvard Business Review. 

The Wall Street Journal recommends Blue Ocean Strategy for the top manager. Forbes 
calls it one of the ten business trends for 2013 and argues that "blue ocean strategies 
are more influential than ever." BusinessWeek says that "Blue Ocean Strategy will 
have you wondering why companies need so much persuasion to stay out of shark-
infested waters." The Business Strategy Review said the book "challenges everything 
you knew about strategy", and the Business Times called on firms to "adopt blue 
ocean strategy to stay ahead." Marketplace magazine recommends Blue Ocean 
Strategy as a book "you need to read."  
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Core Competency Development 

 

A core competency is a specific factor that a business sees as being central to the 
way it works or the way its employees work.   

A core competency can take various forms, including technical/subject matter know-
how, a reliable process and/or close relationships with customers and suppliers. It may 
also include product development or culture, such as employee dedication, best 
Human Resource Management (HRM), good market coverage etc. 

Core competencies are particular strengths relative to other organizations in the 
industry which provide the fundamental basis for the provision of added value. Core 
competencies are the collective learning in organizations, and involve how to 
coordinate diverse production skills and integrate multiple streams of technologies. It 
is communication, an involvement and a deep commitment to working across 
organizational boundaries.   

Many (most) core competencies provide a basis for competitive advantage. 
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For an example of core competencies, when studying Walt Disney World - Parks and 
Resorts, there are three main core competencies: 

• Animatronics and Show Design 

• Storytelling, Story Creation and Themed Atmospheric Attractions 

• Efficient operation of theme parks 

* The value chain is a systematic approach to examining the development of 
competitive advantage. It was created by M. E. Porter in his book, Competitive 
Advantage (1980). The chain consists of a series of activities that create and build 
value.  

One of the ways that you need to see your business Is that you are in the business 
of creating and building core competencies on an ongoing and never ending basis. 

 

Partial List of Core Competencies: 
1) Best in Class Quality Control 

2) Best in Class Customer Service 

3) Technological knowhow and skills 

4) Systematic development of innovation 

5) Best in Class Research and Development 

6) Best in Class Training 

7) Being in the category of Best Places to Work 

8) Designing Flawless Systems and Structure for the business (this is huge ... a 
flawed system or bad structure results in all kinds of fire fighting) 

9) High Quality Management 

10) Production Efficiency 

11) Low Cost Producer 

12) Plan to Enhance and Develop great Teamwork 

13) Everyone takes Responsibility 

14) Good Decision Making 
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15) Effective Communication 

16) Great Leadership 

17) Trustworthiness & Ethics 

18) Results orientation 

19) Effective Problem Solving through root cause analysis 

20) Keeping the Sales Funnel Full 

21) Digital Marketing 

22) Social Media Marketing 

23) Developing High Quality Prospects to Sell that fall into the category of your 
"Ideal Customer" 

24) Systematic and Best in Class Sales Training 

25) Sales Conversion Systems 

26) System for Developing and Nurturing Strategic Relationships of all kinds 

27) System for Partnering with our Vendors and Customers 

28) Having the appropriate amount of Production Capacity to handle growth 
(people, equipment, facilities and core competencies) 

29) Always having enough Working Capital to handle Current Operations and 
Growth 

30) Access to new Capital 

31) Effectively Scaling of the Business (growing the business smoothly with no 
upset conditions) 

32) Scorekeeping Systems (if you are not keeping score on everything, then all 
aspects of the business will eventually reduce down to the lowest acceptable 
level of performance) 

33) On-boarding System for New Employees 

34) Team Development Systems 

35) Methodology for hiring very High Quality New People that match our needs and 
our culture 

36) Never Ending Continuous Improvement 
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37) Methodology for helping Toxic Employees to find a new place to work 

38) Methodology for Eliminating (firing) Toxic and Unruly Customers 

39) Management Dashboards 

40) Ways of defining and updating Critical Success Factors 

41) Risk Management methodologies 

42) Methodologies for Engaging, Motivating and Appreciating Team Members 

43) Timely Replacement of Obsolete Assets 

44) Effective Succession Planning 

45) Good Working Conditions 

46) Providing Outcomes for our Customers that Provides Them Competitive 
Advantage or Serves our Customer's Customer or Decreases Cycle Times for 
our Customer. 

47) Developing a company culture that aligns with your core values and results in 
fulfilled, happy team members. 

If you had all of the above Core Competencies ...  Do you think you would have 
significant competitive advantage in the marketplace? ... of course the answer is yes, 
and by the way, you would dominate the marketplace ... you would be turning away 
business and only taking the most profitable work. Your net profit would go up by 
a factor of 2 - 10X. 

 
YOU WILL HAVE A MAJOR BREAKTHROUGH IF YOU GET THIS ONE THING: 
Problems are almost always preventable if the appropriate Core Competency is in 
place. Conversely, if you ever have a problem, ask yourself the question ... What 
lack of Core Competency caused this problem.  

... Then go develop those Core Competencies, and your firefighting will eventually 
be reduced by 75 - 90%  ... AND ... 
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YOU'LL ENJOY THE FOLLOWING MAJOR BENEFTIS: 
1) You can now scale without the wheels falling off!!!! That's right ... this is the key 

to a future filled with opportunity and growth and devoid of hassles, heartache 
and hardship. 

2) You'll get your life back. 

3) If your people are fighting fires half the time, and you remove that from your 
company .... then you will release an unbelievable amount of production 
capacity of your people. In some cases, you will be able to grow without adding 
people or surely with fewer added resources. 

4) Your people will be MUCH happier. Fighting fires kills people ... they end up 
HATING their job, getting burned out and then they leave. Smooth sailing 
causes people to LOVE their job ... happy employees means much lower 
turnover and better productivity. 

5) Your net profit margin will soar because you can deliver the same amount of 
products or services with fewer resources. One of our members went from a 
net profit of 1% to a net profit of 10% ... a 10x improvement. Many other Brain 
Trust Members have doubled and tripled their profit from this main concept. 

6) Problem free delivery of products or services result in customers who will love 
you to death because their life is now much better now that you are delivering 
problem free products and services.  

7) High quality, problem free products, delivery and service (the "Customer 
Exxperience") will become your major competitive advantage as your 
competitors continue to do what you used to do. 

8) The word will get out about this, and you will acquire new business just 
because customers love doing business with you. 
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Managing Risk 

 

The following 3 sections come from Tom Berger, Brain Trust member. Tom was an 
Operating Partner at Bessemer Venture Partners, the first major venture capital 
company in the country and was former CEO of 8 Venture Capital backed companies. 
He also owns 8 patents, 6 of which were sold to Google. 

Managing risk is critical to the CEOs success. Here is a great formula for measuring 
risk that Tom developed over his 40 year career: 

Risk Assessment Tool Explanation: 

https://content.ceobraintrustportal.com/view/content/tnqLK 
 

Risk Assessment Tool Calculations: 

https://content.ceobraintrustportal.com/view/content/VTphH 

 

 

 

https://content.ceobraintrustportal.com/view/content/tnqLK
https://content.ceobraintrustportal.com/view/content/VTphH
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Goal Setting and Messaging 
Tom Berger gave a presentation to TBT that covered two topics: 

1) Here is the Video of this Presentation: 

https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xl
WYQg5-
5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=16058095110
00 

2) Summary Notes from Presentation - Goal Setting - Tiny Goals for Maximum 
Results: 

Why setting smaller, intermediate goals can improve achievement of large 
goals: 

https://content.ceobraintrustportal.com/view/content/hB1NX 

3) Summary Notes from Presentation - Messaging: Less is More: 

This is Best in Class information on how to best craft the messaging for your 
company 

https://content.ceobraintrustportal.com/view/content/mZ6fF 

4) Here is the Video of this Presentation: 

https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xl
WYQg5-
5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=16058095110
00 

 

 

 

 

 

 

 

 

https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://content.ceobraintrustportal.com/view/content/hB1NX
https://content.ceobraintrustportal.com/view/content/mZ6fF
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
https://us02web.zoom.us/rec/share/dLiZ2JXePenecJOVYJzShHWpL90gd0B0xlWYQg5-5Gk7nHyt13rioqtr__4xxEPk.d1RUYKCPBKFWqKAc?startTime=1605809511000
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CxO-Atlas.com 
Our member, Tom Berger, has also produced a gift of love to all entrepreneurs … many 
hundreds of articles on every aspect of starting and building a company. Coming from 
an executive who was CEO of 8 Venture backed companies with combined exits of 
$285 million dollars. 

The https://cxo-atlas.com/ website … 

…  is a collection of over 675 articles, presentations, and tools.  It is intended to be a 
reference source for CxOs and entrepreneurs.  Access to the site is free and uses no 
cookies or user tracking of any kind.  Users can browse and read any of the articles 
and, once registered, can download any of the articles, PowerPoint™ presentations 
or tools.  All that is required to register is the user’s name, company name, and email 
address. 

The content is divided into nine volumes and contains a wide variety of information 
that varies from recommendations on starting a company through sales 
compensation.  Each of the articles addresses a single subject and, on average, are 
two pages long.  Most can be read in two or three minutes.  Articles can be read in 
any order; there is no need to start at the beginning of a volume, chapter, or section. 

The “Atlas” portion of the site’s title is intended to describe two notions.  First, all CxOs 
and entrepreneurs often feel that the weight of the world is on their shoulders – similar 
to Greek mythology character. Second, the site provides guidance along the road to 
success – similar to a road atlas. 

The site contains no advertising.  Development and on-going support are funded by 
the site’s creator, Tom Berger, and optional user donations. 

Check it out! You can search on virtually any topic and find a treasure trove of great 
ideas and best practice thinking. 

 

 

 

 

 

 

 

https://cxo-atlas.com/
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Biggest Mistakes CEO’s Make 
 

1) Does not effectively articulate critical advantage or differentiation to the 
marketplace. 

2) Does not articulate company value proposition and differentiation in elevator 
speech. 

3) Does not pay enough attention to the most critical element of financial 
management: cash flow. 

4) Thinks that price is why he/she loses business, when price is almost never the 
real reason. 

5) Gets too caught up in the weeds of the business. 

6) Does not upgrade people quickly enough. 

7) Does not put enough emphasis on training. 

8) Does not fire unprofitable and unruly customers. 

9) Does not delegate appropriately regarding the responsibilities that s/he is not 
good at. 

10) Does not invest enough time and resources to ensure that the sales team is 
fully staffed with well trained high achievers. 

11) Does not improve production capacity (people, processes, core competencies 
and facilities) to provide capability to handle growth. Result = chaos. 

12) Settles for average performance in certain parts of the business. 

13) Does not sell his/her vision to employees, customers and stakeholders (this 
might be two different vision statements) 

14) Falsely save money by under spending on lawyers and accountants 

15) Does not implement fraud protection ideas from CPA firm. 

16) The market shifts and the company does not. 
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17) Difficulty scaling the business because 

a. Standard Operating Procedures and  Systems are weak or not in place, and 

b. Marketing is not filling the funnel adequately. 

18) You are indispensable. 

19) You're solving symptoms ... not the disease, which means you are not getting 
to the root cause of problems. For example, let's say sales are not where you 
want them to be. What's the cause of that? Salespeople are not making enough 
sales (symptom). What's the cause of that? Sales people are not making 
enough sales calls (symptom). What's the cause of that? Sales people are 
bogged down with doing non selling activity. (symptom). What's the cause of 
that? Salespeople are required to do too much non selling work. (symptom). 
What's the cause of that? You do not have a cost effective solution for getting 
that work done by non selling people (that's the disease ... the root cause). One 
possible solution: Outsource most of the non selling work to virtual assistants 
at $5/hour using contract labor in a developing country such as India, Ukraine, 
the Philippines, etc. using freelancer platforms like www.upwork.com …  Ask 
Tom for the Brain Trust proprietary information on how to do that.   Your sales 
people should be producing results that values their work at $100+/hour. You're 
freeing them up to make more sales using $5/hour contractors. The ROI on that 
could be 500 - 5,000%. 
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What About You? 
1) What do you need to improve? 

2) How are you sleeping? 

3) How are you feeling? 

4) How are you managing stress? 

5) How’s your health? 

6) Work/Life balance? 

7) What’s bothering you? 

8) How are the quality of your relationships? 

9) What’s your dream (for the business)? 

10) What’s your dream (for your life)? 

11) Whatever you’re thinking, think bigger. Are you thinking big enough? 

12) What is your PERSONAL Strategic Plan (see next section) 

 

Want to talk about any of this stuff? … give Tom a call! 

Want to talk about anything else in this manual? … give Tom a call! 
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Your Own Personal Strategic Plan 
 

Whether you want to lose weight, start a business, buy a business, become a better 
Father or Mother, improve your relationships, plan for retirement or change the world, 
if you don’t plan to succeed you’re planning to fail. Designing a personal strategic plan 
around your personal vision, mission and values can help you achieve your goals and 
meet monthly, quarterly and yearly objectives.   

Maslow’s Hierarchy of Needs 

Not unlike businesses, personal strategic plans are built around a hierarchy of needs. 
According to Changing Minds, Abraham Maslow’s hierarchy of needs is based on five 
key elements: self-actualization, self-esteem, belonging-love, safety and 
psychological needs. Your vision, mission and values should be created in the same 
manner--ultimately, around what you need and value the most in your life. 

 

Personal Vision, Values and Mission Statement 
The foundation of any personal strategic plan is a vision, mission, values and goals.  

 

Vision (Your Dream) 
Your Vision is a statement of your ideal outcome of where you would like to be in as 
few as three months or as many as 15 years or more. You can make your personal 
vision as grandiose or small as you like.  

An example of a Vision Statement is, "My Vision for my future is that 5 years from 
now: 

1) My company will be running itself as a result of putting in place a complete 
management team including a President/COO. 

2) I will be spending most of my reduced work load of time working ON the 
business, implementing innovation in the company and creating the future. 

3) My relationship with my spouse will have steadily improved to a level of 
complete unconditional love and acceptance. 

4) My relationships with my kids will be mutually supportive and loving. 
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5) I will have begun the process of investing time and resources to begin a 
Charitable Foundation to support the homeless." 

Don’t worry about whether you have all the pieces in place to reach this ideal outcome. 
Base your vision on its obtainability if given enough time and resources.  

 

Personal Values 
Determine your top values, based on your experiences of happiness, pride, and 
fulfillment. 

Why is each experience truly important and memorable? Use the following list of 
common personal values to help you get started – and aim for about 10 top values. 
(As you work through, you may find that some of these naturally combine. For 
instance, if you value philanthropy, community, and generosity, you might say that 
service to others is one of your top values.) 

Accountability, Accuracy Achievement, Adventurousness, Altruism, Ambition, 
Assertiveness, Balance, Being the best, Belonging, Boldness, Calmness, Carefulness, 
Challenge, Cheerfulness, Clear-mindedness, Commitment, Community, Compassion, 
Competitiveness, Consistency, Contentment, Continuous , Improvement, Contribution, 
, Control, Cooperation, Correctness, Courtesy, Creativity, Curiosity, Decisiveness, 
Democraticness, Dependability, Determination, Devoutness,  Diligence, Discipline, 
Discretion, Diversity, Dynamism, Economy, Education, Effectiveness, Efficiency, 
Elegance, Empathy, Enjoyment, Enthusiasm, Equality, Excellence, Excitement, 
Expertise, Exploration, Expressiveness, Fairness, Faith, Family-orientedness, Fidelity, 
Financial Security, Fitness, Fluency, Focus, Freedom, Fun, Generosity, Goodness, 
Grace, Growth, Happiness, Hard Work, Health, Helping Society, Holiness, Honesty, 
Honor, Humility, Independence, Ingenuity, Inner Harmony, Inquisitiveness, 
Insightfulness, Integrity, Intelligence, Intellectual Status, Intuition, Joy, Justice, 
Leadership, Legacy, Love, Loyalty, Making a difference, Mastery, Merit, Obedience, 
Openness, Order, Originality, Patriotism, Perfection, Positivity, Practicality, 
Preparedness, Professionalism, Prudence, Quality-orientation, Reliability, 
Resourcefulness, Restraint, Results-oriented, Rigor, Security, Self-actualization, Self-
control, Selflessness, Self-reliance, Sensitivity, Serenity, Service, Shrewdness, 
Simplicity, Soundness, Speed, Spontaneity, Stability, Strategic, Strength,   Structure, 
Success, Support, Teamwork, Temperance, Thankfulness, Thoroughness, 
Thoughtfulness, Timeliness, Tolerance, Traditionalism, Trustworthiness, Truth-
seeking, Understanding, Uniqueness, Unity, Usefulness, Vision, Vitality. 
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What you value drives your mission and vision. Values are what are important to you. 
Is it financial security? Education? Integrity? You can have as few or as many values 
as you desire, but keep them short and change them as your needs change. Also 
remember, values don’t have to be centered on financial stability. If you value honesty, 
compassion, truthfulness, love or tranquility, these can make useful value statements 
as well. Values will not only aid you in setting a vision and mission, but also in goal 
setting. 
 

Mission 
Your personal Mission can be any of the following things: 

1) What you would like to become or  

2) What you would like to accomplish (in your life) or 

3) Your Purpose in life 

... based on what you value and /or what your core competencies are. Core 
competencies are what is unique about you that you are really good at. 

 

Examples of Mission Statements (pick one of these examples to use as your template): 

1) Because I value ________, __________ and _______, I will become 
_______________________. 

2) Because I value ________, __________ and _______, I will accomplish 
_______________________. 

3) Because I value ________, __________ and _______, my purpose in life is  
_______________________.  

4) Based on my ability to (list core competencies) _________, ________ and 
________, I will become __________________________. 

5) Based on my ability to (list core competencies) _________, ________ and 
________, I will accomplish __________________________. 

6) Based on my ability to (list core competencies) _________, ________ and 
________, my purpose in life is __________________________.  

 

 



 

   

  

 

91 
 

The Brain Trust CEO Manual 

Another example: Here is my Mission Statement: 

My purpose in life is to use my creativity, passion and entrepreneurial ability to create 
and deliver experiences that enable my clients (and family) to experience peace, 
prosperity, health, happiness, love and light. 

 

Setting Goals 
Goals should always be specific, attainable and measurable (finite time to achieve the 
goal). A personal strategic plan is no good without action behind it. Goals can be big 
and audacious goals or short-term. Clearly defined goals are easier to put a strategic 
plan behind, which increases the chances of reaching your goal. For example, If you 
value independence and freedom, then having the goal of hiring a President/COO for 
your company will free you up (from being a slave to your company) to do what you 
love and what will enable you to fulfill your vision and mission in life.  

Do you currently have all the tools or resources to get you there? If not, determine 
what you need and set daily steps toward attainment. 

 

Scan for Threats 
Scan your environment for threats that could prevent you from achieving your goals. 
Threats, whether internal or external, need to be constantly monitored for and 
addressed. If ignored, your goals are just a wish and a hope that may never be 
realized. A personal strategic plan is a living document. Stay focused, evaluate it 
constantly and make changes when necessary. 
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Apps recommended by our CEO's 
www.MeetingKing.com 

MeetingKing makes it easy to manage, structure, record and follow-up on your 
meetings. Set the agenda, meet and get things done. 

 

Collaborate before, during and after meetings  
A good meeting starts with thorough preparation and ends with clear, well 
documented minutes and tasks. With MeetingKing all participants can easily work 
together on the agenda, share documents, and provide updates on tasks. 

 

All information in one tool and one place 
No more confusion about the agenda, always access to the latest presentation, and 
everyone sees the same notes and action items. All information is in one place and 
not scattered in your inbox, on a server or in 4 different tools in the cloud. 

 

Get things done 
The central interactive task list will make sure that things get done. The task manager 
will send you automatic reminders. What is more, in your dashboard you can also see 
what others are supposed to do for you. 

 

Stay focused 
A new issue comes up during a meeting, but it may be outside the scope of the 
meeting. Simply add it to the Parking Lot and discuss it in another meeting. Your 
current meeting stays on track and the issue won’t drop off the radar. Find out more 
about the meeting Parking Lot. 
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Stay in the loop 
As a manager you cannot attend all meetings in your department, but with 
MeetingKing you can easily see what is discussed, what was decided, and if the action 
items are completed. 

 

Search your archive 
Don’t waste time on discussing the same issues over and over again. Simply search 
your past discussions and decisions in MeetingKing to see what was decided. 

www.slack.com 

 

Channels 
Organize your team conversations in open channels. Make a channel for a project, a 
topic, a team, or anything—everyone has a transparent view of all that’s going on. For 
sensitive information, create private channels and invite a few team members 

Direct Messages 
Send messages directly to another person or to a small group of people for more 
focused conversations. 

 

Calls 
Take a conversation from typing to face-to-face by starting a voice or video call in any 
Channel or Direct Message. Make one-on-one or group calls right from Slack without 
needing to open another app or share invite links. 

 

Drag, drop, and share your files. 
Not just your messages, but all your files, images, PDFs, documents, and spreadsheets 
can be dropped right into Slack and shared with anyone you want. Add comments, 
star for later reference, and it’s all completely searchable. 

http://www.slack.com/
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If you use any services like Google Drive, Dropbox, or Box, just paste the link and that 
document is immediately in sync and searchable too. 

Slack integrates with companies like Asana, Twitter, Google Drive, Github and more. 

 

All your tools in one place. 
Connect all the tools you use to Slack and avoid all that constant switching between 
apps. Set up your integration so that you get all your notifications directly within 
Slack—from support requests, code check-ins, and error logs to sales leads—all of 
them searchable in one central archive. 

 

Search your entire archive. 
Everything in Slack—messages, notifications, files, and all—is automatically indexed 
and archived so that you can have it at your fingertips whenever you want. Slack also 
indexes the content of every file so you can search within PDFs, Word documents, 
Google docs, and more. With one search box and a set of powerful search operators, 
you can slice and dice your way to that one message in your communication haystack. 
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Exhibit A:                                    
Articles for CEOs 

Below is a Archive of Articles specifically written for CEOs: 
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Are Your Employees a Liability or an Asset? 
By Tom Cramer 

  

When it comes to structuring your business for future success, how you define the 
roles within your organization will be key. Some CEO professional development 
consultants argue that your employees can serve to be your company’s greatest 
liability if you do not invest the time to determine your company’ trajectory and plan 
your recruitment, hiring, and training accordingly. Here are a few proven ways to 
ensure your company is primed for future success and you can effectively leverage 
your employees to be your company’s greatest asset. 

 

 

 

 



 

   

  

 

97 
 

The Brain Trust CEO Manual 

#1 – Define the present and future roles within your organization 
Your company will only be as successful as the business model it is built on. If you are 
unclear of your mission or your ultimate vision for your business, then knowing who to 
hire and when will be a challenge. To ensure your employees are an asset to your 
company, you must first define the roles that you need. It is an important exercise to 
consider both those roles that represent an immediate need as well as the roles that 
may evolve as your business reaches certain growth milestones. Knowing where your 
needs are now and into the future will give you a clear path to finding the right people 
at the right time. 

 

#2 – Assign people to roles that fit their skills 
All too often, and especially when your company’s roles are not well defined, you may 
promote or hire people for roles that are not well suited for them. This can be true 
when you experience high growth times and do not have enough employees to meet 
your demand. Having a hiring plan in place to help you begin sourcing for qualified 
applicants 6 months to a year in advance can be a great way to ensure you have 
ample time to find the right people for the specific roles you need to fill. When you 
have the wrong people in the wrong roles, you risk losing crucial momentum within 
your company. If at all possible, avoid “rush hiring”. You always want to have 
contingency plans in place and be aware of what roles may be coming available as 
far in advance as possible. 

 

#3 – Be clear on what each role is expected to achieve 
How often do you communicate performance expectations? Every employee should 
know what standards they are expected to meet as well as the rewards (and 
consequences) for not meeting them. Accountability is an important part of managing 
your employees and ensuring that they are able to produce in their given roles. When 
you have clearly defined roles within your organization, you can tie every company 
milestone to the work needed to be done by each individual role. The more you can 
communicate how your employees work feeds into the overall success (or failure) of 
the company, the more ownership you start to create. 
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Simply put, your employees should be one of, if not your company’s, greatest assets. 
However, in order to have this be true, you must put in the work now to define the 
roles within your organization, find the right people for the right roles, and be clear on 
your expectations. 

Would you benefit from having a supportive network of experienced CEOs to 
brainstorm, collaborate, and get business guidance from? If so, we invite you to 
consider applying to Atlanta’s #1 CEO Peer Group, The Brain Trust. Our impactful 
monthly meetings bring together a unique group of the region’s best CEOs to share 
information, enhance your leadership skills, and give your business a competitive 
advantage. Click here to learn more. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

https://braintrustceo.com/
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Top 5 Personality Traits Every CEO Must Have 
By Tom Cramer 

 

If you were to list the top qualities a successful CEO must have, what traits do you 
think will top this list? To run an organization and be an effective leader, CEO peer 
development consultants find that having these 5 traits can set you and your business 
on a path for success. 

 

Trustworthy  
Your employees need to know that you say what you mean and mean what you say. 
Your sense of honesty and trustworthiness is paramount to be able to build trust 
within your teams and for your employees to buy into your vision. The best way to do 
this is to be transparent as often as possible. Having a weekly CEO blog or 
implementing an open door office policy where employees can come meet with you 
directly, can help to convey your sense of trustworthiness. 
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High Emotional Intelligence  
Often executive leaders focus on what they know as opposed to how well they are 
able to interact with others. Being able to “read” people and know how to respond to 
various personality types and learning styles is a key component of being a successful 
leader. How well you can navigate complex emotional situations can help you in being 
able to motivate your teams to stay productive and functioning at their best. 

 

Objective  
As the leader of your organization, you will have to sift through lots of information to 
find the best business options for your teams to pursue. To do this, you will need to be 
able to judge things in an unbiased way so that your decisions are rooted in objectivity 
and evidence, as much as possible. Your ability to see both sides of an option will be 
important in shaping how you analyze which paths to take now and into the future. 

 

Analytical-Minded  
Making a decision without the proper information can be catastrophic for your 
organization. That’s why the most successful CEOs make a point to gather data and 
analyze it to determine the best plan of action. If you are not “data-inclined”, then you 
could be missing out on big opportunities and/or making decisions that are not as 
sound as they can (or should be). Even taking time each week to read about changes 
or trends in your industry can be a good practice to start training your brain to look for 
patterns, data, or hidden opportunities. 

 

Self-aware 
When it comes to choosing executive teams, psychologists note that we are more 
inclined to choose people that are like us or who share similar qualities and interests. 
Self-aware CEOs understand this and instead seek out people that have different 
skills and interests from their own to ensure that their teams are as diverse and 
innovative as possible. Understanding your strengths and weaknesses, as a leader, is 
an important self-awareness exercise that enables you to know where you may need 
more support. 
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How many of these traits do you possess? Which areas do you feel that you need 
more guidance in? If you have not found professional development opportunities for 
the year, we invite you to consider The Brain Trust. Our award-winning CEO 
development programs are designed to help you hone your skills, strengthen your 
challenge areas, and give you unprecedented access to world-class resources. 
Click here to learn more and connect with our CEO peer group on Facebook here. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

https://braintrustceo.com/
https://www.facebook.com/BrainTrustCEO/
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5 Important Habits Successful CEOs Have 
By Tom Cramer 

 

As the CEO of your organization, having to manage your time to get everything done 
is a much-needed skill. So much so that when researchers examined what the world’s 
most successful CEOs do and how they structure their workdays, an interesting trend 
emerged. Research suggests that by leveraging these proven productivity habits 
could be the secret that leading CEOs of Fortune 100 companies use to maximize their 
efficiency and skyrocket their productivity. 

 

Habit #1 
Make face-to-face interactions a priority. Sending emails is great to document your 
requests or to get a quick note out to your teams. However, the most successful CEOs 
made a point to schedule in-person meetings. Not only does this help to build the 
personal connection between you and your employees, but it also reduces the timely 
email back and forth and possible miscommunication it may cause. 

http://money.com/money/5317517/ceo-study-productivity-harvard/
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Habit #2 
Make to-do lists. With so many requests coming across your desk, being able to 
prioritize them is mission-critical. Effective leaders create weekly, if not daily, to-do 
lists to help organize their priorities. When you have a clear idea of what needs to get 
done, you are better equipped to delegate tasks out to others. It is important to make 
sure that the tasks you are spending the most time on are those that will further your 
mission and help the business reach its strategic goals. 

 

Habit #3 
Trust those under you. Researchers found that the top CEOs spend 46% of their time 
working with their direct reports. This could be in the form of mentoring, delegating, 
or just meeting to review their progress. Leading CEOs rely heavily on and trust their 
subordinates. In this way, they are more confident in their teams’ abilities and are 
more likely to delegate tasks and help the organization achieve higher levels of 
efficiency and productivity. 

 

Habit #4 
Keep meetings less than an hour. Most CEOs schedule 15- or 30-minute meetings. To 
most this may not sound like enough time, but research shows that shorter meetings 
force attendees to stay focused on the topic of discussion. And, as the CEO, most of 
your time is spent in meetings, so finding ways to make them the most effective is 
important. 
 

Habit #5 
Have a good work-life balance. From the study, researchers found that leaders often 
worked at least 9.7 hours every workday and 3.9 hours on the weekends. Yet, despite 
the workload, leaders in the study made time for regular exercise and recreational 
activities. Finding that work-life balance is important in maintaining your stress levels 
and mental health. When you are stressed, you will not perform at your best and this 
emotional and mental drain can take a toll on your workplace environment as well. 

What other habits do you do that help to increase your productivity? We would be 
interested to hear what works for you to perform at your best. Share your experiences 
and tips with us on our Facebook page here. 

https://www.facebook.com/BrainTrustCEO/
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Top 3 Things to Consider Before Taking a Business Risk 
By Tom Cramer 

 

The mantra “no reward without risk” holds true, especially for executive leaders. The 
challenge with risk is to know when to take it and at what cost. As the CEO of your 
organization, your team members, employees, and other key stakeholders are reliant 
on you for your leadership. Take the right calculated risk and it could pay off big for 
your organization’s growth. But, take the wrong risk and your company could be left 
reeling trying to recoup significant losses.  

 

1. Is the risk aligned with your company’s mission? 
Risk-taking should always be strategic, never reckless. Think about your company’s 
long-term and short-term goals. Is the risk you’re considering in line with what your 
company needs to accomplish to stay competitive, expand, or to fulfill its mission? If 
the answer is “no” then it is a risk that is likely not worth taking.  
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Whether it is investing in a new product or adding another location CEO coaching 
experts strongly advise researching all potential outcomes of your decision. Thinking 
through the risk in its entirety is an excellent exercise to ensure that all angles of your 
decision have been analyzed and all aspects of the risk are strategically positioned to 
provide a direct benefit to your organization. 

 

2. If this fails, will the company recover? 
Part of being an effective leader is to be realistic in how you manage, lead, and make 
decisions. Evaluating both the potential success and the potential failures of any risk 
is very important in determining if it is worth moving forward with. In some cases, the 
“go big or go home” principle may apply and you may need to take a large risk to 
propel your company to the next level. However, CEO advisory groups often caution 
on doing this, and, instead, suggest breaking a large risk down into small and 
sequential testable risks. This way you are able to test the waters and give your 
business time to respond before proceeding with the next, larger risk. Though this 
process may prolong the “stress test” on your business, it better enables you to control 
just how much risk you take on and gives you invaluable insight into how certain risks 
affect certain aspects of your business. 

