Yanik Silver’s Maverick Business Adventures Hosts Aaron Ross & CEOFlow

Yanik:  Welcome guys.  So we’re going to keep this as a pretty informal conversation with Maverick members on the call and then if there’s too much background noise we’ll mute everyone.  If not just try and refrain from having anything ringing or beeping or any craziness in the background there.  And I think this is going to be a great call.  This is a friend of mine name Aaron Ross who I got introduced to via a mutual friend Tim Farris and Tim’s like you guys will definitely get along.  Aaron’s a big motocross guy and does a lot of interesting things.  And he also has a really remarkable history with what he did inside Salesforce, and Aaron I’ll let you talk about that in a second, and then he’s really come out with this new philosophy which really got me excited because it was pretty similar to what we talked about in the Maverick Core Philosophy of “Make More Money, Have More Fun, And Give More Back”.  And Aaron talks about combining your passion and then where money flows and then your purpose, and that’s what he calls CEO Flow.  And he has another program which is a lot of what we’re going to be talking about today which is turning the people that work with you and for you into mini CEOs essentially.  So Aaron, give us a little background on your story and then we’ll dig into this.

Aaron:  Yeah sure, thank you Yanik.  One thing I mean I’ve really enjoy doing just getting to know you and doing some of these calls because we do have such a line philosophies around life and work there’s a lot of great similarities, so much like the guys on the call.  Actually the company I have that is called PebbleStorm and it started out about three years ago after, as Yanik mentioned, working at Salesforce.com and a couple of other places.  So my background is now I was born in Silicon Valley, born and raised in the Briar Patch.  I went to Stanford, did investment banking and starting, actually dropped out of Stanford Business School to start an internet company.  I was CEO of that we raised $5 million dollars; I spent $5 million dollars…

Yanik:  All over the party.

Aaron:  Yeah.  Shut down the company and to that process of being a CEO learned a few things around what really worked with being a CEO and what I wanted and also a lot of stuff that didn’t work, which I’ll get into both around how to treat employees.  But one of the things I did learn was I really wanted to know myself how to build a sales organization and how to sell.  And that sort of lead me after being CEO of this company Lease Exchange, which was an online marketplace for equipment leasing lead me to go to Salesforce.com.

So I assume most of the guys on here, most of the people have heard of Salesforce.com at this point it’s a billion dollar software company.  And I started there in 2002, there’s about a little over 150 people there and I helped them build their side sales organization and including created a sales processing team and that’s an inside team that did all the sort of outbound telemarketing sales lead generation into the Fortune 10,000 market and its inside team of process called it Cold Calling 2.0 because there was no cold calling involved even though it targeted new accounts it helped to add $100 million dollars to Salesforce.com’s revenue in the first few years.

So through that process of creating a sales process, learning how to build a sales machine, and then creating this big part of the success of the sales organization was the fact I designed it to be self-managing and to be predictable so it wasn’t dependent on me.  So I created a culture really where my salespeople were these, now I look back because I wasn’t calling them Mini CEOs at that point, but there were just empowered Mini CEOs who were still running their businesses.  And the team itself had this self-managing system and team so that I could go away for 10 days a couple of weeks and come back and get the sales profits and all the results would be higher it really would be nothing for me to do.  So I mean I could step away, if I was hit by a bus it wouldn’t have affected the team at all.  And consequently I was able to be promoted into other parts of the company and once I left the team the results just kept coming.

So at Salesforce.com, and I was there for four years total from 2002 to 2006, it was sort of this place where I incubated this proxy of how can I make money, make a big difference at this company, first I make money but also not get trapped by my work?  How can I create this team and this organization that would create predictable revenue but without me having to be there all the time constantly paying attention to things?

So 2006 I left Salesforce.com and spent a year at a venture capital firm in Silicon Valley called Alloy Adventures where literally my job was to, it’s called EIR Entrepreneur in Residence, and my job was to figure out what I wanted to do next.  And spending some time looking at, because my plan was to start a software company and raise venture and be a CEO and yada, yada, yada, and then after a few months I realized and I really stepped back and reflected on what I wanted to do it’s like I really don’t want to do any of that.  I don’t want to raise money I don’t want to be a CEO and a Silicon Valley model, which typically means being stressed out for three to seven years while you’re working on growing a company into an exit.  I didn’t want to be trapped by my company.  What I wanted was to be able to work on what I want, when I want, from where I want with who I want.  I wanted to be able just to create interesting things with people I liked and respected and trusted and I want to be able to help other people do that to.  And so that crystallized into this new company PebbleStorm in which CEO Flow is part of that and the mission there is to help 100 million people make money through enjoyment.