 

3. What am I willing to lose? 
As the CEO, the brunt of the responsibility and organizational leadership falls on your 
shoulders. Taking a risk does not always break down into monetary losses and gains. 
Intangible aspects such as work-life balance, reputation, self-esteem, and even future 
career opportunities have to be considered. For example, if you decide to launch a new 
product or service, this may mean longer hours spent in the office or more time spent 
away from your family on business trips. It is these non-monetary consequences that 
are equally as important to consider because they will influence how successful your 
outcome can be. You may reflect on what you are willing to lose, should the risk not 
pay off, and decide that the loss is too great. Either way, it is an essential exercise to 
consider what your risk threshold is before you take the risk. 
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Top 8 Character Traits All Successful CEOs Have 
By Tom Cramer 

 

Leading your organization requires effective leadership and dedication to problem-
solving and growth. You need to be able to communicate with a wide variety of 
audience, you have to have a strategic mindset, and, more importantly, you have to 
be committed to your own personal growth. The most successful CEOs possess a 
unique blend of character traits that set them apart from others and gives them the 
ability to lead – and lead well. 

Great leaders historically have these 8 key traits: 

1. An ability to learn from past mistakes. CEOs that study the past and learn 
how to innovate quickly, are often the ones that are able to establish an 
unshakable competitive advantage. Failing and making mistakes are part of 
the learning and business process, but what is important is how you 
incorporate these lessons learned into future action. Taking a proactive 
approach in terms of planning and problem-solving can be an effective way to 
ensure you are able to withstand the ebbs and flow of business and be ready 
for any unforeseen obstacle in the future. 
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2. A focus on building lasting relationships. Business is all about relationships. 
As the CEO you want to have great relationships with all of your stakeholders, 
including your staff, vendors, and customers. When you invest the time into 
your relationships, you are better able to generate the buy-in and loyalty you 
need to enact change for the better of the business. And, when your customers 
have a great relationship with your company, word-of-mouth marketing can 
be your winning secret to growing by leaps and bounds. 

3. An unwavering sense of optimism. When you have a positive mindset, it helps 
to keep your focus on finding solutions, instead of pinpoint problems. Staying 
realistically optimistic can also boost your company’s culture overall. Of course, 
in business, there are lots of unpredictables, but when you are able to accept 
the failures that may come your way, without letting it impact the morale of 
your company or your future outlook then that is the key! 

4. A realistic view of work-life balance. This extends to being empathetic. CEOs 
have to lead their staff that will possess a host of different personalities, 
different experiences, and different personal responsibilities. Being extremely 
rigid, as a leader, can work against you and lead to higher rates of attrition and 
a less productive work environment. Your employees want to feel valued and 
appreciated, but also given the flexibility to know that if they have a family 
emergency or need to take a day off to attend to personal matters, that they 
can do so without feeling guilty or, worse, hassled with work-related text 
messages and emails that they are expected to respond to – even on their days 
off. At the end of the day, we are all humans, and the more you are able to 
connect with that human element the more loyal your staff are likely to be. 

5. Comfortable with taking calculated risks. In business, great risk comes with 
great reward. In order to grow, you will need to be able to step outside of your 
comfort zone and try new things. The business landscape is so competitive and 
dynamic that if you are not able to adapt and make educated decisions, you 
will inevitably be left behind. Leading CEOs are able to leverage their resources 
to quickly evaluate their options and choose the right one based on data and 
research. 

6. Able to adjust their leadership style. Being able to lead requires you to be agile 
both in thought and in action. What may work with one employee, may not 
work with another. If you are able to adjust your leadership styles to best fit 
who you are interacting with, you are more likely to get better results. Some 
employees prefer to be given a task and a deadline and have the freedom to 
get the work done, as they see fit.  
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Other employees may need more structure and more frequent follow-ups. The 
key is to know your staff’s strengths and be able to tailor your leadership 
approach to enhance these strengths. 

7. Understand the importance of coaching. As the leader of your organization, it 
is important to have a collaborative and productive work environment. You 
have to take a forward-thinking approach and consider not just what skills you 
need your employees to have now to thrive, but also what they will need to 
have in the future to help your company stay ahead. Effective leaders invest in 
developing their employees’ skills and in expanding their own. The most 
successful CEOs make professional development a critical part of the 
company’s mission and provide ample (and varied) opportunities for employees 
to pursue their interests and further their knowledge. 

8. Never get too comfortable. As technology forces businesses to evolve in order 
to compete, smart CEOs always keep an eye on trends and spend time on a 
regular basis researching changes in their industry and others. This focus on 
understanding that their position in the market is fluid, they have a better 
handle on how to strategically invest in their business for long-term results. 
When you lose sight of what the market is doing or what your customers are 
expecting, you open the door for competitors to succeed. Natural leaders stay 
on top of this and always approach every situation with a focus on learning 
and adapting – all the time. 
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Top 5 Ways to Get Your Teams to Perform 
By Tom Cramer 

 

As the CEO of your organization, it is your role to lead, to inspire, and to ensure that 
your teams are able to execute and execute well – every time. In business, it is not 
always what you know, but instead, how you execute and getting your teams to 
produce at their peak level is mission critical to the success and growth of your 
business. According to CEO peer groups, here are the top five ways to elevate your 
team’s performance to continually see results. 

1. Put the right people in the right roles. Hiring the right people is only one small 
part of building teams that execute. The key is to ensure that you have the 
employees performing tasks and doing work that is aligned with their 
strengths. To effectively do this, your managers must be aware of your 
employees’ strengths. When you are able to tap into a team members strengths 
and empower them to do work that leverages these strengths, then 
performance levels will naturally increase.  
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However, when you neglect to do this, you run the risk of your teams 
underperforming, simply because team members are assigned to roles and 
doing work that may be difficult for them or not suited to their strengths. For 
example, promoting your top salesperson into a supervisory role that requires 
them to supervise and mentor others, may not be a good fit, especially if the 
employee lacks the management level skills needed to be successful. In this 
sense, you lose a top salesperson and gain a mediocre sales manager. 

2. Make professional development a priority. As your business grows and the 
needs of your business change, you want to ensure your employees have the 
training they need to perform. Whether you have an in-house training 
department or invest in sending staff to outside training, making learning a part 
of your company culture is important. Many times, teams are not performing 
well because they lack the necessary resources and/or the skills to get the job 
done. This learning focus also extends to you, as the CEO. You should make 
your learning a top priority as well and seek out proven options such as CEO 
peer groups to help you support your leadership development. 

3. Establish measurable metrics and milestones. Teams, at all levels, need to 
have some way of measuring their progress or lack thereof. When you give 
teams a goal or task without clear expectations of results, you inevitably breed 
a sense of complacency. Tracking success and making it a point to review team 
progress frequently creates a sense of commitment and urgency to keep your 
teams performing and performing at their best. 

4. Clearly communicate expectations. Your teams should always know what 
they are expected to do. If this is not clear, then inaction will result. As often as 
possible, outline your expectations along with deadlines and establish 
consequences if teams underperform. Be committed to enforcing 
consequences and take the time to review team expectations and address any 
questions or concerns early in the process. When you wait and assume tasks 
are clear, you open up the door for confusion derailing your team’s productivity. 

5. Be present and approachable. Teams always perform when they have 
accountability and a leader that is present and one that is focused on helping 
them to perform. This does not require you to become a micromanager, 
however, it does require you to take a hands-on approach with your teams and 
be on top of what they need to succeed. Having weekly round-up meetings to 
have your teams share their insights, progress, and concerns is a great way to 
keep the lines of communication open and help you stay abreast of what 
everyone is working on. 
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Top 5 Podcasts Every CEO Should Listen To 
By Tom Cramer 

 

 

Getting the professional development you need can be a challenge with your 
demanding work schedule. Being able to capitalize on commute time by listening to 
informative and award-winning podcasts can be an effective way to stay up-to-date 
on the latest business trends and gain insight into how other CEOs are staying ahead 
of their competition. We asked leading CEO peer groups and CEO development 
consultants for their top podcast recommendations. Here are the top 5 podcasts for 
CEOs looking to gain a competitive advantage and differentiate themselves as 
industry leaders. 
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The Growth Show 
Growing your business without introducing sidelining risk is rather difficult. The 
Growth Show reviews proven ways each week that entrepreneurs and business 
owners are using to take their businesses to the next level. Whether you have a new 
product idea, want to grow an established business, or are looking for inspiration to 
spark a new concept, this podcast is a perfect place to start! 

 

Peak Performance Podcast 
Interviewing the greatest minds in business, ranging from relationship experts, to 
marketing gurus, even to growth hacking specialist, Peak Performers gives you an 
unprecedented look into what Fortune 100 companies are using to explode their 
growth. These short, yet highly impactful episodes will get you energized each week 
with a host of new strategies to test out to increase your productivity, motivate your 
employees, and elevate your performance. 

 

HBR IdeaCast 
If you want to stay on top of the latest business trends and research, then this podcast 
is a must-listen. Each week this podcast features leading thinkers in business and 
management from the Harvard Business Review. You’ll get the information you need 
quickly and always with an evidence-based approach. 

 

Business Story of the Day (NPR) 
Getting the news you need in all areas can be rough. However, having a finger on the 
pulse of the world is key in how you shape your business strategy. This daily podcast 
covers the top headlines of the day ranging from business, money, economy, and 
politics news from around the world. If you’re looking for digestible current events to 
get your day started, then add this podcast to your morning routine. 

 

 

 

 

https://www.hubspot.com/podcast?__hstc=149362793.db03cc69b586be124ba7f576771f48dd.1545137299753.1545137299753.1545137299753.1&__hssc=149362793.1.1545137299754&__hsfp=3270643198
http://peakperformerspodcast.com/
https://itunes.apple.com/us/podcast/hbr-ideacast/id152022135?mt=2
http://www.npr.org/sections/business-story-of-the-day/
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We Study Billionaires 
If you want to be successful as a CEO, turning to study the others’ success can be a 
winning formula. This podcast does just that by diving deep into the lives of the 
world’s most wealthy business owners and dissecting their daily habits and 
recommended books. The hosts reiterate that “success often leaves clues,” and each 
episode looks at the critical habits and elements that successful people do to stand 
apart. If personal development is important to you, this podcast has some great 
informational gems to explore! 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://www.theinvestorspodcast.com/index.html
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New Research Reveals The #1 Trait of Profitable CEOs 
By Tom Cramer 

As the CEO, you sit at the helm, driving strategic 
decisions and shaping the trajectory of your 
organization’s success. New research out of the 
Harvard Business Review suggests that by looking 
at where CEOs spend their time can influence the 
profitability of their firms. 

To generate the data, researchers looked at how 
CEOs structured their entire work week, including 
times they are not in the office. The activities 
reviewed were categorized by the number of 
people it took place with, where, whether it was 
planned ahead of time, etc. In essence, researchers 
tried to determine precisely what it is that 
differentiates the most successful CEOs from the rest. 

When 1,000 CEOs from top companies, in six countries, were surveyed and the results 
were quite telling: 

• 56% with one other person, mostly involving scheduled meetings 

• 25% of the day spent alone, usually responding to emails 

• 10% handling personal matters 

• 8% doing business-related traveling 

When the bulk of the meeting time was reviewed more in-depth, researchers found 
that operations (35%), marketing (22%), and finance (17%) departments required the 
most meetings. 

 

What does this data mean for CEOs? 
After compiling the survey responses, conducting in-depth interviews, and reviewing 
the financial positions of each firm, the evidence suggested that CEOs could be 
divided into two types – leaders and managers. 

 

https://hbr.org/2017/10/a-survey-of-how-1000-ceos-spend-their-day-reveals-what-makes-leaders-successful
https://hbr.org/2017/10/a-survey-of-how-1000-ceos-spend-their-day-reveals-what-makes-leaders-successful
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It was concluded that CEOs who took a more high-level leadership approach were 
more effective than those that assumed a more hands-on managerial role. And, this 
distinction was important in assessing their company’s profitability. When the 
financial performance was factored in, researchers found that CEOs who perform 
more leadership functions (meaning they are not directly involved in departmental 
day-to-day activities) tended to have more productive and more profitable 
companies. 

This research suggests that investing your time, as the CEO, into more strategic-
related tasks that help to coordinate executive teams and keep the company, as a 
whole moving forward toward achieving business goals, may be the best use of time. 
This can also fluctuate depending on the size and growth stage of your organization. 
Smaller or early-stage companies may need CEOs that are able to balance both a 
leadership and managerial position. However, the research points to effective 
leadership as being a key component to help your company grow and remain 
profitable within your industry. 
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CEOs Reveal The Top 7 Topics to Focus On Every Week 
By Tom Cramer 

 

As the leader of your organization staying on top of everything in and out of your role 
can be another full-time job. Finding the time to dedicate to focusing on important 
topics to improve workplace productivity, enhance employee relationships, and tap 
into innovation to drive your company forward is often a challenge. According to 
leading CEO peer groups, these are the top 7 topics every CEO should make an effort 
to reflect on at least once a week. 

1. Think about the future. With the business landscape changing so rapidly, it is 
important to stay on top of the current trends and try to anticipate future trends 
that your company can capitalize on. The most effective CEOs carve out time 
at least     quarterly to bring their executive teams together to brainstorm and 
share pertinent information about their industry or where future opportunities 
may lie. 
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2. How can you disrupt your business? Many times CEOs and business owners, 
in general, don’t examine their own business models to pinpoint vulnerable 
areas or places where it could be made more efficient. If you adopt a 
cannibalistic mindset, in terms of how you can disrupt your own business 
model, you’ll be steps ahead of the competition and can prevent an 
“unexpected” takeover by another company. 

3. Look everywhere for inspiration. Limiting yourself to studying changing trends 
only in your industry or area can handicap you from seeing cutting-edge 
options in the world. Top CEO peer groups recommend looking at historical 
trends, global trends – expanding your perspective across all industries. 

4. Don’t forget to celebrate. With so much going on in your organization, taking 
time to celebrate even the small successes is great for company morale. 
Whether it is shedding light on a departmental achievement, or showcasing 
the work of a larger corporate initiative, the key is to use these successes to 
build momentum for the future. 

5. Dive into all of the problems. As the CEO, you are often very far removed from 
some problems within your organization. Asking employees to share their 
feedback, insights, and concerns on a regular basis will help you have a better 
understanding of the host of challenges your employees and company are 
facing and leave you more prepared to find solutions for them. 

6. Finding external connections.  Making time to build professional connections 
with other CEOs and CEO peer groups is an essential way to share knowledge 
and tap into amazing professional development opportunities. Whether it is 
joining The Brain Trust or building a network of seasoned CEOs in your area, 
having others to bounce ideas off of, be held accountable, and explore new 
opportunities is important. 

7. Put giving back up front. If your organization gives back to the community or 
encourages employees to be active in causes they support, find ways to share 
this within and outside of your organization. Making it a part of your corporate 
culture can be a helpful way to let your employees know that you support their 
interests and appreciate their efforts. 

As you go about your week, I challenge you to try focusing a few minutes of your time 
on one or several of these topics. What other topics do you believe should be added 
on the list? Share your thoughts with us on our Facebook page. 

 

 

https://www.facebook.com/BrainTrustCEO/
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Top 5 Business Articles Every CEO Must Read 
By Tom Cramer 

 

As business competition intensifies in almost every industry, staying ahead of the 
curve and learning at every turn is quickly become every CEOs top priority. However, 
with business tasks and responsibilities taking precedence over dedicating time to 
learn and research, the challenge becomes finding the time and the resources you can 
leverage now to keep your business at the head of the pack. Whether you join a 
leading CEO peer group or take a do-it-yourself learning approach, these top 5 
business articles should be on your reading list this week. 

1. “If You Are These Five Things, You Are Destined to Be a Leader of the Future” 
by Laura Garnett. In today’s highly competitive business landscape, traditional 
leadership qualities just won’t move the mark. This insightful article sheds light 
on the top five executive traits the most successful CEOs have to inspire their 
teams to want to do more and take an active role in propelling their 
organizations forward. 

 

https://www.inc.com/laura-garnett/if-you-are-these-5-things-you-are-destined-to-be-a-leader-of-the-future.html


 

   

  

 

119 
 

The Brain Trust CEO Manual 

2. “Why Motivating Others Starts With Using the Right Language” by David 
Marquet. What you say to your employees and how you say it are now more 
important than ever before. The workforce today is not driven by the same 
principles and are looking for the best company fit that aligns with their goals 
and interests. Making sure you are using the most impactful language in all of 
your interactions is the easiest way to motivate your employees to take 
initiative, drive results, and own their success. 

3. “The Power of Starting With ‘Yes'” by Tony Schwartz. If you’re not careful, you 
may find yourself constantly saying “no”. Being leery or cautious is a natural 
human instinct, but letting this override how you lead can be a surefire way to 
negatively impact the workplace morale. This actionable article explains just 
how powerful saying “yes” can be in transforming how your employees explore 
and embrace new ideas and how you can leverage synergy to move your 
company in new directions. 

4. “Put on a Happy Face. Seriously” by Nancy Rothbard. Believe it or not, how 
your employees feel in the morning, walking into work will influence how they 
perform throughout the day. Setting a positive and welcoming tone in the office 
every morning can help increase both employee satisfaction and business 
productivity. For leading CEOs, it is critical to be the leader in not only how work 
is performed, but also in shaping the overall mood of your work areas. This 
article sheds light on new research and how CEOs can leverage scientific 
findings to seamlessly boost company success. 

5. “5 Things You Need to Know About the Future of Work” by Richard Branson. 
Your customers and the market are constantly changing and will change even 
faster over the next decade. This well-written article lets you in on the 
innovative processes at Virgin United and the top five things you need to know 
about the future of work to make sure you stay ahead of the competition and 
inspire your employees to innovate at new levels. 

 

 

 

 

 

 

 

http://99u.com/articles/25567/why-motivating-others-starts-with-using-the-right-language
http://www.nytimes.com/2015/04/18/business/dealbook/the-power-of-starting-with-yes.html?ref=business&_r=0
http://www.wsj.com/articles/SB10001424052970203388804576612943738516996
http://www.virgin.com/unite/entrepreneurship/five-things-you-need-to-know-about-the-future-of-work
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Stress – Why It is All In How You Handle It 
By Tom Cramer 

 

 
As a CEO, entrepreneur, or business owner you have a tremendous amount of stress 
in your everyday life. Because the ultimate responsibility for everything about your 
business, including the financial well being of your team members rests solely on your 
shoulders, stress has become a natural (and often inevitable) part of your business. 
Recent research has shown that 48% of working professionals say stress has a 
negative impact on their personal and professional life. When it comes to 
understanding stress, how it impacts workplace performance and how it can be 
managed, it is important to consider that stress is a perception-based concept. In 
other words, CEO advisors emphasize that “stress is not happening to us, instead 
stress is something we do to ourselves.” 

How you respond to stress and your reaction to that stimulus puts stress on your body, 
which ultimately results in illness, disease, fatigue, headaches, negative thinking, 
deteriorating relationships, poor reasoning, poor decision making, and an increased 
potential for failure. 
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According to CEO coaching experts, the key to managing stress is to consider the 
universal law of attraction. If you are able to view changing situations in your business 
as opportunities to learn and grow as opposed to in a negative light, then you are able 
to attract more positivity to how you approach your business and challenges. 

I often hear people remark that they have a lot of stress in their lives – after all, 
everyone does these days, right? However, what many CEOs do not realize is that 
they are actually choosing that pathway, and are, in turn, not taking responsibility for 
that choice. At The Brain Trust, in our CEO advisory groups, we challenge each other 
to learn to make a conscious choice to react differently and change how we view 
stress and as a result we transform our lives forever. When you react in a healthy, 
positive way, what you are experiencing is no longer “stress”,  instead it represents 
something that we can continue to learn from. 

As an experienced CEO and CEO coaching specialist, who has made all of the 
mistakes reacting to stress the wrong way, resulting in all kinds of illness in my life, 
take it from me, choosing healthy reactions, can help you perform at your best. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

   

  

 

122 
 

The Brain Trust CEO Manual 

Top 3 Reasons Why Information Sharing is Essential 
for the 21st Century CEO 

By Tom Cramer 

 

In today’s highly fragmented business landscape, staying ahead of the competition 
has become harder. Leading CEOs are using innovative techniques to tap into more 
information, craft proven solutions, and leverage resources around them to carve out 
unshakable advantages. One such resource that is a must for the 21st-century CEO 
is becoming a member of a CEO peer group. Here are the top three reasons why CEO 
advisors and CEO coaches highly recommend information sharing as being part of 
every CEOs business strategy. 
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#1 – The amount of new information to decipher can be overwhelming 
Staying abreast of the emerging trends in your industry and in business, in general, 
can be a full-time job. New business tools and resources hit the market every week 
and trying to keep track of which ones may help you enhance your productivity and 
enhance your company’s initiatives forward is often not high on your priority list. By 
being part of a CEO peer group or participating in CEO coaching programs, you are 
able to hear from peers what tools they’re using, what has worked and being able to 
better navigate the new information available to you. Sharing your challenges with a 
seasoned group of CEOs can also be an effective way to get more different insight 
and proven recommendations for possible solutions without having to sink hours into 
research and/or trial and error testing your way through them. 

 

#2 – Eliminate unnecessary redundancies or mistakes 
In business, the faster you can get to a winning solution, the quicker your business 
can grow and profit from leveraging new tools and resources. Meeting with a CEO 
peer group on a monthly basis can be an efficient way to hear how other executives 
are approaching common industry or business problems and what “lessons learned” 
they’ve garnered from their experiences. This way you can have a better 
understanding of what solutions may or may not work for your unique business 
challenges before having to run into avoidable pitfalls. 
 

#3 – Create more precise and vetted strategies 
When it comes to crafting business strategies and identifying innovative business 
approaches, the more ideas you can explore, the better. Working with an experienced 
CEO peer group or with a reputable CEO advisor gives you the advantage of being 
able to share ideas and have some of the brightest minds analyze and enhance their 
viability. This way you are able to instantly leverage decades of experience and 
engineer business solutions that have a much higher likelihood of working, the first 
time around. Having the ability to get the expert guidance you need in one place, 
without having to invest company resources, time and money is an invaluable benefit 
of being part of a CEO peer group. Are you ready to tap into the amazing business 
and professional benefits information sharing within a CEO peer group can provide? 
If so, we invite you to consider joining The Brain Trust and learning from what other 
successful CEOs, across all industries, are doing to propel their companies to new 
heights. For more information about our CEO advisory group, click here. 

https://braintrustceo.com/
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Top 3 Reasons Why CEO Peer Groups Give You A 
Competitive Advantage 

By Tom Cramer 

 

One of the most powerful tools for any C-suite executive is knowledge. The more 
expertise you have in your industry, the more strategic you can be in how you run your 
organization, how you establish industry partnerships, and ho  w you craft winning 
business strategies. Acquiring that knowledge and resources you need, to stay both 
current in your industry and on par with leading CEO’s can often be hard to come by. 
That is why leveraging the networking and knowledge sharing benefits a CEO peer 
group can provide can be one of the most effective ways for you to enhance your 
leadership skills and take your role as the CEO to the next level. 

CEO group consultants outline the top 3 reasons why CEO peer groups can be your 
secret weapon to creating an unshakable competitive advantage. 
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#1 – Gives you the opportunity to explore options with little to no low 
risk 
Whether you have a business challenge you are trying to solve, or a new-to-market 
idea you are considering, being able to share these with an experienced group of 
CEO’s can be an effective way to test the waters, without investing your company’s 
time and resources. You can solicit direct and actionable feedback to help shape your 
understanding of the problem or to get more industry insight into an idea to determine 
if it is the right avenue to move forward. 

 

#2 – Gain insider information from different perspectives 
CEO network consultants recommend leveraging a CEO peer group to get a new 
angle on how to approach your business challenges and how to position yourself as 
a thought leader in your industry. Depending on the expertise of your peer group, you’ll 
be able to get unprecedented access to other CEO’s with decades of proven business 
and leadership experience who can provide you with network connections, vetted 
resources, and/or personal firsthand experiences with various business strategies. 

 

#3 – Leverage a safe space to work through challenges 
As the CEO of your organization, everyone looks to you for guidance and support. 
However, where do you turn to get the support you need to develop your leadership 
skills? This is where being an active part of a CEO peer group can help you expand 
your strengths and work through challenges you are facing in a non-judgmental way 
with professionals that may have worked through similar issues. 

Are you ready to take your executive leadership skills to the next level and network 
with proven CEOs to leverage their expertise? If so, we invite you to explore the many 
professional and personal benefits that our CEO peer group can provide. Our in-depth, 
monthly meetings will give you the opportunity to get guided feedback from business 
peers and craft cutting-edge strategies to dominate your industry.  
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Are CEO’s Really Getting the Executive Support                 
They Need? 
By Tom Cramer 

 

With today’s hyper-competitive business landscape, staying on top of emerging 
trends, crafting winning business strategies, and having a supportive network of 
leaders to tap are critical components of being a successful CEO. Yet, as the leader of 
your organization, the responsibility of managing business strategy, growing your 
executive team, and achieving larger scale business goals rests squaring on your 
shoulders. Historically, CEO’s were thought of as specialists who had specific 
expertise and could propel their company in one particular direction. For example, 
Disney has been traditionally known for making movies and Apple for personal 
computers.  
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However, with consumer preferences rapidly changing and as the business landscape 
continually shifts, CEO’s now must have a much broader view of how to run their 
organization and appeal to a larger s  et of consumer interests. With this perspective, 
it becomes clear that to grow a company like Apple, Tim Cook has to balance his focus 
on driving the laptop and desktop components of the company as well as growing the 
smartphone, mobile devices, television, and online music streaming services. 

But, are today’s CEO’s getting the support they need to broaden their leadership 
approach? The answer may be a resounding, “No.” 

In a recent study with 400 CEO’s, 47% of participants[1] said that growing their 
executive team has been a challenge to secure the skillsets and expertise they need 
to truly propel their organization forward. And, over 50% of CEO’s feel that they do 
not have the organizational support they need to get feedback and improve their 
decision-making process. Most participants also acknowledged that they have to “rely 
on their own judgment for many large or strategic decisions.”[2] 

A more in-depth CEO research survey, conducted in April 2018 by 
AssociationsNow.com, found that executive leaders that have a more diverse social 
network comprised of CEO peer groups and CEO coaching often have higher rates of 
success as measured by their company’s annual growth[3]. 

CEO advisor consultants recommend joining leadership groups with executive 
professionals as a means to gain the business insight CEO’s need to take their 
leadership skill to the next level. Whether it is attending annual conferences, local 
business meetings, or even tapping into a community of CEO advisors and seasoned 
CEO’s can be an effective way to share best practices, learn about emerging business 
trends, and have a candid outlet for CEO’s to get the guidance they need to thrive in 
their position. 

If you are not receiving the leadership or organizational support you need to achieve 
your business and professional goals, then we invite you to learn more about The 
Brain Trust. Our innovative and proven CEO peer group monthly meetings give you 
unprecedented access to a network of successful CEOs so you can receive 
the right guidance you need to drive business growth. 

 

 

 

 

 

https://braintrustceo.com/blog-posts/1089/#_ftn1
https://braintrustceo.com/blog-posts/1089/#_ftn2
https://braintrustceo.com/
https://braintrustceo.com/
https://braintrustceo.com/
https://braintrustceo.com/blog-posts/1089/#_ftn3
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Want Respect? Do These 10 Things Every Day 
By Tom Cramer  

 
Even at the CEO level, respect is earned from every interaction you have with key 
stakeholders both inside and outside of your organization. Losing sight of this could 
set you on a course to have the authority to run your company but without the esteem 
of the very people you need to make things happen. According to leading CEO 
development consultants, here are the respect-earning things you should be doing 
everyday. 
 

1. Make promises that you can keep. 
In fact, you want to always aim to underpromise and overdeliver. Not only does this 
help to show your employees that you are committed to success, but that you also 
take your responsibility and promises seriously. For your clients, it is a welcomed 
surprise to get that report or have the project finished earlier than expected. Setting 
the right level of expectations is important so everyone involved is clear on what is to 
be done, and by when. If you are able to deliver the promise early or with more 
benefits, it’s a win-win for the whole team! 
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2. Let your teams know that you appreciate them. 
All too often, CEOs wait too long to acknowledge good works. Make it something that 
you do on a daily basis. Whether you tell an employee in a quick email or water cooler 
exchange, be sure to let your teams know that you appreciate their work and their 
dedication. 

 

3. Check your authority. 
In other words, make humility a part of how you lead. You want your employees to 
know that you are approachable and available to answer their questions, hear their 
ideas, and address their concerns. Acknowledging your mistakes and when you are 
unsure of an answer is also an important component of remaining humble. 

 

4. Spread your vision. 
You want your employees to know and embody the business’ mission and strategic 
vision. But, in order to do this, you must clearly communicate it and tie their work to 
the larger goal. Whether you share a daily goal, motivational quote, or showcase how 
the impact of their work, the key is to make your goals and visions front and center. 

 

5. Be honest. 
Respected leaders are honest at all times. If the company is losing money and you 
need to reorganize positions, tell your teams. Your teams trust that you are able to 
lead and to lead with a sense of integrity and honesty. When you start to lie (for 
whatever reason) you stand to lose their trust and their commitment in seeing their 
work through. 

 

6. Be productive. 
There is a difference between “looking” busy and getting things done. You want to 
have daily, weekly, and monthly goals for yourself too. This is important for your teams 
to see to know that you practice what you preach and are just as willing to put in the 
hard work that you also expect out of them. 
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7. Learn something new. 
The most effective leaders are those that put learning first. They understand that the 
world is ever-evolving and that to stay ahead, they must research, study, and find 
new ways to innovate. Whenever possible, share your learning with your employees. 
When leaders are active learners, it conveys to your company that learning is a 
priority. 

 

8. Stay passionate. 
Your energy sets the tone for your company. You want your employees to be upbeat, 
motivated, and productive – so you must also convey these ideals. Incorporating 
relaxing and energizing activities throughout your workday, whether it be exercising, 
meditation, or a hobby it is important that you have the “get-up-and-go” you need to 
bring your passion to the office. 

 

9. Track your daily progress. 
Results-driven leaders track everything, all the time. You want to make sure you are 
working toward your personal and professional goals. This helps to create a sense of 
accountability within your organization that will help you drive results in all that you 
do. 

 

10. Invest in others. 
Leaders should value their employees and take an interest in seeing them succeed 
professionally. This often involves investing in their professional development. 
Through mentoring, coaching, training opportunities, providing a learning stipend 
each year – offering a host of ways for your employees to continually learn is key. 

What other ways have you used to gain respect? We’d love to hear your perspective 
on the topic. Feel free to share your thoughts with us on our Facebook page here. 

 

 

 

https://www.facebook.com/BrainTrustCEO/
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Top 3 Things Every CEO Should Be Doing 
By Tom Cramer 

 

As the CEO of your organization, your employees look up to you. As such, setting a 
great example is key in crafting the company culture you need for your teams to be 
successful and productive. Leading CEOs are able to manage the many hats they 
juggle, from being the expert salesman, to leading strategic marketing initiatives, to 
being the consummate diplomat when conflict arises – you have to be ready and able 
to conquer it all. 

Over my 20+ years of experience working with a host of CEOs through our award-
winning CEO peer group, The Brain Trust, I’ve noticed three things that separate the 
“average” CEOs from those that are able to instantly inspire their teams and grow 
their companies by leaps and bounds. 
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1. They aren’t afraid to look in the mirror. 
When you understand that you set the ultimate example for your company, then you 
should be aware of how you behave toward others. You want to model the behavior 
that you want your employees to have. If you want a strong work ethic, then you need 
to have the same. If you want more collaboration and brainstorming, then you have 
to make this a priority too. The key is to be self-reflective and understand what 
behaviors you may exude and what role and signal they may send to your teams. If 
something is not in alignment, then you should be the first to “check” yourself. 
Remember, your company is a reflection of your leadership. 

 

2. They notice everything around them. 
Leading CEOs are quick to give praise, when it is due. They take note of employee 
performance and make a point to acknowledge those who go above and beyond. Not 
only does this help to build a strong sense of value among your employees but it also 
shows your teams that you do care and pay attention to their input. This also signals 
to your employees that you will be equally quick to know when someone is not 
carrying their weight either. This begins to foster a sense of accountability that can 
spur your teams to be more productive. 

 

3. They welcome new ideas. 
The best CEOs I’ve encountered have a clear vision and are willing to do whatever it 
takes to fulfill that vision. SO, if they need to pivot or consider new ways of doing 
things, they are more than willing to do it. When something isn’t working, they are not 
concerned with “saving face” and welcome new ideas from employees to better 
position the company for growth. Effective leaders also don’t shy away from learning 
new things and value professional development for themselves and for their teams. 

I challenge you this week to reflect on how often and how well you do these three 
things. As CEOs, we have to evolve as our companies grow and always look to 
improve our leadership skills to better enable us to lead more effectively. The key is to 
have an open mind and be positioned to learn, in all that you do.  
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Top 3 Reasons Why Employees Quit 
By Tom Cramer 

 

Attracting and retaining top talent has become an increasing challenge for even the 
most seasoned CEO. With employees valuing intangible benefits like workplace 
culture, learning opportunities, and corporate sustainability when considering a new 
position, the landscape of how to retain employees is changing. According to the top 
CEO professional development coaches and CEO peer consultants, here are the top 
three reasons why your employees may be looking to quit. 
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1. Poor leadership from the top. 
Employees want managers who are effective communicators and leaders. Bad 
managerial habits like being a micromanager or being “too hands off” can signal to 
employees that they don’t have the support they need to thrive in their current roles. 
Inconsistency in leadership is often a common complaint among employees, where 
supervisors and executives do not fairly implement processes, procedures, rewards, 
or consequences. This is where investing time to get to know your employees is key in 
understanding your team dynamics and how you can best support each personality 
and work preference. 

 

2. Employees don’t feel appreciated.  
How often do you acknowledge or celebrate successes? If you don’t do it monthly, 
then it is time to start recognizing your top performers for their work and contributions 
to the company. When employees don’t feel valued, they can easily start to disconnect 
and seek other employment. We all want to know that our contributions are making 
a difference and not going unnoticed. Making a concerted effort to include employees 
in the decision-making process can also be an effective way to signal that their 
opinions, ideas, and concerns matter. Engaging your teams in frequent brainstorming 
sessions is another way to emphasize that their work has value and their 
contributions are important in shaping the trajectory of the business. 

 

3. Limited to no room for advancement.  
In today’s competitive marketplace, employees understand that they must continually 
learn and add to their current skill set. Whether you offer a training stipend for 
employees to spend on attending conferences, provide in-house professional 
development, or reimburse employees for purchasing books or other resources to 
expand their knowledge – showing employees that you care about their career 
advancement is important. Employees, especially those in entry and mid-level 
positions want to be able to have higher level positions to be promoted to, that also 
come with both a prestigious title and appropriate compensation. When you offer 
limited advancement opportunities, employees will naturally outgrow their positions 
and move on to other companies that can better support their professional 
development and long-term career goals. 
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These are just a few of a variety of reasons why employees may be seeking other 
employment options. To get a more thorough understanding of the key factors that 
may be contributing to your employee attrition, conducting exit interviews with 
employees leaving your company may provide further insight that can help you 
reshape your company culture. The key is to invest in your employees and build a 
cohesive community that is able to meet their professional development needs while 
also giving them opportunities to see their contributions come to fruition.  

What other reasons have you found that contribute to employees leaving your 
organization? Share your ideas and insights with us on Facebook. 
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8 Ways to Have Successful Meetings 
By Tom Cramer 

 

When it comes to being the CEO of your organization, meetings quickly begin to 
dominate your work schedule. Whether it is a meeting with a high-level client, meeting 
with your executive team, or a meeting with department managers, you may have 
more meetings than anything else. Making sure your meetings are as productive as 
possible is key to ensure they are not just time- and energy-drainers. 
Here are the top 8 strategies to have a successful meeting, according to leading CEO 
development program coaches and CEO peer group consultants.  

1. Double check that the meeting is actually needed. It is important to ask 
yourself, “can this meeting be avoided?” In other words, can you send an email, 
have a quick phone call, or otherwise wait before calling a meeting. If you 
cannot identify the urgency or objective of the meeting, then chances are good 
you may be able to postpone having it or address the needs in another way. 

2. Figure out an agenda. You want your meetings to be under 30 minutes if 
possible and to do so, having a clear idea of what you need to talk about will 
help your meeting stay on track. Start with your overarching objective and be 
intentional in setting the agenda, such that each topic is aligned with the 
objective. 
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3. Choose meeting attendees wisely. CEO coaches recommend strategically 
selecting who will attend the meeting. The point is you want all attendees to be 
able to contribute value to the discussion, so you can avoid having to have 
numerous follow-up meetings. With your objective in mind, create a list of who 
absolutely needs to be in the room to help you achieve that objective. 

4. Make sure you have a decision maker. Your meetings should spur action and 
if you do not involve the decision maker in the meeting, you inevitably set up 
the need to have another meeting to get the go-ahead from the decision maker. 
Include them in the meeting so when it is done, everyone has a clear (and 
already approved) action plan in place. 

5. Start on time – no matter what. When you delay the meeting for people to 
come in late, you subconsciously take the importance away from your meeting. 
Sure things may come up at the last minute, but you need to be firm (and 
respectful) of the meeting time and stay within the scheduled time frame. 

6. Make your meeting times short. Studies have shown that the longer the 
scheduled meeting, the less that actually gets done. Longer meetings invite idle 
chatter and time for off-topic discussions. Keep your meetings to 30 minutes or 
less, so everyone can stay on track and focused only on the topics as outlined 
in the agenda. 

7. Ditch the sit-down meetings. This strategy may be a bit unorthodox, but 
stand-up meetings are becoming popular. Similar to the science behind using 
standing desks, when you stand, you have more oxygen flowing to your brain. 
Not to mention, no one would want to stand on their feet for an hour, so it is 
also a way to keep your meetings brief and to the point. 

8. Always have a notetaker. You want everyone to leave each meeting with clear 
and actionable outcomes. To ensure that everyone is on the same page, it is 
best practice to have a notetaker and to send out the meeting notes with a 
recap email immediately after the meeting. This way everyone has the same 
information and what they need to take the next steps. 

As the CEO, your time and your teams’ time is valuable. Implementing these 8 
successful meeting strategies can make your meetings more productive and designed 
to generate results.  

If you’d like to explore other ways to boost your productivity, be sure to follow our 
blog for new weekly articles. 

 

https://braintrustceo.com/resources/
https://braintrustceo.com/resources/
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Top 3 Ways CEOs Can Tackle Challenging Situations 
By Tom Cramer 

In a leadership position, being able to 
navigate challenging situations is a skill 
all successful CEOs must master. 
How exactly you handle conflict and 
difficult situations with employees and 
those on your executive teams can be 
and look different for each leader. 
Leading CEO professional development 
consultants often recommend finding 
ways to take the emotion out of your 
responses and reactions to avoid being 
abrasive, aggressive, or even offensive 
in how you address various situations. 
Here are the top 3 key skills to practice 
to ensure that you respond to even the most challenging situations with poise and 
exceptional leadership. 

1. Stay aware of how you are feeling. When you are confronted with a 
disgruntled client or customer, it is natural to have an immediate and often 
emotional reaction. You may feel angry that an employee didn’t take action (or 
took the wrong action), you may be frustrated, feel overwhelmed – either way, 
it is critical to stay in tuned with your body and your emotions to know how you 
are feeling and to avoid these feelings from clouding your judgment and leading 
you to react in a way that would escalate, rather than de-escalate the situation. 

2. Take time to relieve stress. Being the head of your organization is a 
demanding and stressful role. If you do not manage your work-life balance and 
your stress levels, you may find that you are quicker to react harshly. CEO 
coaches and business leader consultants highly recommend building in 
decompression moments into your day. These times allow you to check in with 
yourself, take a break from your work, and give you the opportunity to reset 
mentally. These quick 5-15 minute stretches of time during the day can be what 
you need to ensure that you stay focused and level-headed, no matter what 
your workday throws your way. 
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3. Seek to boost your emotional intelligence. How good are you at reading other 
people’s body language or emotions? It is important for CEOs and executive 
leaders to be both empathetic and great communicators. You want to be sure 
that you are not misinterpreting someone’s communication cues and 
responding in a way that intensifies the already difficult situation. If you have 
not taken emotional intelligence training, now may be a good time to explore 
this topic to help you better navigate the intricacies of resolving conflicts in your 
workplace. 

If you would like additional guidance and resources to help you master conflict 
resolution, we invite you to read our more in-depth article on the topic here. 
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Why a Personal Assistant is Good For Your Health 
By Tom Cramer  

Avoiding burnout is a major concern 
for even the most experienced CEO. 
Whether it is making time to maintain 
a healthy work-life balance, adding in 
more time for recreational activities, 
or even reducing your work schedule 
are all helpful ways to manage your 
mental health. However, researchers 
are pointing to the use of personal 
assistants as another layer to ensure 
you are getting the help you need to 
stay fresh and energized at work. 

In a recent survey, nearly 75% of all 
executives stated that having a personal assistant alleviated measurable stress and 
helped to improve their mental well-being. And, as 60% of executives feel like they 
cannot open up about their feelings of depression or anxiety, hiring a personal 
assistant can be a possible solution. 

Despite the health benefits that having assistance can mean for C-suite leaders, most 
CEOs are going at it alone with minimal help. In fact, nearly 1 out of every 4 CEOs 
asked said their company did not have enough personal assistants readily available 
to meet the demand. And, over 30% of CEOs acknowledged that by even having a 
part-time assistant could help boost their productivity, reduce workplace stress, and 
help them stay more organized. 

As the rates of mental stress and anxiety disorders increases among high profile 
positions, it becomes important for CEOs, of all experience levels, to find ways to 
better manage their mental health. Where hired help may not be available, seeking 
out interns or work-study students can be a way to defray the cost of adding an 
additional employee, while also enabling CEOs to tap into the health benefits of 
having consistent help. 
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Another low-cost approach can be to explore outsourced options. American 
companies have had success with hiring virtual assistants to provide administrative 
duties to include scheduling, creating travel arrangements, setting up meetings, even 
email and social media management. In this regard, the cost to the company is kept 
low and the CEO is able to reap the mental health benefits of having a dedicated and 
accessible assistant. 

Are you struggling with maintaining a good work-life balance? 

Do you need better ways to manage your stress? 

If you answered “yes” to either of these questions, I invite you to read our article on 
Self Care here. 
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Top 5 Things Every New CEO Must Tackle 
By Tom Cramer 

 

As Baby Boomers begin to retire, new C-suite opportunities are opening up for quickly 
rising talent. The challenges of stepping into a high-profile, leadership role can be 
varied depending on your past experience and the rate of growth of your company. 
Yet, despite the new challenges, new CEO’s often bring a fresh perspective to their 
organizations, helping their businesses propel to a new level and leverage cutting-
edge strategies. 

According to the leading CEO development consultants, here are the top five things 
newly appointed CEOs should expect to have to tackle. 
 

Be ready for the hot seat 
As the CEO your every move is often watched. Everything from how you speak to your 
staff, how you address disgruntled employees, even to what you post on social media 
can be subject to public scrutiny.  

https://braintrustceo.com/
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For a new CEO this can be extremely overwhelming, so being mindful that you will be 
under the microscope can help you craft your interactions with those around you. 

In due time, you will get used to the spotlight and be able to leverage your leadership 
skills to bring the most positive impact to your organization. 

 

Get to know the Board 
You will need to start building strategic relationships on day one. Boards can be 
challenging to work with or can be the glue that holds your organization together, it 
all depends. As a first-time CEO it may be difficult to determine how to navigate within 
your new role, while also meeting the Board’s expectations. This is where establishing 
open lines of communication very early on can be key in shaping the relationships you 
have with your company’s key stakeholders. Whenever possible, get to know the 
individuals on the Board and look for commonalities so that you can connect with 
them on a genuine level. 

 

Watch out for time drainers 
Work-life balance will be paramount as your new role. Even when you step out of the 
office, you are still the CEO of your organization. So, unfortunately, your new role 
comes with 24/7 business obligations. New CEOs must master time management 
skills to ensure that they have time allotted to fulfill their job responsibilities while also 
maintaining a healthy work-life balance. 

 

Be ready to get to work immediately 
Unlike with other roles that may have a brief transitional period, as a newly appointed 
CEO, you’re expected to be able to hit the ground running on day one. That includes 
fielding questions, stepping in to key hiring processes, making strategic decisions, 
maybe even leading your first all staff meeting. When you accept the CEO position, 
be ready, willing and able, to immediately assume all of the necessary roles and 
responsibilities that come with it. 
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Accept the magnitude of the position 
As the leader of your organization, the “buck stops with you”. How you lead, what 
business decisions you make will all ultimately shape the success (or failure) of your 
business. And, this fact alone can make the CEO position difficult to step in to.  

Pursuing CEO development programs early on can be an effective way to create a 
network of support around you to help you navigate the decision making process and 
tap into the experience of other more seasoned CEOs.  

At The Brain Trust, our detailed coaching meetings enable CEOs, at all levels, to get 
the in-depth guidance they may need to improve their leadership skills and give them 
the unwavering confidence to lead their organization to success. 

As you grow within your role, it is important to develop these 8 character traits all 
successful CEOs have.  

Click here to access that full article. 

Are you a new CEO trying to navigate the new challenges of your position? 

Or, are you a seasoned CEO veteran, looking to enhance your leadership skills? 

Feel free to connect with The Brain Trust on Facebook for more practical business tips 
and leadership strategies. 
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Top 8 Character Traits All Successful CEOs Have 
By Tom Cramer 

 

Leading your organization requires effective leadership and dedication to problem-
solving and growth. You need to be able to communicate with a wide variety of 
audience, you have to have a strategic mindset, and, more importantly, you have to 
be committed to your own personal growth. The most successful CEOs possess a 
unique blend of character traits that set them apart from others and gives them the 
ability to lead – and lead well. 

According to CEO professional development experts, great leaders historically have 
these 8 key traits: 

1. An ability to learn from past mistakes. CEOs that study the past and learn 
how to innovate quickly, are often the ones that are able to establish an 
unshakable competitive advantage. Failing and making mistakes are part of 
the learning and business process, but what is important is how you 
incorporate these lessons learned into future action.  

https://braintrustceo.com/
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Taking a proactive approach in terms of planning and problem-solving can be 
an effective way to ensure you are able to withstand the ebbs and flow of 
business and be ready for any unforeseen obstacle in the future. 

2. A focus on building lasting relationships. Business is all about relationships. 
As the CEO you want to have great relationships with all of your stakeholders, 
including your staff, vendors, and customers. When you invest the time into 
your relationships, you are better able to generate the buy-in and loyalty you 
need to enact change for the better of the business. And, when your customers 
have a great relationship with your company, word-of-mouth marketing can 
be your winning secret to growing by leaps and bounds. 

3. An unwavering sense of optimism. When you have a positive mindset, it helps 
to keep your focus on finding solutions, instead of pinpoint problems. Staying 
realistically optimistic can also boost your company’s culture overall. Of course, 
in business, there are lots of unpredictables, but when you are able to accept 
the failures that may come your way, without letting it impact the morale of 
your company or your future outlook then that is the key! 

4. A realistic view of work-life balance. This extends to being empathetic. CEOs 
have to lead their staff that will possess a host of different personalities, 
different experiences, and different personal responsibilities. Being extremely 
rigid, as a leader, can work against you and lead to higher rates of attrition and 
a less productive work environment. Your employees want to feel valued and 
appreciated, but also given the flexibility to know that if they have a family 
emergency or need to take a day off to attend to personal matters, that they 
can do so without feeling guilty or, worse, hassled with work-related text 
messages and emails that they are expected to respond to – even on their days 
off. At the end of the day, we are all humans, and the more you are able to 
connect with that human element the more loyal your staff are likely to be. 

5. Comfortable with taking calculated risks. In business, great risk comes with 
great reward. In order to grow, you will need to be able to step outside of your 
comfort zone and try new things. The business landscape is so competitive and 
dynamic that if you are not able to adapt and make educated decisions, you 
will inevitably be left behind. Leading CEOs are able to leverage their resources 
to quickly evaluate their options and choose the right one based on data and 
research. 
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6. Able to adjust their leadership style. Being able to lead requires you to be agile 
both in thought and in action. What may work with one employee, may not 
work with another. If you are able to adjust your leadership styles to best fit 
who you are interacting with, you are more likely to get better results. Some 
employees prefer to be given a task and a deadline and have the freedom to 
get the work done, as they see fit. Other employees may need more structure 
and more frequent follow-ups. The key is to know your staff’s strengths and be 
able to tailor your leadership approach to enhance these strengths. 

7. Understand the importance of coaching. As the leader of your organization, it 
is important to have a collaborative and productive work environment. You 
have to take a forward-thinking approach and consider not just what skills you 
need your employees to have now to thrive, but also what they will need to 
have in the future to help your company stay ahead. Effective leaders invest in 
developing their employees’ skills and in expanding their own. The most 
successful CEOs make professional development a critical part of the 
company’s mission and provide ample (and varied) opportunities for employees 
to pursue their interests and further their knowledge. 

8. Never get too comfortable. As technology forces businesses to evolve in order 
to compete, smart CEOs always keep an eye on trends and spend time on a 
regular basis researching changes in their industry and others. This focus on 
understanding that their position in the market is fluid, they have a better 
handle on how to strategically invest in their business for long-term results. 
When you lose sight of what the market is doing or what your customers are 
expecting, you open the door for competitors to succeed. Natural leaders stay 
on top of this and always approach every situation with a focus on learning 
and adapting – all the time. 

Are you looking for ways to improve your leadership skills? Are there qualities on this 
list you would like to acquire? If so, we invite you to apply to The Brain Trust, Atlanta’s 
award-winning CEO professional development group. Our monthly meetings can give 
you a confidential and proven peer coaching space to expand your skills and learn 
how to carve out a truly competitive advantage in your industry.  

Click here for more information. 

 

 

 

 

https://braintrustceo.com/brain-trust-atlanta-ceo-peer-group/
https://braintrustceo.com/
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Three Ways You May Accidentally                              
Undervalue Your Staff 

By Tom Cramer 

 

Executive leaders and CEOs may get lost in the demands of growing the business that 
the connection between management and employees gets lost – or worse, damaged. 
As employees seek rewarding career options that go beyond just the annual pay, 
investing in workplace relationships can be key to both attracting and retaining top 
talent. Reaching out to employees, especially in a rapidly-growing or large corporation 
can be challenging, however, according to lead CEO professional development 
consultants, here are the top three ways you may be unintentionally undervaluing 
your staff. 
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1. You might be overlooking their differences 
Your employees, at all levels, have a unique perspective that they can bring to the 
company. If you (or your department heads) never 1.) reach out to both encourage 
perspective and idea sharing or 2.) get to know what each team member can 
contribute, then you are sending a subconscious signal that they are replaceable. Your 
employees want to feel appreciated and, more importantly, recognized for the value 
they can bring to projects and business growth overall. 

 

2. You don’t know their strengths 
All too often, executive leaders fall short in tapping into the strengths of their 
employees. When you are unaware of what each team member brings to the table 
and where their interests may lie, you will put people in positions that never tap into 
their full potential. For example, a customer service representative may have a strong 
graphic design background and be better suited in a marketing role where they can 
hone and expand their skill. The key is to connect with your employees to truly 
understand what strengths they have that can be beneficial to the company. 
 

3. You don’t give them a voice 
When you make changes in operations or company policies, do you get employee 
feedback? How often do you ask employees to share their thoughts or ideas? Your 
employees are your biggest stakeholder. As the CEO you may be more likely to consult 
with your executive team to make strategic decisions, however, if you want these 
decisions to be implemented, you will need to generate employee buy-in. The most 
effective way to do this is by including employees in the decision-making process. This 
can be achieved by having regular brainstorming sessions or providing time for 
employees to voice their concerns, ideas, thoughts, or even ask questions. 

Your employees, at all levels, have value and should be treated as such. I challenge 
you to see how you can increase your transparency and be more available to connect 
with and grow your relationship with your staff. This can be one of the smallest time 
investments but one that can change the course of your business. When your staff 
feels appreciated, heard, and important, the level of productivity will undoubtedly 
increase. 

What are some ways that you make your staff feel valued? We’d love to hear what 
you’re doing in this regard on our Facebook page here. 

https://www.facebook.com/BrainTrustCEO/
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Why Leisure Activities Can Make You a Better Leader 
By Tom Cramer 

 

I’m sure you have heard of the adage, “Work hard, play harder.” And, in business, 
recent research may suggest that this is the key to becoming a better leader. In fact, 
according to the Harvard Business Review, CEOs that were amateur pilots tended to 
run more innovative companies. In an October 2018, study researchers surveyed the 
CEOs at Fortune 500 companies to explore their hobbies and learn how they may 
impact their ability to lead their respective organizations. Here are the top 3 findings 
that can be applied to your leadership skills through 2019. 
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Hobbies allow you mental clarity 
When you are able to engage in physical activity or in a hobby that you thoroughly 
enjoy, it allows you to relax and alleviate the stress you may be feeling. This cathartic 
effect enhances your ability to problem-solve and consider new perspectives. In 
business, being able to stay mentally agile and open-minded can be the key to 
generating industry-changing ideas and to drive creativity and innovation within your 
organization. Science also shows that when tackling a problem, it is often best to 
engage in other activities to give your mind time to sort out the problem’s complexities 
on a subconscious level before trying to revisit a solution. By allowing yourself time to 
enjoy your favorite hobbies, even just once every two weeks can be an effective way 
to strengthen your problem-solving abilities. 

 

Hobbies challenge you to want more 
Whether you are a marathoner, an amateur pilot, an avid knitter, or a master chess 
player, your hobby naturally pushes you to want to achieve more. This continual 
pursuit of learning and challenging is a great principle to take into how you lead your 
corporate teams. Those CEOs that immersed themselves with their hobbies were 
more likely to have more innovative and industry-leading firms. For example, when 
you incorporate your hobby into your daily life, for example, creating a home gym to 
train for a triathlon or building a woodworking shop in your backyard, this 
continuously pushes you to expand your way of thinking. And, when you are able to 
look at your company and the industry with a forward-thinking approach, you are 
more likely to be able to spot and go after business-changing trends and/or ideas. 
 

Hobbies teach an important lesson in humility 
How often have you enjoyed something that you were not great at? With a hobby, 
you have to start somewhere. And, it is the enjoyment of advancing your skills or 
achieving a goal that keeps you coming back for more. Over time, you broaden your 
understanding and can work toward becoming an expert. However, it is this long-
term process of learning that reminds us, even the more experienced CEOs, the 
importance of investing in learning. This opportunity also enables executive leaders 
to empathize with their employees and implement more robust learning programs and 
training initiatives. Taking time out to pursue a hobby can be one of the most proven 
and enjoyable ways to disconnect from work, while also strengthening your 
leadership skills.  
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3 Steps to Collaboratively Problem Solve in 2019 
By Tom Cramer 

 

Traditionally, problem-solving falls to the role of the CEO, as the leader of the 
organization, if not also to the department heads and executive teams. However, 
when you study the strategies used by Fortune 100 companies, it becomes clearer 
that problem-solving must be done collaboratively and at all levels. 

Here are the 3 steps to work together as a company to address problems and find 
innovative solutions through the rest of the year. 

1. Don’t overlook the small problems. Too often in business, “small” problems are 
often overlooked or attributed to uncontrollable human error. However, this can 
be one of the fastest ways to allow inefficiency to creep in. What may be a 
small problem now, can easily escalate to a larger operation-ending problem 
later, as your business grows.  
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So, the first step to being both more proactive and collaborative in your 
problem-solving approach is to not ignore these small issues. Instead, ask all 
departments to keep a running list of problems or challenges they face and 
track how often these occur. At least once a month, have a meeting to review 
the issues and begin to start crafting solutions to resolve them as quickly as 
possible. 

2. Identify the root cause of each problem. Having strategic teams that are 
comprised of members of each department can be an effective way to both 
gather different perspectives but is also essential in understanding the many 
facets of each problem. All too often, only one department is involved in 
examining the root cause of the problem. For example, for glitches with online 
ordering, the IT department may be the only ones involved, instead of having 
an inter-departmental approach that involves including members of the 
marketing, customer service, and/or operations teams. By opening up the 
number of people involved in identifying the root cause, this not only enables 
you to get a much clearer company-wide view of how an issue can spread, but 
it also gives you an improved ability to brainstorm a wider variety of solutions. 

3. Brainstorm as many creative solutions as possible. When it comes to 
addressing problems, do not limit the types and scope of the solutions you 
consider. All too often, teams get stuck evaluating every single solution, instead 
of investing time and energy to brainstorm first, and then evaluate later. You 
do not want to inhibit the problem-solving process by over-criticizing each 
potential solution. Instead, encourage your teams to have an open-ended 
brainstorming approach. You may find that though you do not use some of the 
solutions you generate, they may become viable options later on, if the problem 
arises again. 

Taking a collaborative approach can be one of the most effective ways to stay ahead 
of the competition. By encouraging all of your employees to take an active role, you 
will be able to generate more ownership and create an environment of shared action.  
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5 New Year’s Resolutions Every CEO Needs For 2019 
By Tom Cramer 

 

With the new year upon us, it is important to begin putting new changes in place to 
help you propel your company forward and reach your own personal and leadership 
goals. According to leading CEO peer groups and CEO development consultants here 
are the top 5 leadership resolutions you should pursue to make 2019 the most 
productive and efficient year yet. 

 

1. Have a purpose for every day 
Starting every day with one goal to achieve can help you stay laser-focused 
throughout the day. This can be as simple as going through your emails or as complex 
as meeting with all department managers. Whatever your daily goal is, identify it early 
in the morning and check in with yourself to see how you are progressing toward 
achieving that goal at lunchtime, and again in the afternoon.  
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In some cases, you may have the same daily goal multiple days in a row. The key with 
these is to track your actions and ensure they are aligned with helping you achieve 
your goal. 

 

2. Don’t get too consumed with emails 
Answering emails can be a major time and energy drainer. Instead of making that the 
first thing you do in the office, instead shift your focus to making a to-do list or 
establishing your daily goals. Having this dedicated time before you are bombarded 
by email requests and questions. It is okay to build in time to disconnect so you can 
focus on getting other, more important work done. 

 

3. Figure out your non-negotiables 
What are those things that you are doing (or not doing) that are not adding to your 
productivity? Perhaps it is spending too much time on your computer and not enough 
time networking with other CEOs or pursuing CEO development options. Or, maybe 
you procrastinate longer than you should which creates stress or tension within your 
teams. Whatever the behavior is that needs to be curbed to boost your productivity, 
find it and commit to making it a non-negotiable part of your life that needs to be cut 
out of your daily routine. 

 

4. Make serving others a priority 
Mentoring a protege or finding ways to give back to the greater community can be 
effective ways to network with key stakeholders and also give you a sense of 
fulfillment. Often times as the CEO, you become disconnected from the day-to-day life 
of your employees. By taking a step back and making yourself more accessible to help 
others can be a great way to establish lasting connections with your teams and with 
the larger community. 
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5. Invest in cybersecurity 
As data breaches have plagued even the largest companies in the world, hackers are 
getting more sophisticated with their methods. It is better to be proactive in making 
sure your business’ infrastructures are protected and that your employees have the 
training they need to prevent cyber attacks as well. With the new year, review your 
cybersecurity protocols and establish updated ones that can help protect your 
company’s most sensitive data from attack. 

These are just 5 New Year’s resolutions to consider as you embark on your 2019 
business and personal goals. What other resolutions do you have in your sights? 
Share them with us on our Facebook page here. 
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Top 5 Ways to Get Your Teams to Perform 
By Tom Cramer 

 

As the CEO of your organization, it is your role to lead, to inspire, and to ensure that 
your teams are able to execute and execute well – every time. In business, it is not 
always what you know, but instead, how you execute and getting your teams to 
produce at their peak level is mission critical to the success and growth of your 
business. According to CEO peer groups, here are the top five ways to elevate your 
team’s performance to continually see results. 

1. Put the right people in the right roles. Hiring the right people is only one small 
part of building teams that execute. The key is to ensure that you have the 
employees performing tasks and doing work that is aligned with their 
strengths. To effectively do this, your managers must be aware of your 
employees’ strengths. When you are able to tap into a team members strengths 
and empower them to do work that leverages these strengths, then 
performance levels will naturally increase.  
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However, when you neglect to do this, you run the risk of your teams 
underperforming, simply because team members are assigned to roles and 
doing work that may be difficult for them or not suited to their strengths. For 
example, promoting your top salesperson into a supervisory role that requires 
them to supervise and mentor others, may not be a good fit, especially if the 
employee lacks the management level skills needed to be successful. In this 
sense, you lose a top salesperson and gain a mediocre sales manager. 

2. Make professional development a priority. As your business grows and the 
needs of your business change, you want to ensure your employees have the 
training they need to perform. Whether you have an in-house training 
department or invest in sending staff to outside training, making learning a part 
of your company culture is important. Many times, teams are not performing 
well because they lack the necessary resources and/or the skills to get the job 
done. This learning focus also extends to you, as the CEO. You should make 
your learning a top priority as well and seek out proven options such as CEO 
peer groups to help you support your leadership development. 

3. Establish measurable metrics and milestones. Teams, at all levels, need to 
have some way of measuring their progress or lack thereof. When you give 
teams a goal or task without clear expectations of results, you inevitably breed 
a sense of complacency. Tracking success and making it a point to review team 
progress frequently creates a sense of commitment and urgency to keep your 
teams performing and performing at their best. 

4. Clearly communicate expectations. Your teams should always know what 
they are expected to do. If this is not clear, then inaction will result. As often as 
possible, outline your expectations along with deadlines and establish 
consequences if teams underperform. Be committed to enforcing 
consequences and take the time to review team expectations and address any 
questions or concerns early in the process. When you wait and assume tasks 
are clear, you open up the door for confusion derailing your team’s productivity. 

5. Be present and approachable. Teams always perform when they have 
accountability and a leader that is present and one that is focused on helping 
them to perform. This does not require you to become a micromanager, 
however, it does require you to take a hands-on approach with your teams and 
be on top of what they need to succeed. Having weekly round-up meetings to 
have your teams share their insights, progress, and concerns is a great way to 
keep the lines of communication open and help you stay abreast of what 
everyone is working on. 
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What other ways have you used to motivate your teams to perform? We welcome 
your input on what has worked to elevate your teams’ performance and keep them 
increasing their productivity. Share your thoughts with us on Facebook. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

https://www.facebook.com/BrainTrustCEO/


 

   

  

 

160 
 

The Brain Trust CEO Manual 

Top 3 Ways CEOs Can Outpace The Competition in 2019 
    By Tom Cramer 

With such a competitive business 
landscape, generating ways that you 
can use to leverage your resources and 
stay miles ahead of your competitors 
can be challenging. As the new year 
quickly approaches, now is the time to 
begin reflecting on what worked and 
did not work in 2018. According to 
leading CEO peer groups and CEO 
development consultants, these are 
the top 3 things you should be looking 
to do starting January 1st to put some 
distance between you and the 
competition throughout 2019. 