So this is the big picture and this is where it sort of leads into this specific case of CEOs but the big picture is it’s really helping people whether it’s employees or CEOs make as much money as you authentically want, align your work what you do for work with what you want from life, your values and passions.  If ensuring that what your work does it fulfills you and actually makes a difference in the world and to others and knowing, especially the CEO which can be very stressful, just ensuring that you can have the peace of mind and freedom that comes with having all the support you want from people you trust and respect, especially your employees.  So this is the vision, again the vision for work which is work doesn’t - changing from this old model of how work is work, it’s hard, I got to work really hard, it’s got to be stressful, it’s this thing I have to do on one hand so I can actually enjoy my life on the other into sort of changing from that into this idea that, wow work can be a really fun and enjoyable and I can make money at it at the same time if I design it to be that way.

I mean this is why as you can probably start to hear I so appreciate what Yanik is doing as well and other people who are really helping lead the way in creating a new vision.  I mean not just for in small for a few people but really holding up this example on a new vision on how work can be for everybody for anyone who chooses to have it this way, which is work actually adds value to my life and enjoy it beyond money.  I’m happier doing work, I make more money at it and I’m making a bigger difference.  So I think Yanik was it you, make more money, have more fun, get more back.

Yanik:  Yeah.

Aaron:  Yeah.

Yanik:  Alright so let’s dig in a little big, let’s get your definition of what a mini CEO is and why that’s important?

Aaron:  Yeah so CEO Flow is the specific part of PebbleStorm. CEO Flow is just for CEOs which is a special case.  Now having been a CEO before and one now I mean a CEO of a venture backed company and now one of my own company we have no peer in the company.  It often can be and often is the loneliest job in a company.  And I mean this tendency for us to take on all or most of the responsibility.  And so in terms of defining what a mini CEO is in a company it’s this idea that instead of, I would say hogging all the responsibility you start to really…it’s beyond empowering your employees it’s actually empowering them but letting them co-create, like helping you create the vision for the company, helping you actually create, they’re creating things with you including the vision and the operations and the results because they’re empowered.

Yanik:  You have a good illustration on your site and I don’t know if we sent this to people our members or not, but at www.ceoflow.com.

Aaron:  Yeah.

Yanik:  And I don’t know if it’s on the main page or not but it has the model.

Aaron:  Yeah it’s the main logo out there.

Yanik:  Is it the one where that the typical top down sort of representation versus the green circle of the flow.

Aaron:  Yeah it’s like if, so for people who can go to www.ceoflow.com there’s a red triangle and then there’s the green and blue circle.  And I’ll describe it if you’re not at a computer go to www.ceoflow.com it’s in the top left.  But conceptually if you think about conventional management it’s I’m a CEO and I’m telling people what to do I’m pushing them to do things.  So I start to make this thing…I distinguish push management from pull management.  So this left side I think of it in triangle where the CEOs at the top of a triangle and there’s arrows pushing down on everybody in this command and control hierarchy.  I’m telling everyone what to do, I’m pushing what to do, and it’s usually a pain in the ass both for the people who are getting pushed and for the CEO or leader, and this actually applies to anyone with employees.

So my vision, and it’s not that that’s bad, but what I would say for both myself and anyone else is that “Well if that’s not what you enjoy, if you actually want to create an environment where think of a circle and the CEO’s at the middle of the circle and things are flowing around you you’re not pushing everybody to do it you’re creating a space and you’re more of a catalyst for everything to work while you’re the hub.  And in that case that’s the - so again the image for those of you who can’t see it - it’s like a circle, the CEOs at the middle and there’s in this case it’s like green and blue actually circling around you.  Alright so it’s really taking, instead of carrying the world on your shoulders like the atlas shrug model, it’s distributing the responsibility where as a group you and your employees sort of co-creating and running the company together.  It’s more like being a peer and it’s a lot less lonely but more about creating a true teamwork environment so that ultimately it’s about how do you create results in a company, revenue impact without the company being dependent on you?