1. Narrow Your Focus. Often business leaders strive to accomplish a plethora of 
goals, including increasing revenue, decreasing costs, enhancing the customer 
service experience, and maybe even hiring more staff. The key to truly achieve 
your goals is to choose a few (I recommend no more than 3) and focus 100% 
on accomplishing those goals during the year. This way your time, attention, 
and resources are dedicated to fully solving your smaller number of problems, 
ensuring that the solutions you implement will work and be effective in the 
long-term. When you spread your resources across too many areas, you run 
the risk of using an unsustainable solution or not achieving your goal 
altogether. 

2. Invest time into Mastery. This is where studying elite athletes can help CEOs in 
the business world. When you look at the habits of the greatest athletes in 
history, they share one commonality: they practice relentless at least 6 days a 
week. Now, imagine how much more efficient and effective your company 
could be, if you dedicated an hour every day for mastering one important skill. 
For example, suppose you want to better prospect clients. If you practice this 
once a week, or like most, once a month, you’ll spend a lot of time relearning 
the skill and trying to remember where you left off the last time. This learning 
curve slows you down and makes learning and perfecting that skill take longer, 
if ever happening at all. 
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3. Make Professional Development a Priority. As the CEO, getting the professional 
support you need to grow your knowledge base and become a more effective 
leader can be hard to come by. However, if you schedule in time now, for the 
coming year and dedicate at least an hour a week to developing your 
leadership skills, you will be better positioned to innovate and inspire your 
teams to grow. If you need help finding resources to support you on your 
leadership journey, consider joining the award-winning CEO peer development 
group at The Brain Trust. Our monthly meetings ensure that all CEO members 
get the tailored business support and leadership coaching they need to be 
successful. 
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How to Handle Team Conflict 
By Tom Cramer 

 
Many times in business, conflict is inevitable. Though it can be uncomfortable for 
some, knowing how to manage conflict is a key skill every CEO must master in order 
to be able to propel their teams and organization forward. This is especially true 
because constructive conflict is a necessary part of growth. In fact, according to 
leading CEO peer group consultants, the most successful teams are those that are 
able to balance differences while getting shared consensus to achieve business goals. 

Here are the top three ways you can help leverage healthy conflict to keep your teams 
focused and productive. 
 

Step #1 – Establish Team Trust 
The corporate culture you set is important in shaping how conflict is handled and, 
more importantly, how your employees respond to it. The first step in creating a 
welcoming environment where conflict can be embraced is to establish trust within 
your teams. Without your teams being rooted in trust, any form of conflict or criticism 
will seem like a personal attack. 
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In order to build trust within your teams be sure to encourage all team members to 
share their thoughts, ideas, opinions, concerns, etc. without fear of punishment. You 
want to openly hear all team members equally (be careful never to play “favorites”) 
and avoid criticizing a team member’s contributions in front of the group. As the CEO, 
you are responsible for setting the tone and showing your teams that you are fair and 
dedicated to helping them feel valued. In addition, never punish someone for revealing 
their mistake or “bad news”. It is always better to deal head on with reality than to 
subliminally encourage your team members to “cover up” important information. Your 
ability to build trust is also firmly based on your ability to encourage honesty, at all 
levels. 

 

Step #2 – Encourage Constructive Conflict 
With a strong foundation of trust in place, your teams can now embrace conflict in a 
healthy and constructive way. Remember, “conflict” is not a negative term and when 
used right, it can be a way to spur deeper discussions and more creative thinking. To 
assist your teams in embracing conflict, be sure to ask provoking questions to get 
team members to share their complete thinking. It is essential that you strive to push 
past assumptions and seek a more thorough understanding. When you ask questions, 
you are able to uncover misconceptions, better evaluate ideas, and address any 
derailing mindsets that could keep your teams from being productive. As you probe 
your teams to challenge them to think deeper, make a point to encourage all team 
members (including those that may be more reserve) to participate by sharing their 
thoughts. When team members have differing views or ideas, be sure to explore each 
thoroughly by examining the facts behind their arguments. This way you embrace the 
diversity among your team members while also strategically determining the best 
course of action. 
 

Step #3 – Commit to Action 
Once all ideas and opinions have been shared and considered, you must ensure that 
your teams execute on any agreed upon actions. Too often, executive leaders fail to 
set concrete action items for their teams, ultimately losing momentum for all those 
involved. Not only should you encourage conflict, but be sure to collectively settle on 
an action plan with specific deadlines and deliverables. In this stage, accountability is 
key to keep the team producing and harvesting the power of conflict to make better 
decisions. When necessary, assign roles to tasks and always document what the 
team discussed and agreed on. 
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As the leader of your organization, how you choose to manage conflict and use it to 
motivate your teams, is up to you. However, when you are able to help your teams 
explore their diversity and encourage differing ideas, you will be able to gain a broader 
view of available options and make more sound business decisions. 

 

Do you struggle with managing conflict?  
Could you benefit from having direct support from an award-winning CEO peer 
group? If so, The Brain Trust invites you to explore our hands-on CEO development 
program here. 
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Top 5 Ways CEO’s Can Increase Their Visibility in 2019 
By Tom Cramer 

 

As the CEO you fulfill a strategic role, responsible for shaping the success and 
trajectory of your organization. However, employee engagement research points to 
the role that CEO visibility can have on the productivity of executive teams and 
employees throughout all levels of the company. In a Gallup poll, researchers found 
that when CEOs interacted with managers, on a frequent basis, managers were 39% 
more engaged in the workplace. Likewise, when highly-engaged managers interacted 
with their direct reports, frontline employees were found to be 59% more engaged in 
their work. This goes to show the power that being visible to both department 
managers and employees can be in helping to increase workplace productivity and 
satisfaction. According to leading CEO peer groups and CEO professional 
development groups, here are the top five ways that CEOs can better engage all 
employees in 2019 and beyond. 
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1. Schedule monthly luncheons or roundtable meetings 
These can be topic-specific events hosted by the CEO or can be great opportunities 
to highlight recent successes or innovations from various departments. Inviting guest 
speakers to provide relevant and insightful information to employees that attend is an 
effective way to ensure company participation is high. Such topics for these meetings 
can include, but are not limited to: personal financial management, vacation planning, 
volunteering opportunities, marketing, goal setting, company vacancies, etc. The key 
is to determine topics that are both engaging and can provide value to attendees. 

 

2. Have weekly roundups 
Depending on the structure of your organization, this can be done daily, weekly, or 
even monthly. This gives each department an opportunity to report their current work, 
discuss any challenges or concerns, and share important department highlights with 
the executive team. To increase CEO visibility, it is best if a different employee is 
tasked with reporting for their department for each roundup meeting. This way each 
employee will have face time with the executive team and be able to showcase their 
own individual contributions. 

 

3. Establish an open-door policy 
Whether it is every Friday, or every other Monday, having clearly stated and 
communicated open-door or open hour time for employees to meet with you directly 
can be an effective way to increase visibility. If needed, you can require employees to 
schedule ahead of time or you can leave the structure of this time flexible and truly 
a first come, first serve type of arrangement. 

 

4. Create an employee feedback team.  
The goal of this is to establish a collaborative culture within your organization. To 
effectively do this, CEO peer groups recommend first asking for volunteers from each 
department, and if needed, “appointing” employees to the council. The selection 
process should be open to all employees, but should accurately represent a cross-
section of your employee base. In other words, you want to have a good mix of 
managers, department heads, as well as frontline employees.  
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The council’s mission is to generate ideas to further productivity and to address 
company-wide concerns, as they arise. The council’s findings and topics of 
discussions should be shared with all executive teams at least once a month. 

 

5. Record meetings and share with employees.  
Visibility goes beyond making yourself available, but it also extends to how you share 
information with all employees. For non-confidential meetings, make it a point to 
record them and upload them to a central location for staff to access. Not only does 
this make information more available to employees throughout your organization, but 
it also can serve as a repository of new ideas and knowledge that can be referred to 
later, or as you onboard new staff. 

 

These are just a few proven and practical ways that CEOs can increase their visibility 
now and well into the next year. Having a wide variety of ways that employees can 
interact with you, as the CEO, can help to build a tighter-knit work community and 
improve workplace productivity. 
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Top 3 Reasons You Need a CEO Blog 
By Tom Cramer 

 

As the leader of your organization, you need to be visible as often as possible. 
Whether it is hosting lunch and learns with department managers, visiting employees 
to hear their ideas, or making yourself available, these are all effective ways to stay 
front and center as the leader of your organization. However, successful CEOs are 
taking their visibility a step further by starting their own CEO blog. This online platform 
can be used to share important company information, expand on your strategic vision 
for the business, or to provide an insider’s view into your industry. Either way, having 
a consistent way to capture your ideas and knowledge is a great way to exert your 
stance as a thought leader. 

According to CEO peer groups and CEO development consultants, these are the top 
three reasons to start a CEO blog in 2019. 
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1. Makes you the face of your organization. 
The CEO is the most prominent role of any organization, yet many CEO shy away from 
being highly visible to clients. By having a blog, this establishes you as the leader and 
gives your clients a way to connect with you and become more involved with your 
company. In addition, a blog is an effective way for you to share your company’s 
mission and values with the public. 

 

2. Exposes your vision to multiple audiences.  
When you blog, this opens up communication with a host of audiences, including 
employees, other CEOs or executive leaders, key stakeholders, and clients. Blog 
content can be tailored to appeal to each audience, giving them the information and 
insight they may need to stay informed of what you are doing or have planned for the 
future. 

 

3. Establishes you as an expert in your field.  
By crafting and publishing informational blogs that detail important trends, little-
known information about your industry, or even innovative strategies that you have 
used with your business can all be great topics to share with a variety of audiences. 
Not only does this assert you as the leader of your organization, but it will quickly 
establish you as a credible thought leader in your field. 

 

BONUS: Drive more website traffic.  
Before embarking on starting a CEO blog, CEO peer groups highly recommend doing 
keyword research to identify the words that potential clients in your industry are likely 
to search for. This way, as you create blog content, you can insert these keywords in 
your text to improve your company’s search engine ranking. Your blog topics can also 
address important questions or areas of interest for your clients and therefore be used 
as an effective marketing tool to attract new business. 

Do you have a current CEO blog? If you are interested in getting started, but not sure 
how, contact us at The Brain Trustand we can provide additional guidance. 

 

https://braintrustceo.com/
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3 Easy Ways CEOs Can Build Employee Engagement 
By Tom Cramer 

 

When it comes to connecting with employees, many executive leaders leave that task 
to HR or department managers. However, recent research points to a growing lack of 
employee engagement and the importance of CEOs taking a more proactive approach 
to addressing it in their organizations. According to a Gallup poll, spanning 142 
countries with 180 million participants, HR professionals found that only 13% of 
employees feel engaged in their work. 

So, what can CEOs do to turn the trend and re-engage their workforce? 

HR managers and CEO development consultants highly recommend for CEOs to 
reconnect with their employees on a personal level. Here are 3 ways CEOs and HR 
departments can work together to quickly and inexpensively strengthen employee 
engagement. 
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1. Reach out with a personal touch.  
Companies with high engagement make an effort to recognize their employees’ 
achievements and milestones. Sending individual hand-written cards to celebrate 
birthdays or work anniversaries can go a long way in helping employees feel 
appreciated and valued by high-level executives. Adding in a small gift card of $5 or 
$10 can also be effective in boosting workplace morale. And, the time commitment to 
do these personalized cards, is usually quite minimal, depending on the size of your 
organization, with most CEOs dedicating 1-2 hours at the beginning of each month. 

 

2. Make time to make a connection.  
In most organizations, the CEO is not accessible and rarely interacts with anyone 
other than their executive teams. However, to re-engage your employees, making 
yourself more accessible for small group meetings or events with all employees is 
essential. For example, some CEOs plan a regularly scheduled “CEO Coffee Hour” and 
invite all employees to join them for time to enjoy coffee and chat about their interests 
and/or their concerns. This enables a time for employees to get to know the CEO on a 
more personal level and feel that their voice can be heard. 

 

3. Make information sharing a priority.  
Leveraging a company-wide newsletter is a great way to build a more cohesive 
workplace community. This can be an electronic version or printed quarterly and 
distributed to all employees and can include business or department-related goals, 
achievements, events, or business/project needs. Sharing personal highlights such as 
vacation photos, upcoming weddings, pregnancy/baby announcements, promotions, 
and even inserting job openings throughout the organization in each newsletter can 
keep everyone in the loop and feel included. 

These are just three simple ways that you can build more rapport with your 
employees. What other strategies have you used in the past with success to better 
engage your workforce? Share your thoughts on our Facebook page here. 

 

 

 

https://www.facebook.com/BrainTrustCEO/
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New Research Reveals The #1 Trait of Profitable CEOs 
By Tom Cramer 

As the CEO, you sit at the helm, driving 
strategic decisions and shaping the trajectory 
of your organization’s success. New research 
out of the Harvard Business Review suggests 
that by looking at where CEOs spend their 
time can influence the profitability of their 
firms. 

To generate the data, researchers looked at 
how CEOs structured their entire work week, 
including times they are not in the office. The 
activities reviewed were categorized by the 
number of people it took place with, where, 
whether it was planned ahead of time, etc. In 
essence, researchers tried to determine precisely what it is that differentiates the most 
successful CEOs from the rest. 

When 1,000 CEOs from top companies, in six countries, were surveyed and the results 
were quite telling: 

• 56% with one other person, mostly involving scheduled meetings 

• 25% of the day spent alone, usually responding to emails 

• 10% handling personal matters 

• 8% doing business-related traveling 

When the bulk of the meeting time was reviewed more in-depth, researchers found 
that operations (35%), marketing (22%), and finance (17%) departments required the 
most meetings. 

 

What does this data mean for CEOs? 
After compiling the survey responses, conducting in-depth interviews, and reviewing 
the financial positions of each firm, the evidence suggested that CEOs could be 
divided into two types – leaders and managers. 

https://hbr.org/2017/10/a-survey-of-how-1000-ceos-spend-their-day-reveals-what-makes-leaders-successful
https://hbr.org/2017/10/a-survey-of-how-1000-ceos-spend-their-day-reveals-what-makes-leaders-successful
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It was concluded that CEOs who took a more high-level leadership approach were 
more effective than those that assumed a more hands-on managerial role. And, this 
distinction was important in assessing their company’s profitability. When the 
financial performance was factored in, researchers found that CEOs who perform 
more leadership functions (meaning they are not directly involved in departmental 
day-to-day activities) tended to have more productive and more profitable 
companies. 

This research suggests that investing your time, as the CEO, into more strategic-
related tasks that help to coordinate executive teams and keep the company, as a 
whole moving forward toward achieving business goals, may be the best use of time. 
This can also fluctuate depending on the size and growth stage of your organization. 
Smaller or early-stage companies may need CEOs that are able to balance both a 
leadership and managerial position. However, the research points to effective 
leadership as being a key component to help your company grow and remain 
profitable within your industry. 

 the US Trade & Commerce Institute 
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Top 3 Productivity Drainers For CEOs 
By Tom Cramer 

 
When it comes to working efficiently, CEOs have to be master multi-taskers to get 
everything done. With so much on your daily to-do list, eliminating time drainers 
becomes an important part of how you operate. Although some time-consuming tasks 
cannot be avoided, being mindful of how you tackle certain tasks can be essential in 
helping you increase your productivity in the office. According to leading CEO 
consultants and peer groups, these are the top three productivity obstacles CEOs face, 

 

#1 – Tackling Emails Too Early In the Day.  
Email communication has revolutionized how we operate in our business and with our 
employees and clients. If you are like most CEOs, you’re likely inundated with dozens, 
if not, hundreds of emails every single day.  
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However, though email was intended to speed up communication, they can quickly 
become a major time drain on your day, especially if you spend the first hour of every 
day tackling emails. According to research done by the Harvard Business Review[1], 
to increase your productivity, you should spend the first 60 minutes of your day 
working on your business strategy, setting goals, or checking in with your teams – not 
answering emails. This not to say that your email can be completely ignored just that, 
making time at the beginning of the day to get your focus in order can be a better use 
of your time to drive efficiency than diving in head first into email responses. 

 

#2 – Forgetting About Your Health.  
It’s natural that with so much going on in your work and personal life, making time to 
exercise or even watching what you eat can seem impossible. If your body is not at its 
best, you will not be able to perform at your best. How you manage your nutrition and 
stress are key components in making sure you are firing on all cylinders. Keep track of 
your eating and sleeping habits and plan in a day off for you to relax and re-energize. 
Even the most successful CEOs build in time in their schedules to do activities that 
bring them fulfillment, make time to connect with family, and, most importantly, make 
being healthy their top priority. 

 

#3 – Scheduling meetings for too long.  
According to a recent survey, executives acknowledged that they spend at least 33% 
of their work time in meetings[2]. And, with the average meeting lasting 90 minutes, 
having to prep, attend, and follow-up after meetings can be a big time and 
productivity drain for any CEO. Changing how you view and structure meetings can 
not only free up your time for other tasks, but it can also increase your executive 
teams’ efficiency. For example, CEO peer group consultants recommended limiting 
your meeting size to no more than 8 participants and last no longer than 30 minutes. 
With a clear and strict time limit in place, you will be surprised at how much you get 
done, in less time. 

What are some strategies you use to boost your workplace productivity? We’d love 
to hear what works for you to stay focused and efficient. Share your thoughts with us 
on our Facebook page here. 
[1] https://hbr.org/2017/01/spending-10-minutes-a-day-on-mindfulness-subtly-changes-the-way-you-react-to-everything 

[2] https://www.readytalk.com/meeting-resources/infographics/true-cost-meetings-infographic  

https://braintrustceo.com/blog-posts/top-3-productivity-drainers-ceos/#_ftn1
https://braintrustceo.com/blog-posts/top-3-productivity-drainers-ceos/#_ftn2
https://www.facebook.com/BrainTrustCEO/
https://braintrustceo.com/blog-posts/top-3-productivity-drainers-ceos/#_ftnref1
https://hbr.org/2017/01/spending-10-minutes-a-day-on-mindfulness-subtly-changes-the-way-you-react-to-everything
https://braintrustceo.com/blog-posts/top-3-productivity-drainers-ceos/#_ftnref2
https://www.readytalk.com/meeting-resources/infographics/true-cost-meetings-infographic
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Top Business Books from The World’s Leading CEOs 
By Tom Cramer 

 

In today’s fast-paced, ever-evolving business landscape, staying on top of the best 
business books on the market can help leading CEOs outpace the competition. Often 
packed with current research and exposing potential business opportunities, CEO 
peer groups highly recommend dedicating at least an hour each week to reading and 
idea brainstorming. It can be challenging to find the best books to help enhance your 
leadership or business development, that’s why we’ve compiled the top 
recommendations from the world’s most prominent CEOs. 

 

The Intelligent Investor 
This book comes highly recommended by billionaire investor, Warren Buffett. Noted 
as the best book on investing ever written, it exposes exactly how to invest 
successfully by following a logical framework that has been proven time and time 
again. The Intelligent Investor tackles the myth that smart investing requires a high IQ 
or insider business insights. This book sets the stage of how you can create an 
intellectual decision-making framework and remove emotions from the equation to 
generate big wins. 

 

 

https://www.amazon.com/Intelligent-Investor-Definitive-Investing-Essentials/dp/0060555661/ref=sr_1_1?s=books&ie=UTF8&qid=1538479724&sr=1-1&keywords=the+intelligent+investor+by+benjamin+graham
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Portfolios of the Poor 
From the personal library of social media guru, Mark Zuckerberg, Portfolios of the 
Poor describes daily life for over 3 billion people living on less than $2.50 a day. The 
book highlights the global plight and sheds light on how large corporations can work 
to offer innovative solutions that both benefit their target market and help to elevate 
the existence of the world’s poor. 

 

The Innovator’s Dilemma: The Revolutionary Book That Will Change the 
Way You Do Business 
Apple’s late CEO, Steve Jobs often remarked that this was both his favorite book and 
the one book that helped him revolutionize Apple in new ways. The Innovator’s 
Dilemma explains that those people who invent something are often the last ones to 
see past it, introducing the risk that they will be left behind when the market’s 
innovation catches up and surpasses what they thought was possible. Featuring a 
host of real-world case studies, this book is a must-read for every CEO looking to 
continually push the innovation envelope. 

 

Being Wrong: Adventures in the Margin of Error 
Coined as a “deceptively easy read”, Being Wrong takes both a psychological and 
biological approach to explaining the importance of making mistakes. Leveraging 
works from Ancient Greeks, renowned Scientists, and even the most successful 
business CEOs and economists, the author details exactly why being wrong is a vital 
part of shaping almost every aspect of our lives and how you can harvest its power 
to transform business and personal relationships. 
 

Competing Against Time: How Time-Based Competition is Reshaping 
Global Markets 
This business gem comes highly recommended by current Apple CEO, Tim Cook, who 
is known to give out copies to new hires when they join the organization. Based on 
over 10 years of research, Competing Against Time details how leading companies 
manage time in production, in new product development, and in sales and distribution 
to create the most powerful competitive advantages. 

https://www.amazon.com/Portfolios-Poor-How-Worlds-Live/dp/0691148198/ref=sr_1_1?s=books&ie=UTF8&qid=1538480004&sr=1-1&keywords=Portfolios+of+the+Poor
https://www.amazon.com/Innovators-Dilemma-Revolutionary-Change-Business/dp/0062060244/ref=sr_1_1?s=books&ie=UTF8&qid=1538480050&sr=1-1&keywords=%22The+Innovator%27s+Dilemma%3A+The+Revolutionary+Book+That+Will+Change+the+Way+You+Do+Business%22
https://www.amazon.com/Innovators-Dilemma-Revolutionary-Change-Business/dp/0062060244/ref=sr_1_1?s=books&ie=UTF8&qid=1538480050&sr=1-1&keywords=%22The+Innovator%27s+Dilemma%3A+The+Revolutionary+Book+That+Will+Change+the+Way+You+Do+Business%22
https://www.amazon.com/Being-Wrong-Adventures-Margin-Error/dp/0061176052/ref=sr_1_1?s=books&ie=UTF8&qid=1538480270&sr=1-1&keywords=Being+Wrong%3A+Adventures+in+the+Margin+of+Error
https://www.amazon.com/Competing-Against-Time-Time-Based-Competition/dp/0743253418/ref=sr_1_1?s=books&ie=UTF8&qid=1538480491&sr=1-1&keywords=Competing+Against+Time
https://www.amazon.com/Competing-Against-Time-Time-Based-Competition/dp/0743253418/ref=sr_1_1?s=books&ie=UTF8&qid=1538480491&sr=1-1&keywords=Competing+Against+Time
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Top 5 Business Articles Every CEO Must Read 
By Tom Cramer 

 

As business competition intensifies in almost every industry, staying ahead of the 
curve and learning at every turn is quickly become every CEOs top priority. However, 
with business tasks and responsibilities taking precedence over dedicating time to 
learn and research, the challenge becomes finding the time and the resources you can 
leverage now to keep your business at the head of the pack. Whether you join a 
leading CEO peer group or take a do-it-yourself learning approach, these top 5 
business articles should be on your reading list this week. 

1. “If You Are These Five Things, You Are Destined to Be a Leader of the Future” by 
Laura Garnett. In today’s highly competitive business landscape, traditional 
leadership qualities just won’t move the mark. This insightful article sheds light 
on the top five executive traits the most successful CEOs have to inspire their 
teams to want to do more and take an active role in propelling their 
organizations forward. 

 

https://www.inc.com/laura-garnett/if-you-are-these-5-things-you-are-destined-to-be-a-leader-of-the-future.html
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2. “Why Motivating Others Starts With Using the Right Language” by David 
Marquet. What you say to your employees and how you say it are now more 
important than ever before. The workforce today is not driven by the same 
principles and are looking for the best company fit that aligns with their goals 
and interests. Making sure you are using the most impactful language in all of 
your interactions is the easiest way to motivate your employees to take 
initiative, drive results, and own their success. 

3. “The Power of Starting With ‘Yes'” by Tony Schwartz. If you’re not careful, you 
may find yourself constantly saying “no”. Being leery or cautious is a natural 
human instinct, but letting this override how you lead can be a surefire way to 
negatively impact the workplace morale. This actionable article explains just 
how powerful saying “yes” can be in transforming how your employees explore 
and embrace new ideas and how you can leverage synergy to move your 
company in new directions. 

4. “Put on a Happy Face. Seriously” by Nancy Rothbard. Believe it or not, how 
your employees feel in the morning, walking into work will influence how they 
perform throughout the day. Setting a positive and welcoming tone in the office 
every morning can help increase both employee satisfaction and business 
productivity. For leading CEOs, it is critical to be the leader in not only how work 
is performed, but also in shaping the overall mood of your work areas. This 
article sheds light on new research and how CEOs can leverage scientific 
findings to seamlessly boost company success. 

5. “5 Things You Need to Know About the Future of Work” by Richard Branson. 
Your customers and the market are constantly changing and will change even 
faster over the next decade. This well-written article lets you in on the 
innovative processes at Virgin United and the top five things you need to know 
about the future of work to make sure you stay ahead of the competition and 
inspire your employees to innovate at new levels. 

 

 

 

 

 

 

 

http://99u.com/articles/25567/why-motivating-others-starts-with-using-the-right-language
http://www.nytimes.com/2015/04/18/business/dealbook/the-power-of-starting-with-yes.html?ref=business&_r=0
http://www.wsj.com/articles/SB10001424052970203388804576612943738516996
http://www.virgin.com/unite/entrepreneurship/five-things-you-need-to-know-about-the-future-of-work
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The CEO’s Important Role in Social Media  
By Tom Cramer  

 

With 98% of companies having a social media presence, how you leverage that 
presence among your employees is being a hot topic of debate among CEOs. While 
marketing departments are often responsible for scheduling, creating, and posting 
company content on Facebook, LinkedIn, Twitter, and Instagram, studies are now 
pointing to the integral role CEO’s play in social media marketing. 

In a recent survey of Fortune 500 executives, Hootsuite found that over 40% of social 
media performance can be tied back to the social media activities of executives. This 
means the more CEOs and other business leaders within an organization share, 
comment or like posts about their company, the more employees did the same. With 
more overall interaction online, this increased the company’s digital reach and 
enhanced the effectiveness of social media marketing campaigns as a whole. 
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Yet, despite recent research pointing to the importance of CEOs taking an active role 
in their company’s social media activity, estimates suggest that 61% of Fortune 500 
CEOs actually do not have a presence on social media at all. Instead, many top 
business leaders are preferring to lead their organizations from behind the scenes, 
while maintaining a very limited online persona. However, with customers looking for 
ways to feel connected with companies, especially on the same social media 
platforms they know and trust, CEOs that do not have a social media profile, of some 
kind, could be passing up a strategic opportunity to position their company ahead of 
their competition. 

That’s why America’s leading CEOs are leveraging ways to actively engage with their 
company’s social media content, including responding to customer feedback and 
reviews directly. Though encouraging employees to share and interact with your 
company’s social media profiles may seem innocent enough, it is always best practice 
to establish clear policies and guidelines to ensure that what your employees share or 
comment is in line with your company’s brand, mission, and values. 

Navigating the social media landscape can be a challenge, but doing so is serving to 
be a necessary component to better attract, connect with, and retain customers. 
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New Research Reveals What CEOs Actually                        
Struggle With 

By Tom Cramer 

 

When you think of three words to describe the CEO role, words like “confidence”, 
“leader”, and “problem solver” often come to mind. However, a recent study conducted 
by CEO peer advisors involving 402 CEOs from 11 countries, featured in the Harvard 
Business Review, sheds light on how the world’s leading executives really feel about 
their current position. 

Despite feeling prepared, in a business strategy sense, 68% of CEOs surveyed 
acknowledged not having the skills they needed to tackle the various interpersonal 
and professional development challenges they would face. 
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Here are the top three findings from the study*: 

• Company culture. As the leader of the organization, CEOs are responsible for 
shaping and driving company culture. A task that over 50% of CEOs surveyed 
said they were inadequately prepared to handle and one that served to be more 
difficult than they anticipated. Having a positive company culture is key to the 
productivity among employees at all levels, making it a must-have skill for 
today’s CEOs. 

• Personal growth. With such a high-profile and strategic role, most of the CEOs 
time and attention is spent creating business strategy, overseeing operations, 
and tackling other business challenges. So much so that 48% of CEOs in the 
survey said that making time for themselves to do self-reflection or to take 
advantage of professional development opportunities was harder than 
expected. This lead to many CEOs feeling behind in their respective industries 
and concerned that this lack of knowledge would serve to be detrimental to 
their ability to craft winning strategies in the future. 

• Developing teams. Leveraging synergies throughout their organization and 
building winning executive teams are key roles for every CEO. However, 47% 
of even the most experienced and successful CEOs acknowledged that 
developing their senior leadership teams served to be surprisingly challenging. 
This could be due to a number of factors, but points to an immediate need for 
CEO peer advisory groups and CEO professional development programs as a 
way to fill this emerging interpersonal and leadership skills gap. 

This new study brings important attention to the current personal, social, and 
leadership challenges faced by the 21st-century CEO. In conclusion, today’s CEOs 
need to have access to quality professional development options more than ever 
before. And, with two out of every three business leaders not feeling prepared to 
assume the CEO position, leveraging proven training opportunities and CEO peer 
networks now will quickly become mission-critical to their future success. 

*Source: https://hbr.org/2018/07/survey-68-of-ceos-admit-they-werent-prepared-
for-the-job  

 

 

 

 

 

https://hbr.org/2018/07/survey-68-of-ceos-admit-they-werent-prepared-for-the-job
https://hbr.org/2018/07/survey-68-of-ceos-admit-they-werent-prepared-for-the-job
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Self-Care and Leadership: Are You Balanced? 
By Tom Cramer 

As the leader of your organization, having 
the right work-life balance is key in 
enabling you to perform at your best. 
How you manage your time and your 
stress levels will play a role in how 
productive you can be as the CEO and 
how well you will feel in all aspects of 
your life. When you are overworking, not 
physically caring for your body, and 
otherwise ignoring critical clues that may 
indicate that you are not in balance, you 
run the risk of burning out and losing 
important momentum you need to 
progress forward. Here are three things leading CEO peer advisors suggest doing on 
a regular basis to make self-care part of your daily routine. 

 

1. Check in with yourself.  
Being aware of what you are feeling is vital in helping you be a better leader. Feelings 
of frustration, being overwhelmed, even confusion are all natural emotions to have, 
especially as you navigate complex business situations and challenges. However, 
how you respond when you do not feel your best is what differentiates an average 
leader from a great leader. Effective leaders know when it is time to take a break, they 
are always in control of how they feel so that they can either deal with or re-channel 
any negative feelings they have so that it does not interfere with their ability to lead. 
By taking a few moments throughout the day to identify what you are feeling 
and why can be a great exercise in helping you stay on top of your emotions and 
handle them appropriately. 
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2. Make planning a priority.  
Whether you take time every day or once a week, spending time planning out your 
tasks is an effective way to keep you focused. You may have other more immediate 
things emerge throughout the week, but having an idea of what you need to 
accomplish and why can give you a sense of purpose and fulfillment when you are 
able to achieve them. When you feel accomplished both in your personal and work 
life, the better you will feel in general and the more productive you will be. 

 

3. Investing in yourself.  
What do you enjoy doing to recharge? What brings you the most amount of joy? 
Whatever these activities are, find ways to incorporate them into your work. Perhaps 
you thrive on engaging with others, then visiting clients or conversing with employees 
may be an important part of your day to add in. Or, if you instead prefer having quiet 
time to think, blocking off time every week to sit undisturbed may be a key component 
to begin including in your weekly schedule. CEO development programs often 
encourage their members to reflect on what aspects of their leadership role bring 
them the most fulfillment and then help them find ways to apply those aspects to how 
they lead their organization. 

 

Being an effective leader begins with taking care of yourself, mentally, physically, and 
emotionally. In your role, as the CEO, it is easy to let your work responsibilities take 
over and crowd out the important time you need to recharge. If you do not already 
have a self-care routine in place, then now is the time to begin dedicating time each 
day and week to check in with yourself and do at least one thing that allows you to 
relax, reflect, or release. 
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Three Things Every Effective Leader Does  
By Tom Carmen 

As the CEO of your organization, your 
employees and executive teams look 
to you for direction. Which is 
why, how you lead plays a large role 
in the organizational culture you 
create. The most successful leaders 
are able to balance fulfilling the 
business’ goals with their own 
personal goals, while also finding 
ways to support their employees’ 
growth. According to CEO peer 
advisors, the most effective leaders 

are able to go a step further by doing these three things. 

 

1. Make learning a priority.  
Not only is it important for your teams to stay on top of new trends and best practices, 
it is equally critical for you to dedicate time and resources to progress your learning 
as well. With new business tools and information becoming available at breakneck 
speed, keeping up with everything within your industry can be daunting. However, 
joining an experienced CEO peer group can be an effective way to expand your 
knowledge base and explore the most cutting-edge and proven business solutions in 
your industry. 

 

2. Leverage new ideas.  
With the barriers to entry being so low, new companies can enter your industry much 
easier, and with much less capital than ever before. To continue outperforming the 
competition, leading CEOs are allocating resources both internally and externally to 
generate new ideas and brainstorm winning solutions to carve out a competitive 
advantage. Seeking out CEO development programs that encourage their members 
to share ideas and provide a safe space to evaluate business challenges and solutions 
can be a great way to keep you innovating at every turn. 
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3. Know when to ask for help.  
As the CEO of your organization, you are responsible for both crafting and executing 
business strategies to take your company to the next level. However, when it comes 
to getting the professional support you need to enhance your leadership skills, your 
options may be limited. This is why the most effective CEOs are utilizing the collective 
expertise available within reputable CEO peer groups to identify weak areas and find 
proven ways to strengthen these areas. By having direct access to experienced CEOs 
and CEO advisors that can provide you with constructive feedback to help you 
improve how you lead and how you manage your organization can be the 
differentiating factor you need to set your organization apart. 

 

Are you looking for a way to take your leadership skills to the next 
level? 
Is finding innovative solutions that can enhance how you lead important to you? 

If you answered “yes” to either of these questions, then we invite you to consider 
joining The Brain Trust. As Atlanta’s premier, award-winning CEO peer group, new 
members are able to instantly leverage the expertise of the group to craft effective 
business strategies and explore proven leadership techniques to take their skills and 
organizations to a new level.  

For more information about our CEO advisory group, click here. 
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Three Things Every Effective Leader Does 
By Tom Cramer 

Making the decision to commit your time and 
money to a CEO peer group should be 
carefully considered. Whether you’re an up-
and-coming business leader or are a 
seasoned veteran, having access to the top 
business leaders in your area can be what 
you need to carve out a competitive 
advantage. But, do CEO peer 
groups really work? Are they worth the 
investment? We asked a group of business 
leaders, and here are the top three things 
CEOs are saying about their experience: 

1. Puts an emphasis on learning and improving. When it comes to managing a 
demanding work schedule, finding the time to commit to a CEO peer group can 
seem impossible. However, when asked, leading CEOs state that leveraging 
the expertise of their peers has been well worth the time investment. 
Established CEO peer networks like The Brain Trust can give you access to 
cutting-edge training and keep you up-to-date on the latest trends you need to 
be aware of both in business and within your relevant industry. 

2. Reduces the learning curve. Joining a CEO peer group gives you immediate 
access to seasoned business professionals who have likely been in your shoes, 
experienced similar business challenges, and have found winning solutions to 
grow their business. When surveyed, CEO development program participants 
often comment that being around a diverse group of CEOs has been 
instrumental in helping them craft proven strategies much faster. 

3. Generates significant business results. As the business landscape becomes 
more competitive, having the ability to quickly tap into innovative ways to grow 
your business and boost your productivity are mission critical. Bringing together 
a very diverse and seasoned group of business executives to brainstorm, 
provide feedback to one another, and to share best practices is why CEO peer 
groups are the most effective way to distinguish yourself and your business in 
the market. For example, The Brain Trust’s members have been able to 
implement strategies discussed in the monthly meetings and during the expert-
led trainings to increase their business profits by up to $400,000 a year. 

https://braintrustceo.com/
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Why Narrowing Your Focus Is Critical 
By Tom Cramer 

As the business landscape becomes more 
competitive and companies look for ways 
to cut costs and boost productivity, 
naturally the CEO is tasked with taking on 
more. Traditionally, broadening your skills 
may have been viewed as a way to stay 
ahead of the competition, but CEO peer 
group consultants warn that casting a 
wide net could be working against your 
ability to propel your company to the next 
level. And, here’s why… 

 

Too much to focus on.  
The saying, “jack of all trades, master of none” is applicable here. When you divide 
your time across too many areas, you’ll never be able to gain a deep level of expertise 
in any particular topic. Instead, by narrowing your focus and allowing yourself the 
time to dive deeper into 1-3 areas, you are better able to master those areas and 
expertly apply them to your business. 

 

Stretches you too thin.  
There is only so much your brain can absorb at a time. Forcing yourself to learn 
multiple things at once is a surefire way to induce burnout. For example, if you spend 
90 minutes learning 6 topics, you are in reality only dedicating 15 minutes per topic. 
However, if you narrow your scope and focus on just 2 or 3 topics, you are able to 
spend more time on each and retain more information in the long run. 
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Counterproductive to progress.  
In business, it is about how you execute, as opposed to what you know. If you are not 
gaining the in-depth understanding you need to be equipped to execute, then learning 
multiple topics can be futile. Naturally, the more you put on your plate to learn and 
master, the more you run the risk of crowding out information in your brain. CEO 
development programs recommend choosing no more than three core areas that you 
can focus on and spend time both learning about them and applying your knowledge 
within your business. 

Determining what core areas to choose can be challenging, even for the most 
experienced CEO. That’s why having a seasoned CEO peer group you can tap into 
can be key in helping you narrow your focus and carve out a competitive advantage. 
Most CEO development programs have a diverse group of the area’s most talented 
business leaders who can provide you with expert guidance, enabling you to quickly 
identify which business areas are the most important for your organization and what 
tools or strategies you can use to master these areas efficiently. 

If you are looking for the best approach to help elevate your leadership skills and learn 
how to effectively execute winning business strategies, then we invite you to consider 
The Brain Trust. As Atlanta’s top CEO peer group, you will get unprecedented access 
to the area’s top CEOs and CEO peer consultants to help you take your business to 
new heights. Click here for more information. 
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Is Lack of Accountability Standing In Your Way? 
By Tom Cramer 

 

When it comes to propelling your business forward, having a plan is only part of the 
battle. What ultimately determines the success of even the most well-thought-out 
plans and what will drive growth is rooted in how well you execute. And, when it 
comes to juggling all of the professional responsibilities of being the leader of your 
organization, executing to your highest potential can quickly wane. This where the 
power of accountability comes into play and can be a powerful tool to help you 
achieve your goals and implement strategic plans to take your business to the next 
level. Here are the top three ways that joining a CEO peer group can ensure that you 
get the consistent accountability you need to generate lasting momentum for your 
organization. 
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1. Monthly accountability checks.  
Most reputable CEO advisory groups meet at least once a month to allow their 
members to share their progress, solicit the group for targeted feedback, and to take 
advantage of a host of leading business resources. Investing a few hours a month is 
the smallest commitment you can make to drive big change in how you lead and how 
you execute. Having the ability to check-in with other seasoned CEOs, on a consistent 
basis, can be the level of accountability you need to stay focused and committed to 
executing your strategic plans. 

 

2. Experienced team members to provide insight.  
When implementing a plan, obstacles naturally arise which can derail progress. Being 
able to brainstorm solutions and hear alternative perspectives from experienced 
executive leaders is an effective way to ensure that you can execute to your highest 
ability. An award-winning CEO development program can provide you with the 
necessary business and leadership support you need to tackle business challenges 
head-on. 

 

3. No nonsense approach to professional development.  
The leading CEO peer groups often require their members to be open-minded and 
committed to their growth. This includes being receptive to hearing dissenting 
opinions, embracing other ways of thinking, and being willing to consider what areas 
of growth you may need to explore. This “no nonsense” approach is often what 
encourages accountability within the group and can be the catalyst you to achieve 
both your business and professional goals. 
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Top 3 New Challenges CEOs Are Facin 
By Tom Cramer 

 

The business challenges that today’s 21st-
century CEOs face are more complex than 
ever before. As the leader of your 
organization, you are tasked with juggling 
a host of operational responsibilities, while 
also finding innovative ways to stay steps 
ahead of the competition. With technology 
changing at a breakneck pace, you are 
naturally forced to continuously evolve to 
stay current. According to leading CEO 
coaching consultants and CEO peer group 
leaders, here are the top three challenges 
present-day CEOs will face. 

• Jack of All Trades. The days of the expanding C-suite are coming to an abrupt 
end. As organizations look to consolidate positions and streamline processes, 
today’s CEOs are often forced to wear many hats and fulfill multiple roles that 
normally would have been designated to other professionals. The mantra “jack 
of all trades, master of none” is very relevant in today’s business landscape. 
You may have to learn new tasks, assume new responsibilities, and even lead 
new teams that require you to continue to learn and be willing to expand your 
current skill sets, relatively quickly. 

• Greater Sense of Accountability. Navigating the various stakeholders and 
reporting agencies you have to adhere to can be a challenge in and of itself. 
However, with social media and online reputations playing such a prominent 
role in the growth of a 21st-century business, managing how your company is 
perceived becomes just as important as conveying what your company does. 
And, with a larger number of ways that you, as the leader of your organization 
can be held accountable, making sure all of your work is in order quickly 
becomes mission-critical. 
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• Staying Ahead of Competition. Since the barriers to entry have become 
dramatically lower, new companies, especially those with an online business 
model have dominated almost every industry. Not only do you have to 
anticipate customer preference changes, staying current on both competitors 
and potentially disruptive technology/companies adds yet another unique 
challenge to the CEO’s role. Finding ways to leverage automation and 
outsourcing to stay ahead of the competition are requirements to keep your 
business growing and competitive in an ever-fragmented industry. 

Balancing these new challenges can seem daunting without support. That’s why 
leading CEOs leverage the expertise and guidance that a seasoned CEO peer group 
can provide. 

If you would benefit from information sharing and having access to veteran CEO’s to 
help you navigate these challenges and many more, then we invite you to join The 
Brain Trust. We are an Atlanta and West Palm Beach – based CEO advisory group 
comprised of CEOs, Presidents, Managing Partners and business owners. During our 
impactful, monthly CEO peer group meetings you’ll have the time and resources you 
need to generate winning strategies to help you overcome everyday business 
challenges. Click here for more information. 
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Top 3 Reasons Why CEO Peer Groups Give You A 
Competitive Advantage   

By Tom Cramer 

 

One of the most powerful tools for any C-suite executive is knowledge. The more 
expertise you have in your industry, the more strategic you can be in how you run your 
organization, how you establish industry partnerships, and how you craft winning 
business strategies. Acquiring that knowledge and resources you need, to stay both 
current in your industry and on par with leading CEO’s can often be hard to come by. 
That is why leveraging the networking and knowledge sharing benefits a CEO peer 
group can provide can be one of the most effective ways for you to enhance your 
leadership skills and take your role as the CEO to the next level. 

CEO group consultants outline the top 3 reasons why CEO peer groups can be your 
secret weapon to creating an unshakable competitive advantage. 
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#1 – Gives you the opportunity to explore options with little to low 
risk.  
Whether you have a business challenge you are trying to solve, or a new-to-market 
idea you are considering, being able to share these with an experienced group of 
CEO’s can be an effective way to test the waters, without investing your company’s 
time and resources. You can solicit direct and actionable feedback to help shape your 
understanding of the problem or to get more industry insight into an idea to determine 
if it is the right avenue to move forward. 

 

#2 – Gain insider information from different perspectives.  
CEO network consultants recommend leveraging a CEO peer group to get a new 
angle on how to approach your business challenges and how to position yourself as 
a thought leader in your industry. Depending on the expertise of your peer group, you’ll 
be able to get unprecedented access to other CEO’s with decades of proven business 
and leadership experience who can provide you with network connections, vetted 
resources, and/or personal firsthand experiences with various business strategies. 

 

#3 – Leverage a safe space to work through challenges.  
As the CEO of your organization, everyone looks to you for guidance and support. 
However, where do you turn to get the support you need to develop your leadership 
skills? This is where being an active part of a CEO peer group can help you expand 
your strengths and work through challenges you are facing in a non-judgmental way 
with professionals that may have worked through similar issues. 

Are you ready to take your executive leadership skills to the next level and network 
with proven CEOs to leverage their expertise?  

If so, we invite you to explore the many professional and personal benefits that our 
CEO peer group can provide. Our in-depth, monthly meetings will give you the 
opportunity to get guided feedback from business peers and craft cutting-edge 
strategies to dominate your industry. Click here to learn more about The Brain Trust. 

 

 

 

https://braintrustceo.com/ceo-membership-group/
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Are CEO’s Really Getting the Executive Support                   
They Need? 
By Tom Cramer 

With today’s hyper-competitive 
business landscape, staying on top of 
emerging trends, crafting winning 
business strategies, and having a 
supportive network of leaders to tap 
are critical components of being a 
successful CEO. Yet, as the leader of 
your organization, the responsibility 
of managing business strategy, 
growing your executive team, and 
achieving larger scale business goals 

rests squaring on your shoulders. Historically, CEO’s were thought of as specialists 
who had specific expertise and could propel their company in one particular direction. 
For example, Disney has been traditionally known for making movies and Apple for 
personal computers. However, with consumer preferences rapidly changing and as 
the business landscape continually shifts, CEO’s now must have a much broader view 
of how to run their organization and appeal to a larger set of consumer interests. With 
this perspective, it becomes clear that to grow a company like Apple, Tim Cook has to 
balance his focus on driving the laptop and desktop components of the company as 
well as growing the smartphone, mobile devices, television, and online music 
streaming services. 

But, are today’s CEO’s getting the support they need to broaden their leadership 
approach? The answer may be a resounding, “No.” 

In a recent study with 400 CEO’s, 47% of participants[1] said that growing their 
executive team has been a challenge to secure the skillsets and expertise they need 
to truly propel their organization forward. And, over 50% of CEO’s feel that they do 
not have the organizational support they need to get feedback and improve their 
decision-making process. Most participants also acknowledged that they have to “rely 
on their own judgment for many large or strategic decisions.”[2] 

 

https://braintrustceo.com/blog-posts/1089/#_ftn1
https://braintrustceo.com/blog-posts/1089/#_ftn2
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A more in-depth CEO research survey, conducted in April 2018 by 
AssociationsNow.com, found that executive leaders that have a more diverse social 
network comprised of CEO peer groups and CEO coaching often have higher rates of 
success as measured by their company’s annual growth[3]. 

CEO advisor consultants recommend joining leadership groups with executive 
professionals as a means to gain the business insight CEO’s need to take their 
leadership skill to the next level. Whether it is attending annual conferences, local 
business meetings, or even tapping into a community of CEO advisors and seasoned 
CEO’s can be an effective way to share best practices, learn about emerging business 
trends, and have a candid outlet for CEO’s to get the guidance they need to thrive in 
their position. 

If you are not receiving the leadership or organizational support you need to achieve 
your business and professional goals, then we invite you to learn more about The 
Brain Trust. Our innovative and proven CEO peer group monthly meetings give you 
unprecedented access to a network of successful CEOs so you can receive 
the right guidance you need to drive business growth. 

Click here to explore the benefits of joining The Brain Trust’s CEO advisory group. 
[1] https://ceostudy.egonzehnder.com/The-CEO-report-Egon-Zehnder.pdf  

[2] https://ceostudy.egonzehnder.com/The-CEO-report-Egon-Zehnder.pdf  

[3] https://associationsnow.com/2018/04/study-ceos-diverse-social-networks-see-success/  
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Why Hiring a Winning Executive Team Requires a 
Change in Perspective 

BY Tom Cramer  

 

 

Expanding and growing your business over the next decade will require you to have 
a strong executive leadership team in place. As the business landscape becomes more 
fragmented and highly competitive, carving out your unshakable advantage may all 
boil down to who you have on your leadership team. And, since the cost of losing a 
highly trained employee can cost your company more than 200% of their annual 
salary[1], investing the time into finding the right fit for your executive team is key. 
According to industry-leading CEO Group Consultants, here are the top two proven 
strategies to identify, hire and grow your executive team. 

 

https://braintrustceo.com/blog-posts/hiring-winning-executive-team-requires-change-perspective/#_ftn1
https://braintrustceo.com/ceo-membership-group/
https://braintrustceo.com/ceo-membership-group/
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Tip #1 – Hiring starts with self-reflection.  
Narrowing down exactly what skills you need on your leadership team is often one of 
the most challenging tasks CEO’s face. Ideally, having one or a few people that could 
master over a dozen skills would be economical for your company, but it is often not 
realistic. Identifying the top three to five skills you need to position and grow your 
business, while also meeting established business milestones is a much more targeted 
and proven approach. Investing the time upfront to pinpoint the skillsets not currently 
represented on your executive team, and what those skills would look like in a 
potential candidate is an effective way to ensure that your next hire will bring 
immediate (and long-term) value to your company. For example, if having the ability 
to scale a company is a must-have skill, then considering what resume indicators or 
buzzwords to look for in a candidate’s resume can help you hone in on finding 
the right leader for the position. 

 

Tip #2 – Performance is rooted in motivation.  
Most CEO coaching programs will cover some aspects related to hiring for the right 
corporate or company cultural fit. However, exactly how to do that can be challenging 
for all businesses, across all industries. Instead, many CEO Group Consultants 
emphasize the need for CEOs to tap into the “invisible” hand when hiring for their 
executive team. The “invisible hand” also commonly referred to in psychology as 
intrinsic and extrinsic motivation factors are important components to understand in 
terms of a candidate’s profile, well before you begin interviewing. CEO coaches often 
recommend determining what types of motivations you want your team to have, or 
be driven by, and then use these as benchmarks to seek out those leaders who have 
similar motivations. It is important to note that though extrinsic motivation factors, 
including money or monetary bonuses can increase workplace productivity, intrinsic 
motivation factors such as intellectual curiosity and learning new skills can generate 
far greater workplace performance[2]. Matching the motivation to a tangible business 
goal is an effective way to ensure you find the right candidate with the right fit. For 
example, if sustaining your business’ growth will require expert interpersonal skills to 
grow strategic partnerships both within the company and externally, then having a 
leader that is intrinsically motivated by relationship building will be essential in helping 
your executive team achieve long-term growth. 

 

 

https://braintrustceo.com/blog-posts/hiring-winning-executive-team-requires-change-perspective/#_ftn2
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These are just a few tips that can help you begin to identify and recruit the best talent 
for your executive team. 
[1] https://www.americanprogress.org/wp-
content/uploads/2012/11/CostofTurnover.pdf  
[2] https://hbr.org/2013/04/does-money-really-affect-motiv  
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The Top 10 Mistakes Sales Leaders Make  
By Tom Cramer 

 

1. Failing to transition from salesperson to sales 
leader. 

2. Being reactive instead of proactive. 

3. Not pivoting to a team first mindset. 

4. Not analyzing performance regularly. 

5. Failing to capitalize on power players. 

6. Focusing too much on development of 
underperformers. 

7. Allowing salespeople to get stuck in a rut. 

8. Inconsistent recruitment practices. 

9. Mistaking your journey for everyone’s journey. 

10. Failing to enforce your minimum standards for performance. 

  

Failing to Transition from salesperson to sales leader. 
When a salesperson transitions to a sales manager, the biggest mistake that he or 
she makes is continuing on with the mindset of a salesperson. This mindset is 
problematic when making all kinds of decisions, including personnel development, 
team building, reward offers, product decisions, and more. 

 

The Successful Salesperson 
Salespeople are really great at certain focus-areas that end up harming their ability 
to transform into a fantastic leader.  When someone is a successful salesperson, he 
or she is hungrily focused on developing new accounts. They also develop their own 
personal productivity, independence, popularity, and thrive on instant gratification. 
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The Successful Manager 
Successful managers focus more on developing their team members and building a 
successful sales team. They are good at working with a team and demand respect 
from their team members, regardless of their perceived popularity. They are in it for 
the long haul and are more patient with their employees to achieve long-term results. 

Make sure that as you are making your transition from salesperson to sales manager 
you are reviewing these truths about successful sales managers and learning to shift 
your mindset to fit your new role. 

  

Being reactive instead of proactive. 
Many sales managers spend their time fighting fires each day. They address each 
day’s most critical issue, without a forward-thinking mindset. Over time it becomes 
obvious that he or she is consistently solving for the same issues day after day, week 
after week. This consistent fire fighting mindset prevents long-term productivity for 
sales teams. Furthermore, reactivity causes a longer to-do list, stressed out 
salespeople, and creates an endless loop of reactivity. 

While reactivity is a major issue for sales teams, responsiveness can build the team 
up and cause significant growth. How does responsiveness look any different from 
reactivity? When you respond to a fire, you make note of it, bring it up in a way (and 
at a time) where it can be most valuable, and address it in such a way to solve the 
problem long-term. 

Managers who resolve issues also empower their employees to tackle issues that they 
are able to without management interference. To learn more about issues and 
determine how best to resolve them, ask your employees what has been done to try 
to resolve the problem previously and what they think the most effective approach 
will be. These two questions will not only give you immense insights to the history of 
this issue, but will also encourage your employee’s problem solving skills. In addition 
your employee will feel that his or her opinions are valued and taken seriously by the 
leadership team. 
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Not pivoting to a team first mindset. 
Business goals are always top-of-mind for both salespeople and sales managers. 
With incoming demands and requests pouring in, it can be tempting to drop 
everything and spend the majority of your time as a sales manager reacting to the 
business goals and related tasks. However, in a sales manager role it is critical to 
prioritize your day around development and coaching of your sales staff to insure 
long-term success. 

Coaching can take many different forms and a great coach will implement several of 
these styles at any given time. Face-to-face coaching includes both frequent one-on-
one meetings to analyze and improve sales performance with each individual. This is 
a great forum to provide feedback to your team members without making them feel 
scrutinized in front of peers. 

Leading by example is another way to coach your team. Breaking down your sales 
process into individual process components and using those components to 
demonstrate successful sales techniques can be a very effective way of motivating 
your team to achieve incremental success over time. Even talking your team through 
test scenarios and working together to determine a successful solve will encourage 
your team to watch and learn from your experience. 

  

Not analyzing performance regularly. 
Most sales managers are able to list off their sales goals for the month, but truly great 
sales managers operate from a broader set of key performance indicators. While sales 
goals are still paramount, you should also have performance standards around 
behavioral traits. These standards may include things like calls or contacts made, 
process improvement metrics, skill development metrics, and more. 

When it comes to determining these metrics, you may develop a number of sales calls 
that result in your sales goal or the amount of time saved in process improvement and 
how much that time is worth. Measuring and socializing these broader goals will help 
your team members understand how their every day behaviors will eventually lead 
them to individual and team success. Maintaining measurement of these goals will 
also help you and your teams understand where you lie in terms of reaching your 
goals over time, preventing a surprise failure at the end of the quarter. 
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Use the following template to create your team’s goals: 

1. Determine your sales goals for the timeframe. 

2. Determine which measurable behaviors can help you reach these sales goals. 

3. Measure each person and the team as a whole based on these behaviors. 

4. Socialize the information with those being measured to encourage behavior 
and performance enhancements. 

You should also use these goals and metrics when hiring new salespeople, to insure 
that they will fit into your team’s success framework. 

Remember that as you begin creating your goals together with your team you should 
be selecting SMART goals. These goals will be specific, measureable, attainable, 
relevant, and time bound. If you structure your goals in this way, you can revisit them 
at the end of the month, quarter, and year and easily measure success or failure to 
accomplish goals. 

  

Failing to capitalize on power players. 
If your sales team is like most, it probably holds a small host of power players and 
many more followers. These power players and the example they set can play a great 
advantage into your hand as a leader. To prioritize these power players, coach them 
during one-on-one time to let them know that they are a leader on the team. 
Encourage them to use this leadership stage to be a team player, share the strengths 
that they embody with other team members, and to encourage an environment where 
others can learn from and implement the same skills and energy that power players 
embody. 

If you don’t feel you have a power player on your team, it is critical that you begin 
developing them. Any team members who show energy and initiative may be a good 
pick for development. Begin showing him or her the ropes from your experience and 
one day a power player will develop and begin coaching your team as a result. These 
developing players are the perfect candidates for participation in industry conferences 
and networking events to hone their skills and gain confidence as a leader in your 
sales organization. 
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Focusing too much on development of under performers. 
The time that you are able to devote to coaching as a sales manager is precious. While 
it may be tempting to spend a large amount of time and energy trying to get bottom 
performers to improve, this effort rarely impacts your bottom line. Even if these low 
hanging fruit are able to improve individual performance by 5%, that won’t even be a 
blip on your radar when it comes to measure overall team performance. Your time 
would be much better spent developing your top performers, as a 5% increase in their 
already productive performance would have an impact of the team’s overall bottom 
line. 

Just because you aren’t spending one-on-one time with these under performers to 
improve their results doesn’t mean that you shouldn’t take a strategic approach to 
developing and coaching these team members. There are two strategies we 
recommend for developing under performers on your team. 

First, utilize your power players strengths to coach these low performance team 
members. Encourage your best performing team members to take an under-performer 
under his or her wing to help show them the ropes. They can instill some of the high 
performing work ethic, drive, and energy into these low performers to try to bring their 
sales up to an acceptable level within the team. 

Second, these low performers can still benefit from your leadership and guidance 
during group time. Use this time to coach on the skills of top producers and point out 
the strengths on the team. This style will not only benefit the low performers, but will 
also help to elevate the performance of the entire team at the same time. Empowering 
your top performers to take charge will give them more confidence over time and will 
also help form bonds of camaraderie between two people on the team who likely don’t 
spend much time learning from each other. 

  

Allowing salespeople to get stuck in a rut. 
It’s well known in the sales profession that there can be a good deal of “burnout” and 
demotivation in top salespeople. When an individual is working so intensely it is not 
uncommon to see a performance plateau or even a decline, as he or she seems to 
have lost sight of goals or lost their core drive. 

The first step to re-energizing your sales team is to do some introspection. As a sales 
manager, you cannot afford to experience any burnout. Your energy needs to be at 
100% every single day to keep your team engaged and motivated. 
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Use this energy to build an individual engagement plan for each player on your team. 
There is never a one-size-fits-all approach to keeping employees motivated and 
excited about the work that they do. Each individual has his or her own individual 
motivations and driving ambitions. You can also use this time to ask your salespeople 
some individual questions to get to know them better: 

• What are the barriers preventing you from working at peak effectiveness? 

• Why do you believe a career in sales is the right choice for you? 

• How can I help you achieve your goals and dreams for your career? 

Depending on how your sales team answers these questions individually, you may 
choose to implement a motivational competition, recognize individual achievement, 
create “lunch and learn” meetings with speakers and topics of interest, engage 
members in a career development plan, or another course that suits the individual 
needs of your group. 

  

Inconsistent recruitment practices. 
Recruitment and hiring are two of the most critical processes in a sales organization. 
Finding, recruiting, and hiring rock stars can make the difference between winning 
and losing in the sales game. A few recommendations include: 

 

Trial & Error 

If you’re new to the management game, this may be what you turn to first. If you take 
one piece of advice away from this section it is that this should be called “Test & Learn” 
instead. Be sure that you take away learnings from every single trial to insure a better 
process moving forward. 

 

Define Your Must-Haves 

Heading into a recruitment or interview process without a clear vision for what your 
must-have qualities are is a major misstep. Have a detailed list of three to five 
qualifications that you cannot live without for your “must-haves”; the rest should be 
relegated to the “nice to have” list. 
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Write Down Your Questions 

As a sales manager your time is valuable. You may feel too busy to prep adequately 
for an interview, however having a list of questions written down will insure that you 
don’t forget anything. As a pro tip, we recommend that you are careful with your 
question selection to insure you’re asking questions that will reveal successful 
characteristics that align with your must-have list. 

 

Ask questions such as: 

1. Our #1 priority is new revenue. How would you make certain that you stay 
focused on achieving our revenue objectives? 

2. Tell me about how you create and manage your pipeline? 

3. Tell me about your daily cadence? The right answer includes what they do to 
maximize selling time and face time with the customer. For example, the perfect 
answer is that they use non selling time taking care of non selling tasks. An 
example of that is that he or she answers non selling emails between 7:00 – 
8:30 am or in the evening. 

4. What is the value proposition of the company you work for now. 

5. Based on what you understand about our company, what is our value 
proposition? (The perfect answer would include how the product or service is): 

o enabling the customer to improve their competitive advantage in some 
way or 

o lowering cycle times or costs for the customer or the customer’s 
customer …or 

o providing benefits to the customer’s customer. 

Most people will miss the mark on this, but their answer will still be very 
revealing. Are your current sales people using scripts that cover these areas? 

6. What are the three key attributes that make you a sales leader? 

7. Describe your prospecting system. 

8. Describe your top techniques in closing a new sale. 

9. How do you respond when a prospect says, “your price is too high”? 

10. Why do you like to sell? 
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11. Describe your daily time management system. 

12. What do you want to earn during the next 12 months? 

13. What are the three biggest mistakes that most salespeople make? 

14. Describe your greatest weaknesses and your greatest strengths. 

15. What business or sales books have you read in the last year? 

16. Human beings don’t like to be “sold” … they like to buy. Do you think this is true, 
and do how do you implement this concept into your process? 

17. What makes you a good team player? 

18. Great salespeople and great entrepreneurs have similar qualities…explain. 

 

Give a Realistic View 

Be sure that when you’re “selling” a potential candidate on a job, you’re also serving 
them up with a realistic description of the job duties and responsibilities. Candidates 
who are very realistic about the position going in will be more likely to be happy with 
the job and stay on as long-term employees. 

 

Identify Success Indicators 

Ask each candidate to tell you about past performance in a specific, measurable way. 
This will be a good indicator of goal setting, performance management, and ability to 
provide success in the future. 

 

Listen More Than You Talk 

As salespeople, we love to talk. However, talking your way through an interview with 
a potential candidate can be detrimental to the success of the interview. If you play 
your thoughts a little closer to the vest and let the candidate talk more, you’ll often 
learn all you need to know about their personality and likelihood of being a good fit 
for the role. 
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Get a 2nd Opinion 

And a third – and maybe a fourth. Polling others in the organization about a candidate 
can often lead to different points of view that had not previously been considered. 
Learning how a candidate comes across to your peers can also be a great indicator 
of how they will fit into the culture of your team and organization. 