Yanik:  Right.

Aaron:  You have the peace of mind and freedom for yourself but your company won’t fail, not only won’t fail if you’re not around but it’ll actually be more successful once you’re not the bottleneck in it.

Yanik:  Yeah.  There’s many times lots of CEOs become the chip point everything goes through us…

Aaron:  Yeah.

Yanik:  … and that’s a poor place to be.  So I guess is it a matter of setting that up from the beginning?  Most of us already I mean the people that you’re talking to here already have successful businesses and many times maybe we are a chip point in a lot of things.  How do we move from that sort of structure to a little bit more of empowering, it’s not even empowering really, it’s creating like you said “Mini CEOs?”

Aaron:  Yeah and I think there’s - you can start no matter where you are you can begin doing this and that’s why I’ve got really - well even myself I practice myself I have my first full-time - so Sandy who’s on the call I’ve two employees, one of which is an assistant but the other, which is really my first real mini CEO.  But again I’ve got my ideal clients typically companies with less than a couple of hundred employees.  And at that point you cans still do it, it just takes a little bit longer because a lot of this is about changing people’s habits and habits change people, it just takes time to change habits.  But the place to start is it always begins with the CEO yourself.  It begins for the CEO, what do you individually want from life and work?

So whether that’s Yanik, what do you as a person want?  And this is why you’re a such a great example for people whether it’s Maverick or others because you’ve really with MBA gone through this process with, you took a blank sheet of paper, created that vision for yourself and now you’re bringing people into it.  For other people the thought to create a company of the CEO and then we sort of end up oh we’ve got this company that’s making money but it’s not really what I wanted from life.  Even if you have a company that’s no matter where you are it’s never too late to create that vision for what you want from your life and then start there as an individual and then start to then take that and say “How can this company in bringing in your employees how can we create a vision where the CEO you get what you want and they also get what they want?”

Yanik:  And do you have any examples of people that have gone through that process that would kind of give a little more meat on the bone here on this one?

Aaron:  Yeah.  Well actually I’ll go back - to me Salesforce.com is something because that was a sport three year.  So again this doesn’t have to be…because that’s a good example of where it’s a pretty nuts and bolts company, selling Salesforce.com automation.  It’s not a dream business which is, hey if we take a blank sheet of paper and create it.  It’s like this we have an operating business we’re selling shit…

Yanik:  Right.

Aaron:  … and let’s make, it’s really the objective of the companies to make more money because they have shareholders so in that sort of more conventional environment.  So there was starting with me as sort of the CEO of the group of the sales organization of the part of that that I was running created a vision for I’m just using a couple of simple examples.  One point was I didn’t want my team to be dependent on me.  And the second one was I wanted to create predictable results the CEO and the executive team would or shareholder that would create predictable revenue.  So in those two instances that vision, especially the part that was very different things like Salesforce is creating a team that’s not dependent on me because we’re just so used to in our culture to, I call it self-sacrificing.  So it’s sort of the workaholism culture.  It doesn’t really matter on the effect on my health or my happiness I’m just going to plug hours into this and kick other people’s assess in kick my ass to get this result.

And I’d just gotten to the point after I was at that age where it was like it was not worth it.  I can actually become more successful because my team would be more successful if it’s not dependent upon me.  So in that case having that vision for myself and then with the team just being open with that thing I want to create this team and these processes so that you guys don’t need me.  So what conditions would have to exist for us as a team to create these, sort of this amount of predictable revenue this year, while I don’t need to be - no it’s very clear.  Well it’s nice to have me around but you don’t need me here.

Yanik:  Now was that a discussion that you had when you setup the parameters with the entire team or is that literally just a thought process that you went through.

Aaron:  Well first it was a thought process but then that’s the discussion that I’ve had with them.  And part of it was also not just there’s this bouncing and being selfish because in a CEO you need to be more selfish than you’ve ever been in one respect which is if you’re not taking care of yourself, whether its health, clarity, centeredness, happiness and stamina ultimately your company will suffer.  So for myself it seemed that with this team you guys will be more successful if we can create a process where I can be more of a coach and you don’t need me you’ll actually be forced to be more successful on your own.  So I was framed both in a sense that it would benefit me but also in ways that it would benefit them.