 

Take Your Time 

The old adage “hire slow, fire fast” is especially true when it comes to hiring new 
candidates for your team. It is critical that you take your time during the hiring process 
and check all the boxes. A phone screening, phone interview, and an in-person 
interview are all good ideas because they give you time to get to know your candidate. 
A candidate who is very polished during a first interview may relax and show you a 
different side of themselves during a third interview. Never let your daily to-do list get 
in the way of making a measured personnel choice. 

  

Mistaking your journey for everyone’s journey. 
Although one of the best ways that a sales manager can coach the sales team is by 
being relatable to them and sharing valuable experiences, it is a major mistake to 
assume that everyone’s experiences and priorities are the exact same. 

For example, many sales managers remember what it was like to do it all on their 
own. It’s often difficult to remember all the coaching and support received when you 
are a salesperson and working independently. It’s important to remember that 
everyone needs coaching and assistance sometimes, so offering it up to salespeople 
on the team freely and without judgment is one of the most proactive steps toward 
creating a more productive team. Avoiding the temptation to leave people alone to do 
their work can often help sales managers to kick off this process of open 
communication and support. 
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Failing to enforce the minimum standards for performance. 
Now that sales goals have been set, as well as other incremental goals that your team 
is working toward, it’s time to take a look at the individual performance indicators that 
we discussed earlier. Make note of how each individual’s performance has been 
impacting the teams successes and shortcomings. After all, if your team’s goals have 
been circulated with all of the players, it’s time for the rubber to meet the road for the 
salespeople. 

This is the perfect time to implement an action plan for the underperformers on your 
team. The first step may be meeting with these individuals to let them know where 
their shortcomings are. This will likely happen during your frequent one-on-one 
coaching sessions. If several sessions go by and he or she does not address these 
shortcomings, it may be time for more in-depth measures. 

After a salesperson has made it clear that he or she is not going to improve 
performance with your coaching and guidance, you will need to step in and provide 
the salesperson with two options. The first option would be to continue down the poor 
performance path that he or she has been following. This path will lead to dismissal 
from his or her role and ultimately with the company. The second option is to accept 
the commitment that he or she has made to the organization, as well as the attitudes 
and activities required by that commitment. 

If your employee chooses method two: to stay with the company and improve his or 
her performance, you should lay out a foolproof goal sheet and measurement system 
for him or her to adhere to during an informal probationary period. If he or she does 
not improve to the standards of these goals by the end of the predetermined period, 
immediate dismissal from the company is likely the best course of action. 
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Five Traits Every CEO Must Have 
By Tom Cramer 

 

As the world and business rapidly change, the skills that once defined success and 
effective leadership are becoming obsolete. While our workforces are more diverse 
and innovative more than ever, top leaders are able to put learning and creativity at 
the forefront. To meet the dynamic business demands now and well into the future, 
leaders will need to hone five specific skills to help them lead and propel their 
businesses into sustained growth. 

 

1. A serving attitude 
The mantra “the customer is always right” is one that has been used for decades. 
However, I argue that the focus should first be on your employees. They need to feel 
valued, heard, and a part of a larger community. When your employees are satisfied 
and fulfilled in their work, then this will shine through in the level of customer service 
they will provide.  
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Great leaders know how to inspire and nurture their employees to be great and live 
up to their full potential. In fact, researchers have found that when people are happy, 
their creativity level increases by 300%, productivity gets a 31% boost, which can 
translate into 37% higher sales. 

 

2. A humble nature 
It is important for leaders to be both accessible and receptive to learn from others. 
Having an open door policy that enables employees to share their thoughts, ideas, 
and concerns with you is important in showing your company that you are vested in 
fostering a collaborative company approach. 

 

3. A focus on self-improvement 
As the CEO and the leader of your organization, it is imperative that you “talk the talk 
and walk the walk” at all times. You want your teams to see you as the example of 
how leaders should be and what the company represents. To do this, you must be 
open to critiquing yourself and finding ways to improve as a leader. If what you are 
doing is not in line with what you would want your employees to do, then you must 
rectify this. The key is to lead by example and to set an excellent example in all that 
you do. 

 

4. A clear vision 
In business, clarity is very important. When your employees are clear on what is 
expected, they are able to perform at the level needed to progress the company 
forward. When your teams are clear on the vision of the company, then they are able 
to work toward fulfilling it. If you have not clearly communicated your vision with your 
team, now is the time to put it front and center and bring it to life. 
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5. A sense of curiosity 
When you are curious, you are drawn to wanting to learn more. It is this “growth 
mindset” that can enable leaders to invest in themselves and in the development of 
their teams. Making learning and innovation an integral part of how you run your 
company is key in ensuring that your company is positioned to both identify new 
trends and leverage your knowledge to create competitive advantages. 

As the world continues to evolve, the role of the CEO will have to shift accordingly. 
The skills that will be needed may inevitably change to fit new business demands. 
Finding proven ways to hone your leadership skills is important to help you take your 
organization to the next level. 

If you would benefit from having continual CEO peer development support, then we 
invite you to explore The Brain Trust. With monthly meetings, we provide a wide 
variety of learning and CEO peer coaching opportunities for CEOs at all levels. 

Click here to learn more about our award-winning peer group program. 
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Best Practices: CEO Skills 

 

The Organized Executive 
According to Bruce Breier, successful executives manage four key areas of 
organization -- time, information, projects and people. When they do, they experience 
the "four C's" of personal organization: confidence, clarity, comfort and cohesion. To 
manage time, Breier recommends a disciplined process of daily planning that consists 
of five basic steps: 

1. Allocate time each day to recap the day and plan for tomorrow. 

2. Make it quality time by using a checklist agenda. 

3. Recap the day. 

4. Process all new paper, voice and e-mail messages. 

5. Plan tomorrow.  
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To manage information (assuming you are not paperless) 

• Use an L-shaped desk with a credenza behind you. Four trays go on the 
credenza. Three hold (in order) documents to work on during the day, 
documents pertaining to projects in progress and pending items. The fourth 
serves as your outbox. Your desk should be clear of everything except the 
documents you are currently working on. 

• Use a "43" file system to manage recurring paper -- the documents you need 
to see again, but not today. The term "43" comes from having a separate file 
for each day of the month (31) and each month of the year (12).  

• Use a labeled filing system (in a stand-alone file cabinet) to hold non-recurring 
documents that you need to see again but only when the situation calls for it. 
To effectively manage projects, use private work time (PWT), a concept 
whereby you make yourself unavailable to others in order to focus solely on 
your commitments.  
 
To implement PWT: 

o Allocate and schedule five to ten hours per week to work solely on your 
projects and commitments. 

o Predetermine the project tasks to be completed during each PWT 
session. 

o At the appointed time, close the door and turn off the phone. If necessary, 
put a sign on your door so people know not to interrupt. 

o Change your voice mail message to reflect PWT. 

o Prior to each PWT session, walk the floor and take care of any issues 
before making yourself unavailable. 

o Accomplish what you set out to do.  

People management revolves around three areas: interruptions, direct report briefings 
and effective meetings. To reduce or eliminate interruptions, establish a standard 
operating procedure on internal interruptions and diagnose prior to causing or 
receiving every interruption. If the situation is urgent and important, interrupt. If not, 
use voice mail or e-mail or hold the interruption for a more appropriate time. Executive 
briefings involve weekly sessions (15 to 30 minutes) with each direct report. 
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Each briefing should follow an agenda that includes: 

• A progress report and update from the direct report  

• Discussion of issues needing your advice and support  

• Anything you want to delegate to the direct report for the next seven to 14 days  

• Any remaining miscellaneous items  

To run more effective meetings: 

• Never conduct a meeting without an agenda. 

• Always start and end on time. 

• Encourage participation from everyone. 

• Assign a designated note taker. 

• Gain clarity and agreement on all assignments at the conclusion of the meeting.  

 

The CEO as Coach 
Agnes Mura defines coaching as "an alliance designed to promote life-long learning 
and help people to become more effective and feel more fulfilled." It is a developmental 
process that raises people's awareness and encourages them to try new behaviors, 
new ways of learning and new ways of relating. It nurtures a sense of responsibility, 
enhances problem-solving skills, fosters goal setting and builds implementation skills 
and more effective work habits. 

The benefits of coaching include: 

• Improved retention 

• Better performance accountability 

• Succession planning 

• Truth-telling 

• Reinforced culture 

• Reduced employee conflict  

Coaching leads to many positive outcomes at the individual and organizational levels. 
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For individual employees, coaching: 

• Leads to breakthroughs on personal bottlenecks that limit performance 

• Brings performance to its highest capacity  

• Helps employees understand the intersection between themselves and their 
jobs  

• Creates enormous gains in emotional intelligence and effectiveness in people's 
entire interpersonal domain  

At the organizational level: 

• Problems are no longer tolerated, covered up and allowed to snowball. 

• The level of trust and motivation rises. 

• People get better at telling the truth. 

• Coaching removes barriers to people's performance. 

• Performance of the management team improves dramatically.  

Three conditions must exist before any company can realize the benefits of coaching. 

1. Coaching must be introduced as a developmental, not as a deficit or fix-it, tool. 

2. Confidentiality must be respected in all coaching situations. 

3. Coaching must be voluntary.  

 

The Art of Coaching 
Mura's method of coaching, called the "Coaching Conversation ©," consists of five 
distinct steps. 

1. Establish goals. 

2. Promote discovery. 

3. Determine a course of action. 

4. Authorize and empower. 

5. Recap.  
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Putting this process to work requires the following skills: 

• Contextual listening -- listening beyond the words and paying close attention 
to tone of voice, body language and other nonverbal communication  

• Discovery questioning -- asking open-ended questions that come from a non-
expert position  

• Truth-telling -- laying reality out on the table for the coach and the "client" to 
see  

• Gap bridging -- clarifying where the client is and where they need to go, then 
identifying what they need to do to close the gap between the two 

• Celebrating -- affirming and celebrating the client's accomplishments as you 
move through the process.  

Conflicts often arise during coaching conversations. In those situations, says Bob 
Niederman, always confront the issue rather than the person. 

1. Get clear on what you want and why you want it. 

2. Identify your contribution to the problem. 

3. State what you want, your reasons for wanting it and your possible 
contributions to the problem. 

4. Seek to understand the other person. 

5. Check to see if you have learned something significant from the other person. 

6. Return to step three and make any changes you believe will further the 
conversation.  

On occasion, coaching conversations can venture into areas so sensitive that the 
person being coached refuses to discuss the issue. Using a risk manager, says 
Niederman, can help the person open up and address the issue. To create a risk 
manager: 

1. Identify the issue being avoided. 

2. Identify the risks associated with the issue. 

3. Create a risk manager (a mutual agreement to monitor and reduce the level of 
risk during the conversation). 

4. Address the issue. 

5. Manage any new risks that arise. 

6. Integrate the process.  
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Understanding Organizational Change 
According to Joni Daniels, managing large-scale organizational change starts with 
understanding your role as change leader, the different phases of organizational 
change and some fundamental change management principles. During major 
organizational change, CEOs need to wear several different hats, including: 

• Change sponsor 

• Sales agent 

• Change target 

• Cultural touchstone 

• Change energizer  

Major organizational change occurs in three distinct phases: endings, the neutral zone 
and beginnings. Managing change during each phase requires different techniques to 
minimize resistance and keep people focused on the desired future state. 

 

Endings 
• Acknowledge what people are losing. 

• When possible, compensate people for their losses. 

• Provide plenty of information about the change and why it is needed. 

• Identify what is over and what isn't. 

• Treat the past with respect. 

• Set limits.  

 

Neutral Zone 
• Normalize the change. 

• Continue to communicate in as many ways as possible. 

• Monitor the transition process. 

• Lead by example. 

• Prepare for sabotage.  
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Beginnings 
• Provide the four P's: 

1. Purpose. Explain/reiterate the purpose of the new. 

2. Picture. Paint a picture of the benefits. 

3. Plan. Lay out a step-by-step plan for the change. 

4. Part. Give each person a part to play so they know why it is important to 
join the team. 

• Use reinforcement in all forms. 

• Clarify the mission. 

• Address the issue of trust.  

In addition to managing the phases of organizational change, paying attention to the 
following fundamental change principles will enhance your chances for success: 

• Change is a process, not an event. 

• Change for change's sake is pointless. 

• Resistance is normal. 

• Don't take resistance personally. 

• Communication is the key to success. 

• Plan thoroughly. 

• Make no assumptions. 

• Be realistic.  

"If you ignore these critical areas, the change effort loses its momentum and you never 
really get there," warns Daniels. "Or you get there but not in the way you envisioned. 
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Pulse Points for Organizational Change 
According to Del Poling, leading your organization through major change requires 
managing 30 "pulse points" -- areas of leverage that, if not properly attended to, can 
derail the entire change project. Of these, eight have the most immediate and long-
lasting impact on the change effort. 

1. Understand the notion of "unfreezing." People can't move toward the new 
until they let go of the old. It's your job to help them unfreeze. 

2. Identify the level of change. In general, organizations go through three levels 
of change. Level-one change involves doing more of what you are already 
doing. Level-two change alters the way people work. Level-three changes are 
forced upon the organization by top management, outside agencies, market 
conditions or environmental factors. 

3. Clarify and optimize key roles. To successfully implement level-two and level-
three change, companies must make sure three essential roles are filled: 

o Authorizing leaders decide what gets done, by whom and by when. 

o Change agent leaders have the knowledge, skill and position to manage 
the process of implementation. 

o Sustaining leaders serve as liaisons between management and frontline 
employees. 

4. Clarify the direction. To get people to buy into the change, clearly communicate 
the plans, goals and objectives of the change as well as the perceived benefits. 

5. Communicate the need for the change. Setting the vision, mission and goals 
will not suffice to bring about level-two or level-three change. You must also 
help your people see why the present condition is unacceptable. 

6. Manage resistance. Resistance to change is normal, natural and healthy. 
However, unless you manage resistance, it will derail even the best planned of 
change efforts. 

7. Make good decisions. How and when decisions are made during the change 
process has a huge impact on the ultimate outcome. 
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8. Ensure all stakeholders have the necessary competencies. To effectively lead 
change, managers need five distinct competencies: 

o Technical 

o Interpersonal 

o Leadership 

o Management 

o Business/contextuals  

Above all, the CEO must stay connected for the duration of the change. Otherwise, 
people begin to think that you don't consider the project important and all momentum 
slips away. 

 

Managing Resistance to Change 

Resistance is a normal part of the change process. The keys to managing it, say Poling 
and Daniels, are knowing what to expect, identifying the various kinds of resistance 
and putting plans into place to deal with them. People resist change for many reasons, 
including: 

• Not involved in planning the change 

• Personal disruption 

• Don't understand the benefits 

• Disagree with the change 

• Fear of the unknown.  

Poling identifies three specific types of resistance as the primary culprits in torpedoing 
change initiatives: 

• Dependency. Dependent employees won't take the initiative, they blame others 
and they refuse to take responsibility for their performance. They expect 
management to solve all their problems. 

• Counter-dependency. Counter-dependent employees refuse to follow rules 
and procedures even when they make sense for everyone involved. 

• Fear. When people get scared, they resist.  
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To manage dependent and counter-dependent behavior, simply confront the 
employee, explain that you don't tolerate that kind of behavior and try to get them to 
grow up. If they refuse, let them act like a four-year old in someone else's company. 
To help manage the fear, Poling recommends formal "grousing management 
sessions" whereby employees can voice complaints and concerns about the change 
process. 

Daniels offers the following strategies for managing resistance: 

• Honor the resistance; don't pretend it doesn't exist. 

• Don't personalize the resistance. 

• Identify the available resources. 

• Manage according to the change phase (endings, neutral zone, beginnings). 

• Recognize your personal advantage. 

• Gently but firmly keep your people focused on the future.  

Ultimately, managing resistance often comes down to what Daniels calls the "three 
C's": 

1. Carry people who don't want to make the change. 

2. Coach people to deal with the change. 

3. Can (fire) those who refuse to make the change.  

The difference between managing change well and managing it poorly often depends 
upon how well you plan for and manage the resistance. By understanding it and 
taking it into account every step of the way, you will dramatically improve your 
chances for success. 
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Best Practices: Financial Management 

 

The CEO's Role in Financial Management 
According to Financial Consultants, Ron Fleisher, Kraig Kramers, Glenn Waring and 
John Zaepfel, most entrepreneurial CEOs don't have strong financial backgrounds. 

Fortunately, you don't need an MBA in finance to be a good financial manager. Our 
experts believe you can effectively manage your company's financial performance by 
focusing on five specific activities: 

1. Ensure that the company has timely and accurate accounting and reporting 
systems.  

2. Identify the right numbers/key0 indicators to watch.  

3. Know how to read the key financial documents: balance sheet, income 
statement and cash flow statement. 

4. Manage cash flow.  

5. Use financial information to forecast the future.  
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"Perhaps the biggest mistake entrepreneurs make (after running out of cash) is 
thinking that financial management involves only looking at the past," says Kramers. 
"Yes, the numbers tell you what happened in the previous month or year, but that's 
only half the story. Smart CEOs use the numbers to forecast the future and make 
better management decisions going forward." 

Fleisher agrees that CEOs need to adopt a forward-looking approach, especially 
when it comes to knowing which financial management activities to delegate and 
which to hold onto. 

"In most small to mid-size companies, controllers and CFOs focus primarily on tactical 
activities, such as closing the books in a timely and accurate manner, preparing 
financial reports, managing accounts receivable and payables, conducting 
comparative analysis and benchmarking your company against industry figures," he 
explains. "Your job is to use the financial information they provide to look into the 
future and generate action plans to improve the company's performance. That's a role 
you can't delegate to anyone else." 

The ultimate goal for CEOs, says Kramers, is to develop financial "intelligence," the 
ability to scan the horizon at the 30,000-foot level, develop a big-picture perspective, 
and take appropriate action to improve the company's financial performance.  

 

Developing a Sound Financial Plan 
According to Waring and Zaepfel, a financial plan should contain three specific 
segments: historical analysis, a three-year plan and a one-year plan. In addition, 
Waring believes the financial plan should also include analytical narrative -- your 
analysis of what the numbers tell you -- and the assumptions that underlie your 
projections. 

To conduct the historical analysis, have your financial manager gather financial data 
for the past three to five years from the balance sheet, income statement, cash flow 
statement and selected financial ratios. 

One of the best formats for gathering and interpreting this kind of financial data is the 
trailing 12-month chart because it allows you to see trends over time. Once you have 
the information, you can identify problems and outline solutions in your plan. 
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The three-year plan provides a tool for looking into the future and determining how 
your company should perform. More important, says Zaepfel, it allows you to grow 
the business without running out of cash. To develop a three-year plan: 

1. Project the income statement. First, develop a sales forecast and determine 
your expected gross margin percentage. Then estimate your operating 
expenses and use all three figures to determine your projected profit (or loss). 
This would be a collaborative effort with your financial manager. 

2. Project the balance sheet.  (Financial Manager) If your projected net income 
plus the increase in variable liabilities equals or exceeds the increase in variable 
assets, the company will have the resources to finance itself. If not, you will 
have to obtain additional financing. 

3. Project cash flows. (Financial Manager) Using the information in steps one and 
two, project how these numbers will impact your cash flow, paying special 
attention to how much new debt or equity you will need to inject into the 
business and when. 

4. Project key balance sheet and income statement ratios. (Financial Manager) 
You never want to grow at the expense of the balance sheet, argues Zaepfel. If 
your projected ratios show a weaker balance sheet, rethink your projections. 
Or, start looking at ways to cut costs, improve margins and run a leaner 
operation.  

The one-year plan involves the same steps as the three-year plan, except projected 
on a monthly rather than an annual basis. 

A good financial plan provides a detailed picture of what is really going on in the 
business, establishes a benchmark by which to measure your financial performance 
and tells you when you are getting off track. With that information in hand, points out 
Waring, you can take action before serious financial deterioration occurs. 

Fleisher suggests adding one step to your financial plan -- a "ROI payback analysis." 
He explains, "This forces you to answer the question, 'If I invest money in this 
company, how fast will I get paid back and what are the action plans that will get me 
there?' If you're comfortable with the answer, go ahead with your plan. If not, don't 
invest until you can develop a plan you can live with." 

Note from Tom: If any of this is greek to you :), ask either your financial manager or 
CPA firm to explain it to you. This will be an amazingly good developmental exercise 
for you. 
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Developing Financial Discipline 
Zaepfel believes that financial success for a business consists of five elements: 

• Sustaining profits  

• Maintaining a strong cash position  

• Building a healthy balance sheet  

• Providing adequate return to stakeholders  

• Establishing a value that is transferable  

He also believes that these things don't happen by themselves. Instead, they come 
about as the result of practicing financial discipline in the business. To build a culture 
that supports financial discipline: 

• Establish a reliable financial reporting system.  

• Segment your business by product lines, markets and customers.  

• Benchmark your financial performance against a standard.  

• Focus on the gross margin.  

• Have an accurate direct costing system.  

• Drive velocity through the balance sheet.  

• Measure your cash cycle and manage it.  

• Forecast working capital and arrange your growth financing well ahead of your 
needs. 

• Build value by establishing targets for EBITDA earnings.  

• Drive accountability and communication throughout the organization with 
scorecards and key indicators.  

Financial discipline also requires aligning the financial side of the business with your 
strategy. According to Zaepfel, this involves building financial models and templates 
predicated on a strategic model that answers three questions, "Who are we going to 
sell to? What are we going to sell? How are we going to sell it?" Once you answer 
these questions, put some numbers to your answers and drive a financial model so 
you can build relationships with the alternative financing sources you will need as you 
grow 
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The final piece of the financial discipline puzzle, says Fleisher, involves translating 
your financial goals into specific behaviors that get the results you want. This requires 
quantifiable, measurable action plans so you can track performance and course-
correct and counsel when necessary. Fleisher also recommends using performance-
based compensation to get your people tied into the result. 

 

Key Financial Management Ratios 
In and of themselves the raw numbers on your balance sheet, income statement and 
cash flow statement have limited value. Of far more value, say our experts, are certain 
ratios that can be extracted from these documents. The secret to effective financial 
management lies in knowing which ratios to track and what they tell you about the 
state of your business. 

"Too many CEOs look at gross sales and revenues on the income statement and 
nothing else," says Waring. "If sales look good, they figure everything else must be in 
order. In reality, you can have healthy sales growth and still be headed for financial 
disaster. The only way to know that is to pay attention to the ratios that tell you what's 
really going on in the business." 

According to Fleisher, the balance sheet gives the truest measure of a company's 
overall health. Unlike the profit and loss (income) statement, which is a historical 
recording that never changes, the balance sheet is a living, breathing document that 
changes on a daily basis. The three most important balance sheet ratios are: 

• Current ratio (Current assets/current liabilities)  

• Quick ratio ([Cash + receivables]/current liabilities)  

• Debt-to-equity ratio (Net worth/total liabilities)  

The current and quick ratios measure the company's ability to survive a short-term 
financial crisis. The debt-to-equity ratio (also known as the safety ratio) measures the 
company's ability to survive over the long-term. If sales and revenues continue to 
climb while these three measures show a decline (a scenario that happens all the time 
in fast-growth companies), you have a real problem on your hands. 
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The P&L statement focuses on revenues, expenses and net income (or loss) over a 
defined period of time. It measures the company's ability to turn sales/revenues into 
profits, a key ingredient for long-term success. Zaepfel identifies the most important 
P&L formulas as: 

• Gross income (Revenues -- cost of goods sold)  

• Gross margin (Net sales -- cost of goods sold)  

• Net operating profit (Gross margin -- SG&A expenses)  

• Net profit (Net operating profit + income) - (other expenses + taxes)  

Zaepfel considers gross margin the most important ratio on the P&L. "If you lose the 
gross margin battle," he cautions, "you can do a lot of other things right and still go 
out of business." 

Key operating ratios combine information from the balance sheet and income 
statement to provide a more sophisticated look at what is happening with the 
business. These include: 

• Gross profit ratio (Gross profit/sales)  

• Pretax profit ratio (Pretax profit/sales)  

• Sales-to-assets ratio (Total assets/sales)  

• Return on assets ratio (Pretax profits/total assets)  

• Return on equity ratio (Pretax profit/equity)  

• Inventory turnover ratio (Cost of goods sold/inventory)  

• Days in inventory ratio (Inventory turnover/365 days)  

• Accounts receivable turnover ratio (Sales/accounts receivable)  

• Collection period ratio (Accounts receivable turnover/365 days)  

• Accounts payable turnover ratio (Cost of goods sold/accounts payable)  

• Payable period ratio (Accounts payable turnover/365 days) 

• Sales closing ratio (Total Sales Units/Total Sales Opportunities ... total sales = 
12 and total sales opportunities = 40 equals a closing % of 30%) 
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These ratios illustrate how efficiently your company generates and uses cash. They 
also tell you what's happening to your cash flow now and what's going to happen to 
it in the near future. The whole purpose in studying ratios, say our experts, is to make 
them better.  

 

To improve your balance sheet: 
• Speed up inventory turnover.  

• Consider leasing rather than purchasing equipment.  

• Reduce the time it takes to collect receivables.  

• Get increased payables terms.  

 

To improve the income statement: 
• Leverage sales over fixed costs.  

• Increase gross margins. 

• Increase sales closing %  

• Review pricing opportunities.  

• Use zero-based budgeting.  

• Compensate people for productivity instead of time.  

• Outsource when it's economically advantageous.  

 

Key Indicators: Tracking Your Way to Financial Success 

One of the primary jobs of management involves reading the trail signs (key 
indicators) and taking appropriate action to make the company more successful. To 
use key indicators to their full potential, Kramers recommends five basic steps: 

1. Identify the right measures.  

2. Use the right increments.  

3. See the big picture.  
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4. Anticipate the future.  

5. Take action.  

Kramers believes every business should monitor a core set of financial key indicators 
from the income statement, balance sheet and cash flow statement. These include: 

• Income Statement 

o Net sales (dollar growth and percent increase)  

o Gross profit margin  

o Pretax earnings (dollar growth and percent increase)  

o Operating expenses (SGA) as a percent of sales 

• Balance Sheet 

o Receivables turnover  

o Inventory turnover  

o Debt-to-equity ratio  

o Total equity dollars 

• Cash Flow Statement 

o Operating cash flow  

o Investing cash flow  

o Financing cash flow  

o Ending cash  

Tracking these indicators will keep you tuned in to the financial side of the 
business. However, Kramers also recommends tracking certain "non-financial" 
indicators that have a substantial impact on your company's financial 
performance. These include: 

• Sales 

o Number of transactions per unit time  

o Average sales dollars per transaction  

o What causes sales  
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• Operations 

o Number of widgets produced  

o Average cost per widget  

o Number of widgets sold 

• Customers 

o Customer satisfaction index  

o Number of customers  

o Number of new customers  

o Ratio of new to existing customers  

o Average sales per customer 

 

• Market 

o Percentage market share  

o "Key-thing" mix change (percentage) 
(Note: Kramers defines "key-thing" as the mix of business in terms of 
product line, customer segments, geography or the value-added you 
provide different customers.)  

o New product growth (percentage) 

• Employees 

o Number of employees  

o Employee retention  

o Average sales per employee  

o Number of net new positions  

One of the most important non-financial indicators any business can track is "what 
causes sales" or "what causes growth." Why? Because by tracking the activities that 
cause sales and growth to happen, you can identify problem areas and take corrective 
action long before sales actually decline. According to Kramers, the activities that 
cause sales and growth vary from one company to another.  
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Examples include the number of telemarketing calls, number of sales feet on the 
street, dollars of advertising, volume of direct mail, number of RFPs submitted or 
number of contract bids. The trick is to identify the right activity for your business. 

"Don't make the mistake of thinking you have five or ten things that cause sales," he 
cautions. "Every business has one primary activity that causes sales to happen. And 
don't confuse marketing activities with sales. Identify the one thing that has to happen 
in order for sales to occur in your company and start tracking it on a 12-month trailing 
chart basis. Then watch your ability to predict and produce the sales you want grow 
by leaps and bounds!" 

Once you get comfortable using the "what causes sales" key indicator, Kramers 
suggests using it for all non-financial indicators. What causes operations to improve? 
What causes an increase in market share? What causes customer satisfaction? What 
causes employee satisfaction? Answer these questions and then track your answers. 
That, says Kramers, is how you determine the most appropriate key indicators for your 
business. 

 

Managing Cash Flow 
According to Fleisher, most CEOs pay far too little attention to the cash flow 
statement, usually turning to it after the income statement and balance sheet, if at all. 
Such an approach, however, may put your business at risk. "If you run out of cash, the 
game is over," he warns. "For that reason, you must attend to cash flow at all times." 

The cash flow statement is typically broken down into three categories: operating, 
investing and financing cash flow. Added together, they determine the company's 
overall cash flow. Like the balance sheet and P&L, the cash flow statement typically 
comes out once a month. However, our experts strongly recommend tracking cash on 
a daily basis, especially for companies having cash flow problems. To keep close tabs 
on your cash flow: 

• Look at your receipts and disbursements on a daily basis.  

• Know how much cash you have in hand and how long it would last if the money 
suddenly stopped coming in. 

• Know how much working capital you will need for the next one, three and five 
years.  
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While watching the daily cash flow is essential for survival, Zaepfel also cautions 
against overlooking the long term. "As companies grow, they tend to outgrow their 
people, systems and cash," he explains. "You can fix the first two, but running out of 
cash will put you out of business. For that reason, you have to understand how much 
cash you will need to grow the business and plan accordingly." 

To improve your cash flow, say our experts: 

• Collect your receivables on time.  

• Negotiate better terms for your payables.  

• Work to increase inventory turnover.  

• Work to increase sales of high-margin products.  

• Use performance-based compensation. 

• If possible, sell new products or services that you can require the customer to 
pay a % of the order up front.  

 

Improving Your Financial Management Skills 
To take your financial management skills to the next level, our experts recommend 
several tracking tools and financial management practices.  

Tracking tools: 

• Best financial tool. This three-page report includes summary information from 
the income statement, balance sheet, and cash flow statement for the month-
ending, year-to-date and full calendar year. The page with the income 
statement summary also includes a reforecast for the full year. According to 
Kramers, the best financial tool causes you to look at the income statement, 
balance sheet and cash flow statement at the same time, which gives you a 
quick 30,000-foot snapshot of the company. More important, it allows you to 
see what the rest of the year will look like before it happens and take 
appropriate action as necessary. 

• Four charts "cause-and-effect" tool. This tool combines four charts on one 
page to give a quick overview of selected key indicators. It also enables you to 
better manage critical indicators by tracking and managing the activities that 
cause those indicators. For example, suppose you want to improve pre-tax 
earnings.  
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First identify what causes pre-tax earnings (i.e., net sales, gross profit margin 
percent and operating expenses as a percent of sales). Next, track these 
indicators (along with pre-tax earnings) using a trailing 12-month chart. Finally, 
combine all four charts onto one page. By tracking and managing the three 
"cause" indicators, you will automatically cause pre-tax earnings to go up. 

• Sustainablegrowth rate. This tool involves figuring out how fast you can grow 
without running out of cash or damaging the balance sheet. Tom's note: THIS 
IS CRITICAL TO KNOW  ... if you do not track this, you can put your company in 
jeopardy quickly. 

• Z-score. The Z-score gauges how near or far a company is from bankruptcy at 
any given point in time.  

 

Best practices: 

• Track "dissatisfiers." "One of my clients tracked late deliveries with gross 
profitability and found a high correlation between the two," says Waring. 
"When he delivered on time, his customers were happy and he could get a great 
price. When his on-time delivery rate slipped, so did his margins. He built the 
company around on-time delivery and he gets the margins he needs to stay 
profitable." 

• Continually improve your reporting process. The goal with financial reports is 
to modify and improve management behavior. Have your financial people 
continually look for new ways to help you see what you don't see. 

• Don't buy into seasonal business cycles. When conducting financial planning, 
don't automatically succumb to the seasonality of your business. Instead, look 
for ways to increase your slice of the pie. "If you have less than 50 percent of 
the market, the issue is market share, not seasonality," argues Fleisher. "I'm not 
suggesting to expand your business at all costs. But if you can create a 
reasonable action plan for increasing sales, there's no reason to pull in your 
horns just because competitors are pulling in theirs." 

• Translate all financial plans into action plans. Turning financial goals into 
reality requires action plans. Never create a financial plan unless it also includes 
specific action plans for who will do what by when. 
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• Improve your forecasting skills. In the public market, missing your forecast can 
cause your stock to take a nosedive. In a private company, it can cause you to 
spend money ahead of time or commit to long-term capital expenditures that 
place an untenable burden on the business. 

• Use extra care when hiring financial people. Never rush through the hiring 
process for a CFO or controller. Take the time to interview in-depth and check 
references carefully. Don't assume that because someone has the background 
or credentials it automatically qualifies them to do the job. 

• Run your business like you're preparing it for sale. Constantly strive for a 
stronger, healthier balance sheet and an ever-increasing return on equity.  

"Design your own financial management 'instrument panel' -- the five to ten 
indicators that really drive your company -- and never take your eyes off it," advises 
Zaepfel. "Ask your fellow members, 'If you were running my business, what indicators 
would you watch?' Then use their feedback to refine your design and develop an 
instrument panel that gives you a highly effective early warning system."  

 

Don't Shoot Yourself in the Financial Foot 

In today's markets, it's tough enough to turn a profit even when you do things right. 
To avoid making things harder on yourself, our experts recommend steering clear of 
several common financial management mistakes: 

• Poor cash flow management  

• Having the wrong mixture of debt and equity in the business  

• Failure to plan  

• Absence of timely and accurate business records  

• Inability to read and understand financial statements  

• Lack of knowledge of costs  

• Failure to renegotiate bank relationships  

• Failure to understand what causes results  

• Failure to see the big picture  
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Ernest Hemingway once wrote about a character who, when asked how he went 
bankrupt, responded in the following manner: a little bit at a time and then all of a 
sudden. That, says Kramers, is the financial management mistake most CEOs make. 

"Running out of cash is the best example," he relates, "because everyone has done it 
at one time or another. You don't pay attention, you don't see the big picture, and the 
cash dribbles out a little bit at a time. All of a sudden you look up, the cash is gone, 
your bank is firing you and you're in a total panic. You have to put in place the tools 
that allow you to see the big picture. Otherwise, you'll end up just like Hemingway's 
character -- except in real life, not in fiction." 

 

I repeat ... Note from Tom: If any of this is greek to you :), you're probably not alone ... 
ask either your financial manager or CPA firm to explain it to you. This will be an 
amazingly good developmental exercise for you.  
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Pareto’s Law 
By Sam Norwood 

• Executive V.P. of Fuqua Industries (#2 person at the company) 

• CEO of Vista Resources, Inc. 

• Speaker to The Brain Trust  

 
This article: 

1) Is the story behind how Fuqua Industries (a Conglomerate) purchased and sold 
over 20 companies and how they improved their profitability  by factors of 10x 
- 35x and how Fuqua industries increased its value over time by 35x. 

2) Shows how the application of Pareto's Law can improve the financial results of 
companies by a factor of 2 - 50 times.  

 

As most people know, Pareto’s Law is the “80/20” principal.  You can pretty much 
count on the likelihood that 80% of your revenues are coming from 20% of your 
products or services; that 80% of your sales come through 20% of your sales people; 
that 80% of the value in your inventory is related to 20% of the items in inventory; and 
that 80% of the bottom line comes from 20% of your product lines or divisions.  

In my experience there is a principle that can be applied for consistently higher results. 
This principle is that there is a higher return on the effort to cultivate strengths than 
in overcoming weaknesses. If you combine this principle to Pareto’s Law as a 
fundamental strategy, you can sharply improve bottom line results, get a higher return 
on investment, and build the company’s value. 

I have done this throughout my career with wonderful results, and I can give many 
examples that will, I think, inspire anyone with bottom line responsibilities (eg CEOs) 
to want to rush back to their company and put these principles to work. 

In 1965, in my first assignment with Allied Chemical  as a freshly minted MBA from 
The University of Chicago, I wrote the procedure to be used throughout the company 
on “Phasing Out Products”. As with most companies, over time, in an effort to be 
innovative and responsive to needs in the market, Allied was overloaded with 
“product proliferation”.  
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As with most companies, Allied was good at adding new products and services but 
reluctant or undisciplined in regard to phasing out products that had become obsolete, 
redundant, or unprofitable. The procedure was well received and was implemented 
throughout the company with positive results on both the balance sheet (lower 
assets) and Income Statement (higher profits). 

In that very same year, JB Fuqua an Atlanta entrepreneur for whom the Duke School 
of Business was later named, had bought control of the smallest company with a 
listing on the NYSE ($25 million sales) and intuitively was implementing Pareto’s Law 
in his company in a very direct, if not crude way. This company’s name was Natco, 
and it was a diversified producer of clay products, including bricks, electrical conduit, 
and dinnerware. Although JB had no formal education beyond high school, he was 
very bright, understood Pareto’s Law, the principle of return on effort, and one other 
important principle: In most cost accounting systems there is a tendency to under-cost 
low volume products and over-cost high-volume products. That is, low-volume 
products are probably less profitable than you think, and high-volume products are 
probably more profitable than you think. For his first meeting with the Natco 
management, JB had the CFO line up an example of all the products made by Natco 
in descending order of sales volume. When the management gathered around the 
long directors’ table, with all the products line up from one end of the table to the 
other, JB asked the CFO to point out the group of products that accounted for 80% of 
the company’s sales. As expected, the CFO pointed out about 20% of the products at 
one end of the table. JB then stooped over with his arm extended across the table and 
started walking lengthwise along the table, pulling the 80% of the product samples 
with his arm to the other end of the table, letting all of these products fall off the table 
and crash to the floor. This act completed, he turned to the management and said, 
“Starting today we make only those products left on the table”. He then turned around 
and exited the room. Soon thereafter, profits improved dramatically, the price of the 
stock soared, and the name of the company was changed to Fuqua Industries, Inc. 

I joined Fuqua Industries in 1969 and spent most of the next twenty years working 
directly for JB Fuqua mainly as his chief planning and corporate development officer. 
We bought dozens of companies and developed most of them and, ultimately, sold 
many of them to create significant capital gains. Typically, after making an acquisition, 
one of my jobs was to wade into the acquired company, along with its CEO, to figure 
out where the money was actually being made, and to encourage the withdrawal 
from, or sale of, the parts of the business that were least profitable or unsuitable for 
development and growth. This was the application of Pareto’s Law. 
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In 1975 we analyzed our (Fuqua Industries) portfolio of companies and decided that 
about a fourth of them really did not have much chance of profitable development. At 
year end, we announced a $20 million after-tax write-down of the value of these 
companies to what we thought was their market value and announced that they 
would be sold. The first thing that happened was that the price of our stock soared 
because the investment community thought we were doing a very smart thing. We 
were successful in disposing of our unwanted operations faster and at a bit better 
prices than we had expected. Dealing with some of the buyers, two familiar sayings 
kept coming to mind: Beauty is in the eyes of the beholder”, and “Hope springs 
eternal”. We allocated the proceeds of these dispositions to the growth of operations 
having higher prospects for return on investment. We were able to focus on our areas 
and opportunities of strength, having sold the problematic operations that had 
constituted a distraction. 

In 1977 we bought a publicly traded rag-bag conglomerate in which the leadership 
simply had not had the courage to dispose of the weak operations. Our first 
disposition candidate from this acquisition was Cott, a soft drink producer in the 
northeast. Cott was unprofitable, and Coke and Pepsi, the market giants, were 
crowding out the smaller bottlers. The acquired company’s CEO told us that if we 
could get $3 million for Cott, we should take it and run. Before we put it up for sale, 
however, we did some internal surgery. We pulled Cott completely out of New York 
City where the Mafia-dominated Teamsters controlled distribution and made it 
impossible to be profitable. We shut down bottling plants in the Bronx and in 
Brooklyn. We sold a relatively new bottling plant in New Jersey to ITT and contracted 
with the buyer to continue producing Cott products for the New Jersey market. 
Effectively, this activity hunkered Cott back to its area of market strength, the New 
England states. Then we sold Cott to a leveraged buyout group headed by a 
combination of Smith Barney and DLJ (Sprout Venture Capital). When all the checks 
had cleared the bank, we had generated around $10 million, or over three times the 
original estimate. The key was withdrawal from areas of weakness. 

In 1979 we bought control of Pier One Imports. In our first meeting with Luther 
Henderson, the CEO, we learned that about the third of the stores were unprofitable, 
a third were approximately breaking even, and a third were very profitable. We 
suggested shutting down the unprofitable stores. The newer unprofitable stores were 
spared, but about 20% of the stores were closed. The closures generated some cash 
that was used to upgrade the lighting and general appearance of the rest of the 
stores. Profits improved almost immediately. We had bought our position in the Pier 
One stock for $1.75 a share. 
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Two years later we sold our position for $12.25 a share, and the stock continued to 
climb to over $30 before it was split, and then it rose to over $30 again. We sold too 
soon, but the turn-around started with the closures of the unprofitable stores. 

Throughout the 1980s we continued buying moderately successful companies and 
then created value through the slice and dice method of disposing of the weak 
segments in order to be able to focus financial and managerial resources on areas of 
strategic strength for growth. We never found a company that did not have some 
form of multiple parts and a wide array of relative strength among the parts. In some 
cases the parts consist of branch operations or stores distinguished by geography. In 
other cases, the segments are defined as distinct products or services within product 
or service lines, or product lines within divisions. In some cases the distinction is in 
channels of distribution, such as mass merchants versus regional distributors and 
dealers. In the 1980s, Fuqua Industries was consistently near the top of the list of the 
Fortune 500 companies in terms of total return to shareholders (price appreciation 
plus dividends). 

In 1986 we bought Georgia Federal Bank, and in our first meeting with the 
management we asked to see their branch profitability comparisons. The CEO told us 
that the bank had no such thing as he did not believe that a branch’s profitability could 
be measured. We asked when was the last time a branch had ever been shut down. 
The response was “Never”. We asked, then, for profit comparisons of the different 
product lines. We wanted to know how the profitability of mortgages compared to 
car loans, personal loans, and checking accounts. Again, there were no measures. We 
also asked about how the bank would cross-sell. That is, how were car loans 
promoted to checking account customers. There was no cross selling. I believe that 
this was representative of state of the art for banks in the 1980s. We brought cost 
accounting to Georgia Federal Bank, and the bank was ultimately sold for a good 
profit. 

In 1989, JB Fuqua sold his ownership in Fuqua Industries to another entity and tried 
to retire. He received around $35 per share. This is up from around $1 per share 
(adjusted for subsequent splits) when, in 1975, we started our program of applying 
Pareto’s Law in our acquisitions and operations. But retirement was not fun for him. 
In 1990 he bought control of another company that owned leather tanneries. I joined 
him as President and CEO of Vista Resources, Inc. shortly after he had the company 
listed on the NYSE. The tanneries were not profitable at that time.  In one of my first 
visits to the tanneries in the State of Maine, I asked to see an analysis of product 
profitability.  
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The tannery did not have meaningful product costs, but they did produce a list of 
products in descending order of sales. There were 250 cowhide products, 
distinguished by thickness, suppleness, surface texture, and finish.  I asked Dick 
LaRochelle, the tannery CEO, to consider eliminating the products with very low 
volume. A month later, Dick proudly presented the new list of products. More than half 
had been eliminated, constituting less than 10% of total sales. In the year following, 
total sales grew by 30% in this mature industry, and profits turned very positive. The 
value of the Vista stock also responded by doubling. By the time I left Vista Resources 
five years later, the stock price had tripled, almost all due to the improved performance 
of the tanneries in Maine. 

There are many ways to measure strategic strength, but what could be more basic 
than profitability? Products and services that can earn an attractive profit are most 
likely the ones that customers appreciate the most, the ones that are distinct in some 
way from the competition, the ones in which you have a technology or cost 
advantage. If you have low-volume products that you consider important to your 
whole product line presentation, try to find someone else to make these for you so you 
can concentrate on the products that you can make in the highest volume. Do not put 
too much credence in the concept of “loss leaders”. Buyers come to you because you 
are the best at doing something that they need. My recommendation is to focus on 
enhancing the strength and the defenses around what you do best, and get away 
from your weaknesses by disposition, outsourcing or phasing out. 

 

 

 

 

 

 

 

 

 

 

 

 



 

   

  

 

244 
 

The Brain Trust CEO Manual 

Book Reading List 
Below is a list of books recommended by the members of The Brain Trust: 

 

The Goal 
By: Eliyahu Goldratt and Jeff Cox 

Alex Rogo is the manager of a failing manufacturing plant who receives an ultimatum 
from corporate headquarters: Turn the situation around in three months or the plant 
will be scrapped. With help from a mysterious mentor, Rogo discovers a revolutionary 
new way to do business—a way for people in any field of endeavor to increase 
productivity, profitability, and personal fulfillment. 

A business book disguised as a novel, a love story about the manufacturing process, 
and an exhilarating adventure in human potential, The Goal is changing how America 
does business. First published in 1984, it became an underground bestseller; today it's 
used by thousands of companies and taught in hundreds of business schools. Includes 
the author's personal story, "My Saga." 

This third edition includes case study interviews. Professional readers recreate 
interviews that David Whitford, Editor at Large with Fortune Small Business, conducts 
with the author Eli Goldratt and with business professionals from General Motors, 
Thomson-Shore, Security Federal Banks and others who put the principles of The Goal 
into action. 
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Younger Next Year 
By: Chris Crowley and Henry S. Lodge 

Turn back your biological clock. A breakthrough book for men--as much fun to read 
as it is persuasive--Younger Next Year draws on the very latest science of aging to 
show how men 50 or older can become functionally younger every year for the next 
five to ten years, and continue to live like fifty-year-olds until well into their eighties. 
To enjoy life and be stronger, healthier, and more alert. To stave off 70% of the normal 
decay associated with aging (weakness, sore joints, apathy), and to eliminate over 
50% of all illness and potential injuries. This is the real thing, a program that will work 
for anyone who decides to apply himself to "Harry's Rules." 

Comment by Nathanial Bronner: "This book is about having your body in shape at 
80 and feel and perform as though you are 50. Starting at 50 you can be in better 
shape each year until you are 80. It has the most comprehensive and up to date 
practical medical and health advice that I've come across. " 

An ounce of prevention is still worth a pound of cure. 

It is available in hardback, paperback, eBook (Kindle) and audio format.  I prefer the 
audio format. It is excellently narrated. 

 The body is arguably our most valuable material possession and without health 
we cannot enjoy the benefits that successful businesses can offer. 

  

The Complete Idiot's Guide to Best Practices for Small Business 
By: Gina Abudi and Brandon Toropov 

• Illustrates how to make money and keep it with time-honored strategies.  

• Insightful real-life anecdotes to illustrate key concepts 
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The Generative Organization … From Reactive Behavior to Inspired 
Performance 
By: Bill Schwarz 

“Through working with Bill and the CEO Alliance, we now understand that ‘problems’ 
in our business are really not the problems. We have learned that the design is the 
problem. We now understand how to create a generative structure in every aspect of 
our business which positively influences performance, profitability, client 
relationships, operations, analytics and every area of our company. As a result, not 
only have I personally grown and developed as a CEO, our entire team has been able 
to become more productive with better results. In addition to all those benefits, people 
have learned how to manage themselves and, as a result of working with the CEO 
Alliance, my company is totally transformed.” 

Ken Robbins, Founder and CEO (and Brain Trust Member) 

Response Mine Interactive 

“I met Bill through his book, ‘The Generative Organization’, and realized that 
everything he had written about in the book described our company. When we took 
our company to the mountains in North Georgia with the CEO Alliance, we were 
heading for the busiest time of our year and were worried that we would not be 
prepared. We ended up having the most successful ramp up ever and we took a large 
account that was previously at 15% margin and ended up with a 35% margin. We 
had a record $10 million month and a record EBITDA. Our return on investment is at 
least 20 times and, when you consider all of the seen and unseen positive multipliers, 
our return on investment was probably 1,000 times.” 

Rick Hall, President (and Brain Trust Member) 

The Beam Team 

 “More than ten years ago we took our entire company to the mountains with Bill after 
I attended his Executive Briefing. Our results are spectacular and our momentum is 
continuing to accelerate. We grew our gross sales by 33%, reduced expenses, 
transformed our way of doing business, gained competitive advantage while 
competitors were moving towards insolvency and the industry was off 70%. We 
achieved this without adding headcount or new sales people.  
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It was all through innovation, game changing strategies, personal leadership and the 
inspired performance of our people.” 

Tony Merendino, Founder and CEO (and former Brain Trust member) 

Serv IT 

"Bill Schwarz has written a masterpiece. This book is full of the wisdom essential for 
a leader who wants to do it right and correct all past wrongs.….You’ll come away with 
a totally new, very powerful and inspiring way of leading…..Don’t just read it. Live it!"    

Larry Callahan, CEO 

Pattilo Construction 

“I was fortunate enough (though somewhat painfully) to go through the process that 
Mitchell Crandall experienced in this must-read book....  When I first applied these 
principles, it resulted in  us working our way out of a totally reinforcing vicious circle 
of reactive behavior….  As we continued to grow, we had to learn how to manage 
change in the middle of a perfect storm.  We  did it, and became one of the darling’s 
of the hi-tech world in the Southeast.  If you are a CEO, I recommend that you not only 
read this book, but live it and make it required reading for your managers and board 
members. The principles revealed here will transform your company into a 'Generative 
Organization'.  … the results are truly astounding when accomplished.”  
 
John Alderman, Founder and Chairman  

Digital Communications Associates 
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The Slight Edge 
By: Jeff Olson 

Why is it that some people make dream after dream come true, while others just 
continue dreaming and spend their lives building dreams for someone else? 

One simple reason: those that are "successful" have found their SLIGHT EDGE! 

The Slight Edge is not just another self-help, motivation tool of methods you must 
learn in order to make it up the path of success. It simply shows you how to create 
powerful results from the simple daily activities of your life, by using tools that are 
already within you. 

What do you need to make that happen? Discover that one thing that will help you 
achieve that goal, realize a life-long dream or propel you up the ladder to success. 

Once you've got it, then you will discover how your philosophy... creates your attitude... 
creates your actions... creates your results... creates YOUR LIFE! 

The Slight Edge is a way of thinking, a way of processing information that enables 
you to make the daily choices that will lead you to the success you desire. The Slight 
Edge is the key that will make all the other how-to books and self-help information 
that you read, watch and hear actually work. 

Our favorite endorsements are from our readers: 

I have read personal-development books for over 20 years and I can say this is the 
one that tied them all together. It is so easy to read and understand, and so powerful 
in the simplicity. 

--Mike Bishop, Wilsonville, OR 

I use this philosophy throughout my day. I’ve become a better person all around. I was 
able to correct my negative outlooks. I m a better role model for my children, my health 
is getting better, I’m more connected spiritually, my relationships are improving, and 
my business is thriving. It is a must-have and a must-read. 

--Pedro Garcia, Middletown, NY 
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The Big Book of Small Business 
By: Tom Gegax and Phil Bolsta 

Your shoes are charred from stomping out brush fires. You have nightmares about 
UFOs—Unreachable Financial Objectives. All-star interviewees turn into duds. 
Meetings cause more problems than they solve. The office is a ghost town at 5:01 p.m. 
Does this sound familiar?  

Tom Gegax knows what that is like. Years after running his Tires Plus franchise by the 
seat of his pants, blissfully unaware of how little he knew about getting the most out 
of people and managing a world-class organization, Tom was faced with a cancer 
diagnosis and a business at the brink of disaster. Resolved to change things around, 
he improved his mental clarity, health, and relationships and noticed that the more he 
profited on a personal level, the more his company profited. Tires Plus grew into a 
$200 million business with 150 upscale locations. He had learned the first lesson in 
Enlightened Leadership 101: Focus on the well-being of your employees and 
customers—as well as your own—and success will follow naturally. 

In The Big Book of Small Business, Tom shares his hard-earned lessons on how to 
become an enlightened, effective leader, and on how to do the small things right so 
the big decisions work. This all-in-one toolbox for small businesses is jammed with 
warm-hearted, tough-minded practices and street-smart tips, covering every aspect 
of a growing business:  

• Starting, funding, and getting your new business off the ground 

• Crafting a mission and growing a corporate culture that works 

• Hiring the best people and maximizing their potential 

• Communicating and negotiating with your employees, customers, and 
suppliers 

• Creating processes for continuous innovation and growth 

• Protecting your business from unforeseen dangers 

• Planning for growth  

• And much more . . . 

As thorough as a textbook and as lively as a news magazine, The Big Book of Small 
Business is the most comprehensive and practical book on how to take a small 
business to the next level, and an indispensable slingshot for the millions of scrappy 
Davids taking on corporate Goliaths. 
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Every Family's Business: 12 Common Sense Questions to Protect Your 
Wealth 

By: Thomas William, Ph.D. Deans 

Comment by Marc Lewyn: “This book is a must read for anyone serious about 
protecting their wealth, securing their retirement and building an inspiring legacy.”  

 

Perpetuating the Family Business: 50 Lessons Learned from Long 
Lasting, Successful Families in Business 

By: Craig E Aronoff 

John L. Ward, a leading world expert on family business, offers the best practices of 
the most successful and long-lasting families in business, including Ford Motors, 
Marriott Hotels, Levi-Strauss, and the New York Times. He provides a framework of 
five insights and four principles in which to position his fifty "lessons learned" for 
family business longevity. This is a comprehensive book on sustaining family 
businesses that contains international examples, cases, essential tools, and checklists 
of best practices; a how-to every entrepreneur should have.  

Comment by Nathanial Bronner: This book is the best book that James found for 
businesses that will move into the second generation and beyond. 

It is invaluable for the case histories and procedures that need to be setup to help 
the succeeding generations of a family business. Many founders have themselves 
together but it is the succeeding generation where the problems arise. This book is 
a big help. Available in hard copy and Kindle editions 
 

Who Says Elephants Can’t Dance? 
By: Louis Gerstner 

Who Says Elephants Can't Dance? sums up Lou Gerstner's historic business 
achievement, bringing IBM back from the brink of insolvency to lead the computer 
business once again. Offering a unique case study drawn from decades of experience 
at some of America's top companies - McKinsey, American Express, Rjr Nabisco - 
Gerstner's insights into management and leadership are applicable to any business, 
at any level. Ranging from strategy to public relations, from finance to organization, 
Gerstner reveals the lessons of a lifetime running highly successful companies 
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Entreleadership 
By: Dave Ramsey 

Your company is only as strong as your leaders. These are the men and women doing 
battle daily beneath the banner that is your brand. Are they courageous or indecisive? 
Are they serving a motivated team or managing employees? Are they valued?  

Your team will never grow beyond you, so here’s another question to consider.  Are 
you growing? Whether you’re sitting at the CEO’s desk, the middle manager’s cubicle, 
or a card table in your living-room-based startup, EntreLeadership provides the 
practical, step-by-step guidance to grow your business where you want it to go. 
Dave opens up his championship playbook for business to show you how to: 

• Inspire your team to take ownership and love what they do 

• Unify your team and get rid of all gossip 

• Handle money to set your business up for success 

• Reach every goal you set 

• And much, much more! 

 

Boundaries for Leaders 
By: Dr Henry Cloud 

In Boundaries for Leaders, clinical psychologist and bestselling author Dr. Henry Cloud 
leverages his expertise of human behavior, neuroscience, and business leadership to 
explain how the best leaders set boundaries within their organizations--with their 
teams and with themselves--to improve performance and increase employee and 
customer satisfaction. 

In a voice that is motivating and inspiring, Dr. Cloud offers practical advice on how to 
manage teams, coach direct reports, and instill an organization with strong values 
and culture. 

Boundaries for Leaders: Take Charge of Your Business, Your Team, and Your Life is 
essential reading for executives and aspiring leaders who want to create successful 
companies with satisfied employees and customers, while becoming more resilient 
leaders themselves. 
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Billion Dollar Lessons 
By: Paul Carroll and Chunka Mui 

”This book is your chance to learn from others’ mistakes.”—Entrepreneur 

In the 1960s, IBM CEO Tom Watson called an executive into his office after his venture 
lost $10 million. The man assumed he was being fired. Watson told him, “Fired? Hell, 
I spent $10 million educating you. I just want to be sure you learned the right lessons.” 
 
There are thousands of books about successful companies but virtually none about 
the lessons to be learned from those that crash and burn. Now Paul Carroll and 
Chunka Mui draw on research into more than 750 flameouts to reveal the seven 
biggest reasons for business failure. 

 

Killing Lincoln 
By: Bill O’Reilly 

A riveting historical narrative of the heart-stopping events surrounding the 
assassination of Abraham Lincoln, and the first work of history from mega-bestselling 
author Bill O'Reilly 

The anchor of The O'Reilly Factor recounts one of the most dramatic stories in 
American history—how one gunshot changed the country forever. In the spring of 
1865, the bloody saga of America's Civil War finally comes to an end after a series of 
increasingly harrowing battles. President Abraham Lincoln's generous terms for 
Robert E. Lee's surrender are devised to fulfill Lincoln's dream of healing a divided 
nation, with the former Confederates allowed to reintegrate into American society. 
But one man and his band of murderous accomplices, perhaps reaching into the 
highest ranks of the U.S. government, are not appeased. 

In the midst of the patriotic celebrations in Washington D.C., John Wilkes Booth—
charismatic ladies' man and impenitent racist—murders Abraham Lincoln at Ford's 
Theatre. A furious manhunt ensues and Booth immediately becomes the country's 
most wanted fugitive. Lafayette C. Baker, a smart but shifty New York detective and 
former Union spy, unravels the string of clues leading to Booth, while federal forces 
track his accomplices. The thrilling chase ends in a fiery shootout and a series of court-
ordered executions—including that of the first woman ever executed by the U.S. 
government, Mary Surratt. Featuring some of history's most remarkable figures, vivid 
detail, and page-turning action, Killing Lincoln is history that reads like a thriller.  
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Catalytic Coaching: The End of the Performance Review 
By: Gary Markle 

After two decades of hands-on experience with performance management systems 
in some of the world's most well recognized organizations, Markle has come to 
propound what he calls a universal law of modern business. People hate performance 
reviews. Drawing upon his studies of and experience with systems theory and 
illustrating his points with real-life examples, Markle explains why employees and 
managers both have come to regard the ubiquitous performance evaluation as 
industry's poorest performing, most ineffective, and least efficient personnel practice. 
By digging down to its roots, he helps us understand why attempts to correct the 
flawed system fail. He provides an innovative way to measure their ineffectiveness 
and inefficiency and then introduces his catalytic coaching to replace them. 

Markle shows how his system is superior to others in five key business outcomes: 1) 
positive behavioral change; 2) motivation to work hard; 3) retention of key 
contributors; 4) internal promotions and succession; and 5) prevention of and 
protection from lawsuits. Not only is catalytic coaching more effective, it is also more 
efficient: it requires far less time and paperwork to implement and maintain. Markle 
gives his readers all of the forms, instruments and detailed instructions they need to 
operationalize his system. Business executives, senior HR professionals, and 
organization development specialists will benefit particularly from his presentation, 
as will other managers, executives, and supervisors, all of whom must learn to take 
ownership of their responsibilities to their organizations and themselves. 

 

Good To Great 
By: James Collins 

The Challenge: 

Built to Last, the defining management study of the nineties, showed how great 
companies triumph over time and how long-term sustained performance can be 
engineered into the DNA of an enterprise from the very beginning. 

But what about the company that is not born with great DNA? How can good 
companies, mediocre companies, even bad companies achieve enduring greatness? 
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The Study:  

For years, this question preyed on the mind of Jim Collins. Are there companies that 
defy gravity and convert long-term mediocrity or worse into long-term superiority? 
And if so, what are the universal distinguishing characteristics that cause a company 
to go from good to great? 

The Standards: 

Using tough benchmarks, Collins and his research team identified a set of elite 
companies that made the leap to great results and sustained those results for at least 
fifteen years. How great? After the leap, the good-to-great companies generated 
cumulative stock returns that beat the general stock market by an average of seven 
times in fifteen years, better than twice the results delivered by a composite index of 
the world's greatest companies, including Coca-Cola, Intel, General Electric, and 
Merck. 

The Comparisons:  

The research team contrasted the good-to-great companies with a carefully selected 
set of comparison companies that failed to make the leap from good to great. What 
was different? Why did one set of companies become truly great performers while the 
other set remained only good? 

Over five years, the team analyzed the histories of all twenty-eight companies in the 
study. After sifting through mountains of data and thousands of pages of interviews, 
Collins and his crew discovered the key determinants of greatness -- why some 
companies make the leap and others don't. 

The Findings: 

The findings of the Good to Great study will surprise many readers and shed light on 
virtually every area of management strategy and practice. The findings include: 

• Level 5 Leaders: The research team was shocked to discover the type of 
leadership required to achieve greatness.  

• The Hedgehog Concept: (Simplicity within the Three Circles): To go from good 
to great requires transcending the curse of competence.  

• A Culture of Discipline: When you combine a culture of discipline with an ethic 
of entrepreneurship, you get the magical alchemy of great results. Technology 
Accelerators: Good-to-great companies think differently about the role of 
technology.  
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• The Flywheel and the Doom Loop: Those who launch radical change programs 
and wrenching restructurings will almost certainly fail to make the leap. 

“Some of the key concepts discerned in the study,” comments Jim Collins, "fly in the 
face of our modern business culture and will, quite frankly, upset some people.” 

Perhaps, but who can afford to ignore these findings? 

 

The Energy Bus 
By: John Gordon 

The Energy Bus, an international best seller by Jon Gordon, takes readers on an 
enlightening and inspiring ride that reveals 10 secrets for approaching life and work 
with the kind of positive, forward thinking that leads to true accomplishment - at work 
and at home. Jon infuses this engaging story with keen insights as he provides a 
powerful roadmap to overcome adversity and bring out the best in yourself and your 
team. When you get on The Energy Bus you’ll enjoy the ride of your life! 

 

The Heart of Leadership 
By: Mark Miller 

Are you the type of leader people want to follow? You can be—but first, you’ve got to 
understand what sets great leaders apart from all the rest. 

Certainly, leaders need people skills, execution skills, a deep knowledge of industry 
trends, the ability to articulate a vision, and more—they must be competent—but 
that’s just the tip of the iceberg. What’s below the waterline? What’s deep inside the 
best leaders that makes them different? 

Mark Miller contends it is their leadership character. In his latest enlightening and 
entertaining business fable, he describes the five unique character traits exhibited by 
exceptional leaders and how to cultivate them. 

The Heart of Leadership begins with young and ambitious Blake Brown being passed 
over for a desperately wanted promotion, despite an outstanding individual 
performance. Confused and frustrated, he turns to his former mentor, Debbie 
Brewster. Rather than attempting to solve Blake’s problem for him, she sends him on 
a quest to meet with five of his late father’s colleagues, each of whom holds a piece 
of the puzzle he’s trying to solve. 
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As Blake puts the pieces together, he discovers that in the final analysis, a lack of skills 
isn’t what holds most leaders back; skills are too easy to learn. Without demonstrated 
leadership character, however, a skill set will never be enough. Most often, when 
leaders fail to reach their full potential, it is an issue of the heart. This is Blake’s 
ultimate revelation. 

This book shows us that leadership needn’t be the purview of the few—it is within 
reach for millions around the world. The Heart of Leadership is a road map for every 
person who desires to make a difference in the lives of others and become a leader 
people want to follow. 

 

The Effective Executive 
By: Peter Drucker 

For decades, Peter F. Drucker was widely regarded as "the dean of this country’s 
business and management philosophers" (Wall Street Journal). In this concise and 
brilliant work, he looks to the most influential position in management—the executive.  

The measure of the executive, Drucker reminds us, is the ability to "get the right things 
done." This usually involves doing what other people have overlooked as well as 
avoiding what is unproductive. Intelligence, imagination, and knowledge may all be 
wasted in an executive job without the acquired habits of mind that mold them into 
results. 

Drucker identifies five practices essential to business effectiveness that can—and 
must—be mastered: 

• Managing time; 

• Choosing what to contribute to the organization; 

• Knowing where and how to mobilize strength for best effect; 

• Setting the right priorities; 

• Knitting all of them together with effective decision-making 

Ranging across the annals of business and government, Drucker demonstrates the 
distinctive skill of the executive and offers fresh insights into old and seemingly 
obvious business situations. 
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Ask Gary Vee 
By: Gary Vaynerchuk 

The New York Times bestselling author draws from his popular 
show #AskGaryVee to offer surprising, often outrageous, and imminently useful and 
honest answers to everything you’ve ever wanted to know—and more—about 
navigating the new world. 

Gary Vaynerchuk—the inspiring and unconventional entrepreneur who introduced us 
to the concept of crush it—knows how to get things done, have fun, and be massively 
successful. A marketing and business genius, Gary had the foresight to go beyond 
traditional methods and use social media tools such as Twitter, Facebook, and 
YouTube to reach an untapped audience that continues to grow. 

#AskGaryVee showcases the most useful and interesting questions Gary has 
addressed on his popular show. Distilling and expanding on the podcast’s most 
urgent and evergreen themes, Gary presents practical, timely, and timeless advice on 
marketing, social media, entrepreneurship, and everything else you’ve been afraid to 
ask but are dying to know. Gary gives you the insights and information you need on 
everything from effectively using Twitter to launching a small business, hiring 
superstars to creating a personal brand, launching products effectively to staying 
healthy—and even buying wine. 

Whether you’re planning to start your own company, working in digital media, or have 
landed your first job in a traditional company, #AskGaryVee is your essential guide to 
making things happen in a big way. 

 
The Ideal Team Player 

By Patrick Lencioni 

In his classic book, The Five Dysfunctions of a Team, Patrick Lencioni laid out a 
groundbreaking approach for tackling the perilous group behaviors that destroy 
teamwork. Here he turns his focus to the individual, revealing the three indispensable 
virtues of an ideal team player. 

In The Ideal Team Player, Lencioni tells the story of Jeff Shanley, a leader desperate 
to save his uncle’s company by restoring its cultural commitment to teamwork. Jeff 
must crack the code on the virtues that real team players possess, and then build a 
culture of hiring and development around those virtues.  
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Beyond the fable, Lencioni presents a practical framework and actionable tools for 
identifying, hiring, and developing ideal team players.  Whether you’re a leader trying 
to create a culture around teamwork, a staffing professional looking to hire real team 
players, or a team player wanting to improve yourself, this book will prove to be as 
useful as it is compelling. 

 

The Five Dysfunctions of a Team 

By Patrick Lencioni 

In The Five Dysfunctions of a Team Patrick Lencioni once again offers a leadership 
fable that is as enthralling and instructive as his first two best-selling books, The Five 
Temptations of a CEO and The Four Obsessions of an Extraordinary Executive. This 
time, he turns his keen intellect and storytelling power to the fascinating, complex 
world of teams. 

Kathryn Petersen, Decision Tech's CEO, faces the ultimate leadership crisis: Uniting a 
team in such disarray that it threatens to bring down the entire company. Will she 
succeed? Will she be fired? Will the company fail? Lencioni's utterly gripping tale 
serves as a timeless reminder that leadership requires as much courage as it does 
insight. 

Throughout the story, Lencioni reveals the five dysfunctions which go to the very heart 
of why teams even the best ones-often struggle. He outlines a powerful model and 
actionable steps that can be used to overcome these common hurdles and build a 
cohesive, effective team. Just as with his other books, Lencioni has written a 
compelling fable with a powerful yet deceptively simple message for all those who 
strive to be exceptional team leaders. 

The Five Dysfunctions of a Team are: 

• Absence of trust—unwilling to be vulnerable within the group 
• Fear of conflict—seeking artificial harmony over constructive passionate 

debate 
• Lack of commitment—feigning buy-in for group decisions creates ambiguity 

throughout the organization 
• Avoidance of accountability—ducking the responsibility to call peers on 

counterproductive behavior which sets low standards 
• Inattention to results—focusing on personal success, status and ego before 

team success 
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The Advantage, Why Organizational Health Trumps Everything Else In 
Business 

By Patrick Lencioni 

This is the most unexploited opportunity in modern business. In his immensely 
readable and accessible style, Lencioni makes the case that there is no better way to 
achieve profound improvement in an organization than by attacking the root causes 
of dysfunction, politics and confusion. While too many leaders are still limiting their 
search for advantage to conventional and largely exhausted areas like marketing, 
strategy and technology. Lencioni demonstrates that there is an untapped gold mine 
sitting right beneath them. Instead of trying to become smarter, he asserts that 
leaders and organizations need to shift their focus to becoming healthier, allowing 
them to tap into the more-than-sufficient intelligence and expertise they already have. 

Competitive Advantage: Is it superior strategy? Faster innovation? Smarter 
employees? No, New York Times best-selling author, Patrick Lencioni, argues that the 
seminal difference between successful companies and mediocre ones has little to do 
with what they know and how smart they are and more to do with how healthy they 
are. In this book, Lencioni brings together his vast experience and many of the themes 
cultivated in his other best-selling books and delivers a first: a cohesive and 
comprehensive exploration of the unique advantage organizational health provides. 

Simply put, an organization is healthy when it is whole, consistent and complete, 
when its management, operations and culture are unified. Â  Healthy organizations 
outperform their counterparts, are free of politics and confusion and provide an 
environment where star performers never want to leave. Lencioni's first non-fiction 
book provides leaders with a groundbreaking, approachable model for achieving 
organizational health complete with stories, tips and anecdotes from his experiences 
consulting to some of the nation's leading organizations. In this age of informational 
ubiquity and nano-second change, it is no longer enough to build a competitive 
advantage based on intelligence alone. The Advantage provides a foundational 
construct for conducting business in a new way ... one that maximizes human 
potential and aligns the organization around a common set of principles. 
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The Five Temptations of a CEO - A Leadership Fable 

A commemorative edition of the landmark book from Patrick Lencioni When it was 
published ten years ago, The Five Temptations of a CEO was like no other business 
book that came before. Highly sought-after management consultant Patrick Lencioni 
deftly told the tale of a young CEOwho, facing his first annual board review, knows 
he is failing, but doesn't know why. Refreshingly original and utterly compelling, this 
razor-sharp novelette plus self-assessment (written to be read in one sitting) serves 
as a timeless and potent reminder that success as a leader can come down to 
practicing a few simple behaviors?behaviors that are painfully difficult for each of us 
to master. Any executive can learn how to recognize the mistakes that leaders can 
make and how to avoid them. The lessons of The Five Temptations of a CEO, are as 
relevant today as ever, and this special anniversary edition celebrates ten years of 
inspiration and enlightenment with a brand new introduction and reflections from 
Lencioni on the new challenges in business and leadership that have occurred in the 
past ten years. 

 

Power Principles, The Benefits of a Wisdom Driven Life 
By Dale Bronner 

  “This book is packed with principles and insights for developing your full potential.” 

—From the foreword by John C. Maxwell 

 

A Wisdom Perspective 

The best chance of real success in business, in government, in the family, in our 
personal goals—in any realm of life—is to develop a perspective that will enhance 
and expand upon what we already bring to the table. 

What we need is a wisdom-driven perspective. 

Our society is devouring information and knowledge but starving for the critical 
viewpoint of wisdom. We don’t really have a leadership problem, a financial problem, 
a relationship problem, or a problem with any other issue—we ultimately have a 
wisdom problem. And the only solution is a wisdom-driven outlook. Our outlook—how 
we perceive reality—really does determine our outcome.  
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A Plan for Success 

Power Principles by Dr. Dale C. Bronner guides you into the countless benefits of the 
wisdom-driven life. The time-tested principles in this volume, gleaned from four 
decades of experience, study, and application, lead you step-by-step into 
foundational wisdom for building a strong and prosperous life and creating a concrete 
plan for both personal and professional success.  

 

A Life of Legacy 

The life we live is the legacy we leave. Legacy is not only about the future; it’s about 
what we are doing right now. When we are successful, it adds value to us, but our 
significance comes when we add value to other people, lifting them to a higher level 
in life. Power Principles shows you how to build an intentional legacy, bringing 
prosperity to the lives of others today—and impacting future generations with the 
wisdom-driven life. 

 

The Power of Stay Interviews for Engagement and Retention                              
(#1 HR Book Ever) 
by Richard Finnegan 

Challenging the perceived value of traditional employee surveys and exit interviews, 
this guide explores the practical value of the stay interview, a preventive tool in 
employee retention that proactively addresses potential issues that affect workplace 
morale and potential loss of staff. Organizations routinely search for clear answers to 
complex questions regarding how to better retain and engage their best workers. This 
book directs Human Resources (HR) professionals toward the more effective and less 
costly solutions of the stay interview by demonstrating their measureable benefit in 
addressing retention and engagement issues in the workplace. Contending that 
employee engagement is essential in organizations of any size and bolstered by true 
stories from companies in which stay interview have been implemented, this book 
provides solution-oriented help for HR professionals, line managers, and business 
leaders alike. 

Stay interviews are conducted to help managers understand why employees stay and 
what might cause them to leave. In an effective stay interview, managers ask 
standard, structured questions in a casual and conversational manner. Most stay 
interviews take less than half an hour. 
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Opening the Interview 

To open the stay interview, a manager may use the following (or similar) statements: 

• I would like to talk with you about the reasons you stay with [Company Name] 
so I understand what I might be able to do to make this a great place to work 
for you. 

• I’d like to have an informal talk with you to find out how the job is going so I can 
do my best to support you as your manager, particularly with issues within my 
control. 

 

Questions 

The following are questions you may ask during a stay interview. You should have 
several open-ended questions on hand. It’s important to listen and gather ideas from 
the employee about how you and your organization can retain him or her. 

• What do you look forward to when you come to work each day? 

• What do you like most or least about working here? 

• What keeps you working here? 

• If you could change something about your job, what would that be? 

• What would make your job more satisfying? 

• How do you like to be recognized? 

• What talents are not being used in your current role? 

• What would you like to learn here? 

• What motivates (or demotivates) you? 

• What can I do to best support you? 

• What can I do more of or less of as your manager? 

• What might tempt you to leave? 
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Closing the Interview 

To close the stay interview, summarize the key reasons the employee gave for staying 
or potentially leaving the organization, and work with the employee to develop a stay 
plan. Be sure to end on a positive note. 

Examples of closing statements include: 

• Let me summarize what I heard you say about the reasons you stay at 
[Company Name] as well as reasons you might leave. Then, let’s develop a plan 
to make this a great place for you to work. 

• I appreciate you sharing your thoughts with me today. I am committed to doing 
what I can to make this a great place for you to work. 

 

Zero to One - Notes on Startups or How to Build the Future 
By Peter Thiel 

If you want to build a better future, you must believe in secrets. 

The great secret of our time is that there are still uncharted frontiers to explore and 
new inventions to create. In Zero to One, legendary entrepreneur and investor Peter 
Thiel shows how we can find singular ways to create those new things.  

Thiel begins with the contrarian premise that we live in an age of technological 
stagnation, even if we’re too distracted by shiny mobile devices to notice. Information 
technology has improved rapidly, but there is no reason why progress should be 
limited to computers or Silicon Valley. Progress can be achieved in any industry or 
area of business. It comes from the most important skill that every leader must master: 
learning to think for yourself. 

Doing what someone else already knows how to do takes the world from 1 to n, 
adding more of something familiar. But when you do something new, you go from 0 
to 1. The next Bill Gates will not build an operating system. The next Larry Page or 
Sergey Brin won’t make a search engine. Tomorrow’s champions will not win by 
competing ruthlessly in today’s marketplace. They will escape competition altogether, 
because their businesses will be unique.  

Zero to One presents at once an optimistic view of the future of progress in America 
and a new way of thinking about innovation: it starts by learning to ask the questions 
that lead you to find value in unexpected places. 
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Never Spit The Difference - Negotiating As If Your Life Depended On It 
By Chris Voss 

A former international hostage negotiator for the FBI offers a new, field-tested 
approach to high-stakes negotiations—whether in the boardroom or at home. 

After a stint policing the rough streets of Kansas City, Missouri, Chris Voss joined the 
FBI, where his career as a hostage negotiator brought him face-to-face with a range 
of criminals, including bank robbers and terrorists. Reaching the pinnacle of his 
profession, he became the FBI’s lead international kidnapping negotiator. Never 
Split the Difference takes you inside the world of high-stakes negotiations and into 
Voss’s head, revealing the skills that helped him and his colleagues succeed where it 
mattered most: saving lives. In this practical guide, he shares the nine effective 
principles—counterintuitive tactics and strategies—you too can use to become more 
persuasive in both your professional and personal life. 

Life is a series of negotiations you should be prepared for: buying a car, negotiating a 
salary, buying a home, renegotiating rent, deliberating with your partner. Taking 
emotional intelligence and intuition to the next level, Never Split the Difference gives 
you the competitive edge in any discussion. 

 

The Trusted Advisor 
by David Maister, Charles Green, Robert Galford 

Bestselling author David Maister teams up with Charles H. Green and Robert M. 
Galford to bring us the essential tool for all consultants, negotiators, and advisors. 
 
In today's fast-paced networked economy, professionals must work harder than ever 
to maintain and improve their business skills and knowledge. But technical mastery 
of one's discipline is not e nough, assert world-renowned professional advisors David 
H. Maister, Charles H. Green, and Robert M. Galford. The key to professional success, 
they argue, is the ability to earn the trust and confidence of clients. To demonstrate 
the paramount importance of trust, the authors use anecdotes, experiences, and 
examples -- successes and mistakes, their own and others' -- to great effect. The 
result is an immensely readable book that will be welcomed by the inexperienced 
advisor and the most seasoned expert alike. 
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Blue Ocean Strategy 
by: Renee Mauborgne, W. Chan Kim 

The global phenomenon that has sold 3.6 million copies, is published in a record-
breaking 44 languages and is a bestseller across five continents―now updated and 
expanded with new content. 

In this perennial bestseller, embraced by organizations and industries worldwide, 
globally preeminent management thinkers W. Chan Kim and Renée Mauborgne 
challenge everything you thought you knew about the requirements for strategic 
success. Recognized as one of the most iconic and impactful strategy books ever 
written, Blue Ocean Strategy, now updated with fresh content from the authors, 
argues that cutthroat competition results in nothing but a bloody red ocean of rivals 
fighting over a shrinking profit pool. Based on a study of 150 strategic moves 
(spanning more than 100 years across 30 industries), the authors argue that lasting 
success comes not from battling competitors but from creating “blue 
oceans”―untapped new market spaces ripe for growth. 

Blue Ocean Strategy presents a systematic approach to making the competition 
irrelevant and outlines principles and tools any organization can use to create and 
capture their own blue oceans. This expanded edition includes: 

• A new preface by the authors: Help! My Ocean Is Turning Red 

• Updates on all cases and examples in the book, bringing their stories up to the 
present time 

• Two new chapters and an expanded third one ― Alignment, Renewal, and Red 
Ocean Traps ― that address the most pressing questions readers have asked 
over the past 10 years 

A landmark work that upends traditional thinking about strategy, this bestselling book 
charts a bold new path to winning the future. Consider this your guide to creating 
uncontested market space―and making the competition irrelevant. 

To learn more about the power of blue ocean strategy, visit blueoceanstrategy.com. 
There you’ll find all the resources you need―from ideas in practice and cases from 
government and private industry, to teaching materials, mobile apps, real-time 
updates, and tips and tools to help you make your blue ocean journey a success. 
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The Effective Executive 
By: Peter F. Drucker 

What makes an effective executive?  

For decades Peter F. Drucker was widely regarded as "the dean of this country's 
business and management philosophers" (Wall Street Journal). In this concise and 
brilliant work, he looks to the most influential position in management - the executive.  

The measure of the executive, Drucker reminds us, is the ability to "get the right things 
done". This usually involves doing what other people have overlooked as well as 
avoiding what is unproductive. Intelligence, imagination, and knowledge may all be 
wasted in an executive job without the acquired habits of mind that mold them into 
results.  

Drucker identifies five practices essential to business effectiveness that can - and 
must - be mastered:  

• Managing time  

• Choosing what to contribute to the organization  

• Knowing where and how to mobilize strength for best effect  

• Setting the right priorities  

• Knitting all of them together with effective decision making  

Ranging across the annals of business and government, Drucker demonstrates the 
distinctive skill of the executive and offers fresh insights into old and seemingly 
obvious business situations.  

 

The Star Principal 
By: Richard Koch 

Richard Koch has made a career out of spotting ‘Star Businesses’ – and has made 
millions from them. By a ‘Star Business’ he means a new business that operates in a 
high-growth market and is a leader in that market. In his new book, the author of the 
worldwide bestseller The 80/20 Principle shows how you too can get rich from the 
‘Star Principle’. Chapters include: 1. So what exactly is a star business? 2. The art of 
creating stars 3. Benefit from somebody else’s star 4. Fake stars 5. The star takes off! 
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Richard Koch describes a paradigm shift in business, whereby intuition is more 
important than analysis, ideas and product trump strategy, and influence is superior 
to control. 
 
In this essential companion to his bestselling The 80/20 Principle - the radical power 
law that helped thousands of people achieve more by doing less - Koch illuminates 
92 other universal principles and laws to promote the science of success in an 
increasingly challenging business environment. 

 

First, Break All the Rules: What the World's Greatest Managers Do 
Differently 

By: Marcus Buckingham 

What separates the greatest managers from all the rest?  

They actually have vastly different styles and backgrounds. Yet despite their 
differences, great managers share one common trait: They don't hesitate to break 
virtually every rule held sacred by conventional wisdom. They don't believe that, with 
enough training, a person can achieve anything he sets his mind to. They don't try to 
help people overcome their weaknesses. And, yes, they even play favorites.  

In this longtime management bestseller, Gallup presents the remarkable findings of 
its massive in-depth study of great managers. Some were in leadership positions. 
Others were front-line supervisors. Some were in Fortune 500 companies; others were 
key players in small, entrepreneurial firms. Whatever their circumstances, the 
managers who ultimately became the focus of Gallup's research were those who 
excelled at turning each individual employee's talent into high performance.  

Gallup has found that the front-line manager is the key to attracting and retaining 
talented employees. This book explains how the best managers select an employee 
for talent rather than for skills or experience, set expectations, build on each person's 
unique strengths rather than trying to fix his or her weaknesses, and get the best 
performance out of their teams.  

And perhaps most important, Gallup's research produced the 12 simple statements 
that distinguish the strongest departments of a company from all the rest. First, Break 
All the Rules is the first book to present this essential measuring stick and to prove the 
link between employee opinions and productivity, profit, customer satisfaction and the 
rate of turnover.  
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First, Break All the Rules presents vital performance and career lessons for managers 
at every level - and best of all, shows you how to apply them to your own situation.  

Included with this re-release of First, Break All the Rules: updated meta-analytic 
research and access to the Clifton StrengthsFinder assessment, which reveals 
people's top themes of talent, and to Gallup's Q12 employee engagement survey, 
the most effective measure of employee engagement and its impact on business 
outcomes.  

 

They Ask, You Answer 
By: Marcus Sheridan 

A revolutionary marketing strategy proven to drive sales and growth 

They Ask You Answer is a straightforward guide to fixing your current marketing 
strategy. Regardless of your budget, you are almost certainly overspending on 
television, radio, and print ads, yet neglecting the number-one resource you have at 
your disposal: the Internet. Content marketing is no longer about keyword-stuffing 
and link-building; in fact, using those tactics today gets your page shuffled to the 
bottom of the heap. Quality content is the key to success, and you already have the 
ingredients in-house. This book shows you how to structure an effective content 
strategy using the same proven principles that have revolutionized marketing for all 
types of businesses, across industries. 

Author Marcus Sheridan's pool company struggled after the housing collapse; today, 
they're one of the largest pool installers in the U.S., turning away millions of dollars in 
business they simply cannot accommodate every year. How did he manage it? He 
answered questions. This book shows you how Marcus's strategy can work for your 
business, and how to use your keyboard to bring customers through the door. 

• Boost your company's web presence with methods that work 

• Build a level of trust that generates customer evangelism 

• Leverage your in-house resources to produce winning content 

• Utilize tactics that work, regardless of industry or sector 

When people have questions, they ask a search engine. If you have answers, the right 
content strategy will get them to the top of the search results and seen by millions of 
eyes every day. Drop the marketing-speak, stop "selling," and start answering. Be 
seen as an authority, not just another advertisement. They Ask You Answer describes 
a fresh approach to marketing and the beginning of big things for your business. 
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The Machine - A Radical Approach to the Design of the Sales Function 
By: Justin Roff-Marsh 

A silent revolution in sales 

In The Machine, Justin Roff-Marsh shows readers how to follow the intrepid 
executives on three continents who have implemented his ideas over the last 15 years, 
building ridiculously efficient sales functions--and market-dominating enterprises--as 
a consequence. 

Roff-Marsh calls these executives his silent revolutionaries. 

This revolution has been brewing for a long time. For the last 20 years, organizations' 
ability to produce has overtaken their ability to sell, and, for at least as long, customers 
have unfailingly embraced every opportunity to avoid interacting with traditional field 
salespeople. 

Applying the division of labor to sales might not seem controversial, but this innocent-
sounding idea decimates the sales management orthodoxy and replaces it with a 
strange new world where sales is primarily an inside activity, where salespeople earn 
fixed salaries and focus their attention exclusively on selling conversations, where 
regional sales offices become redundant, and where marketing and engineering 
become seamlessly integrated with sales. 

The Machine is a field guide for the executive who's prepared to wrestle sales away 
from autonomous field-based artisans in favor of a tightly synchronized team of 
specialists. Readers will embrace The Machine either to exploit the new sales order or 
to avoid falling victim to it. 
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Multipliers - How The Best Leaders Make Everyone Smarter 
By: Liz Wiseman 

A revised and updated edition of the acclaimed Wall Street Journal bestseller that 
explores why some leaders drain capability and intelligence from their teams while 
others amplify it to produce better results. 

We’ve all had experience with two dramatically different types of leaders. The first 
type drains intelligence, energy, and capability from the people around them and 
always needs to be the smartest person in the room. These are the idea killers, the 
energy sappers, the diminishers of talent and commitment. On the other side of the 
spectrum are leaders who use their intelligence to amplify the smarts and capabilities 
of the people around them. When these leaders walk into a room, light bulbs go off 
over people’s heads; ideas flow and problems get solved. These are the leaders who 
inspire employees to stretch themselves to deliver results that surpass expectations. 
These are the Multipliers. And the world needs more of them, especially now when 
leaders are expected to do more with less. 

In this engaging and highly practical book, leadership expert Liz Wiseman explores 
these two leadership styles, persuasively showing how Multipliers can have a 
resoundingly positive and profitable effect on organizations—getting more done with 
fewer resources, developing and attracting talent, and cultivating new ideas and 
energy to drive organizational change and innovation. 

In analyzing data from more than 150 leaders, Wiseman has identified five disciplines 
that distinguish Multipliers from Diminishers. These five disciplines are not based on 
innate talent; indeed, they are skills and practices that everyone can learn to use—
even lifelong and recalcitrant Diminishers. Lively, real-world case studies and 
practical tips and techniques bring to life each of these principles, showing you how 
to become a Multiplier too, whether you are a new or an experienced manager. This 
revered classic has been updated with new examples of Multipliers, as well as two 
new chapters one on accidental Diminishers, and one on how to deal with 
Diminishers. 

Just imagine what you could accomplish if you could harness all the energy and 
intelligence around you. Multipliers will show you how. 
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An Everyone Culture Becoming a Deliberately Developmental 
Organization 

By: Robert Kegan 

A Radical New Model for Unleashing Your Company’s Potential 

In most organizations nearly everyone is doing a second job no one is paying them 
for—namely, covering their weaknesses, trying to look their best, and managing other 
people’s impressions of them. There may be no greater waste of a company’s 
resources. The ultimate cost: neither the organization nor its people are able to realize 
their full potential. 

What if a company did everything in its power to create a culture in which everyone—
not just select “high potentials”—could overcome their own internal barriers to change 
and use errors and vulnerabilities as prime opportunities for personal and company 
growth? 

Robert Kegan and Lisa Lahey (and their collaborators) have found and studied such 
companies—Deliberately Developmental Organizations. A DDO is organized around 
the simple but radical conviction that organizations will best prosper when they are 
more deeply aligned with people’s strongest motive, which is to grow. This means 
going beyond consigning “people development” to high-potential programs, executive 
coaching, or once-a-year off-sites. It means fashioning an organizational culture in 
which support of people’s development is woven into the daily fabric of working life 
and the company’s regular operations, daily routines, and conversations. 

An Everyone Culture dives deep into the worlds of three leading companies that 
embody this breakthrough approach. It reveals the design principles, concrete 
practices, and underlying science at the heart of DDOs—from their disciplined 
approach to giving feedback, to how they use meetings, to the distinctive way that 
managers and leaders define their roles. The authors then show readers how to build 
this developmental culture in their own organizations. 

This book demonstrates a whole new way of being at work. It suggests that the 
culture you create is your strategy—and that the key to success is developing 
everyone. 

 

 

 



 

   

  

 

272 
 

The Brain Trust CEO Manual 

Rocket Fuel 
The One Essential Combination That Will Get You More of What You Want from 

Your Business 

By: Gino Wickman and Mark Winters 

Discover the vital relationship that will take your company from "What’s next?" to 
"We have liftoff!" 

Visionaries have groundbreaking ideas. Integrators make those ideas a reality. This 
explosive combination is the key to getting everything you want out of your business. 
It worked for Disney. It worked for McDonald’s. It worked for Ford. It can work for you. 

From the author of the bestselling Traction, Rocket Fuel details the integral roles of 
the Visionary and Integrator and explains how an effective relationship between the 
two can help your business thrive. Offering advice to help Visionary-minded and 
Integrator-minded individuals find one another, Rocket Fuel also features 
assessments so you’re able to determine whether you’re a Visionary or an Integrator. 

Without an Integrator, a Visionary is far less likely to succeed long-term ,and realize 
the company’s ultimate goals—likewise, with no Visionary, an Integrator can’t rise to 
his or her full potential. When these two people come together to share their natural 
talents and innate skill sets, it’s like rocket fuel—they have the power to reach new 
heights for virtually any company or organization. 

 

Extreme Ownership : How U.S. Navy SEALs Lead and Win 
By: Jocko Willink and Leif Babin 

Two U.S. Navy SEAL officers who led the most highly decorated special operations 
unit of the Iraq War demonstrate how to apply powerful leadership principles from 
the battlefield to business and life. Now with an excerpt from the authors' new book, 
THE DICHOTOMY OF LEADERSHIP. 

Combat, the most intense and dynamic environment imaginable, teaches the 
toughest leadership lessons, with absolutely everything at stake. Jocko Willink and 
Leif Babin learned this reality first-hand on the most violent and dangerous battlefield 
in Iraq. As leaders of SEAL Team Three’s Task Unit Bruiser, their mission was one 
many thought impossible: help U.S. forces secure Ramadi, a violent, insurgent-held 
city deemed “all but lost.”  
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In gripping, firsthand accounts of heroism, tragic loss, and hard-won victories, they 
learned that leadership?at every level?is the most important factor in whether a team 
succeeds or fails. 

Willink and Babin returned home from deployment and instituted SEAL leadership 
training to pass on their harsh lessons learned in combat to help forge the next 
generation of SEAL leaders. After leaving the SEAL Teams, they launched a company, 
Echelon Front, to teach those same leadership principles to leaders in businesses, 
companies, and organizations across the civilian sector. Since that time, they have 
trained countless leaders and worked with hundreds of companies in virtually every 
industry across the U.S. and internationally, teaching them how to develop their own 
high-performance teams and most effectively lead those teams to dominate their 
battlefields. 

Since it’s release in October 2015, Extreme Ownership has revolutionized leadership 
development and set a new standard for literature on the subject. Required reading 
for many of the most successful organizations, it has become an integral part of the 
official leadership training programs for scores of business teams, military units, and 
first responders. Detailing the mindset and principles that enable SEAL units to 
accomplish the most difficult combat missions, Extreme Ownership demonstrates 
how to apply them to any team or organization, in any leadership environment. A 
compelling narrative with powerful instruction and direct application, Extreme 
Ownership challenges leaders everywhere to fulfill their ultimate purpose: lead and 
win. 
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The Road Less Stupid 
By: Keith Cunningham 

Smart people do dumb things. Here's the proof: How much money would you have 
right now if I gave you the ability to unwind any three financial decisions you have 
ever made?  

Years ago, after suffering a humiliatingly large dumb tax, it dawned on me that I have 
a seemingly unlimited ability to hit unforced errors and sabotage my business and 
financial success.  

I suspect you do, too. It turns out that the key to getting rich (and staying that way) is 
to avoid doing stupid things. I don't need to do more smart things. I just need to make 
fewer dumb mistakes.  

The vast majority of our dumb tax is a direct result of emotional, overly optimistic and 
poorly thought out decisions. Every one of those three decisions you would love to 
unwind was an avoidable mistake. 

Thinking is critical to sustainable success in business; said another way, business is 
an intellectual sport. The principles and structure suggested in The Road Less Stupid 
will enable anyone, (regardless of the size of the business, the currency or the industry) 
to run their business more effectively, make more money, and dramatically increase 
the likelihood of keeping that money.  

It all hinges on Thinking Time. This is a business book for business readers who want 
to learn the principles and strategies of making great decisions and minimizing risk.  

The structure of Thinking Time will enable you to minimize reacting emotionally and 
defaulting to the most obvious "best idea" available in the moment. The series of short 
chapters and subsequent Thinking Time questions are designed to maximize clarity 
and create better choices... either of which will result in fewer stupid mistakes.  

This is the real "secret": The chance of success goes up when you think, plan, 
consistently execute the right things, and worry about the possibility of loss. Here it is 
on a bumper sticker:  

Operators react and sweat. Owners think and plan. 
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