So for employees, employees don’t want to be micromanaged they want to be able to do their job and should be and not have to be sort of looked over.  You don’t want to have total…they don’t want the CEO to be missing in action.  If they don’t give me any direction I don’t know what to do, they’re not around, they don’t want that they want clarity, they want support, they want empowerment.  So it’s balanced between if I’m an employee I know that we have a common vision, I know what you want, you’ve set clear boundaries and now I can just go off and do it myself, whatever needs to be done.  So this is again is this balance between getting a clear vision for what you want as a CEO and with the employees creating a joint vision for how everyone wins that way.  So again, at Salesforce, even a conventional business like Salesforce which is a very do it, top down, here’s the directive from the CEO just do it, sort of culture.

Yanik:  Was that a question or is that someone just chiming in?

Shelby:  Am I allowed to ask questions?

Yanik:  Yeah absolutely.

Shelby:  Okay.  In fact I didn’t even know what the Mastermind I was walking into here in the queue of my text until I got here.

Yanik:  Who is this by the way?

Shelby:  This is Shelby Larson from the Content Diva.

Yanik:  Hi.

Shelby:  Hi.  And I was a few minutes late because I didn’t know quite what was coming to my phone, but I’m really enjoying the speaking that’s going on.  I’m not even sure who you are so.  I have a question for you though.  Are your - so I have a company that has about 300 employees but they’re all work from home employees.  And mostly all over the United States, although I do have a couple of teams overseas, and I would say about Year 1 I had 15 employees and I did the exact thing you talked about where I almost ran my company in the ground because I was doing everything myself.

Aaron:  Sure.

Shelby:  And then I’ve been self-learning how to like as you’re saying become the CEO.  So have you had experience helping people where it’s a little bit of a disconnect because you’re not in an office together, you know what I mean, you’re all over the country with different responsibilities and some even overseas?  Have you had experiences trying to put your philosophies into a model like that?

Aaron:  Yeah well actually I’m doing it - I’ve done it both with my current business as well back at Salesforce because we had people from my team scattered around the world.  The clients I work with tend to have a central headquarters and there are remote people whether it’s sales people or others.  So how many people at your headquarters just a…?

Shelby:  We don’t.

Aaron:  Nobody.

Shelby:  Every single person in our company is 1099 and then…

Aaron:  Yeah.  This is good and bad.  I mean there is great things about having people in a physical location…

Shelby:  So I would say Washington would be our headquarters.  My business partner is here and my Executive Assistant is here maybe.

Aaron:  Yeah.  So just whether it’s you or any company the biggest, the most important thing or one of the key top things is just clarity.  So both at the individual level from what you want as well as, and this is sort of the typical goals, goals and values and DNA and projects and everything for the company.  So it just means that you’re bar for clarity is going to be higher because you can’t see or interact unless you’re with people in person.  And clarity beyond, I mean there’s a typical planning process for companies which is, okay what are the financial goals?  So let’s assume that you go through that process and what are some, let’s call them milestones, but I’m talking to about - and actually Yanik I got to say I’ve really been enjoying the last bunch of posts you’ve been doing and people on the call if you haven’t gone to look at Yanik’s post on the - was it your 2020 Plan where you put up the Maverick Business Adventures MBA Vision.

Yanik:  Right.

Aaron:  Like that’s just a great example of its clarity beyond financial goals, clarity into, hey what’s our culture, what’s our values?  How should people - and I’m not just extending it to - what kinds of people should we hire?  How should they treat clients?  It’s just clarity, the more clarity you have the easier it is for employees to both get into sort of be hired, adapt and then execute, do things on behalf without needing as much direction.  And I think that Nordstrom has that classic around the entire Customer Service Manual which boils down to an index card which was use your best judgment.

Yanik:  Right.

Aaron:  That’s a very simple rule which people, if you hire the right people, you can have great results.  So in your case - I’m sorry I didn’t catch your name by the way.

Shelby:  Oh Shelby Larson.

Aaron:  Shelby.  This is I would say the challenge for you again going beyond just financial goals and into all these other both fuzzier goals and having a regular drumbeat of communication, as much transparency as you can handle as you’re willing to do and plus a little more with your company.  So whether it’s a monthly - one of the things I always again for anyone on the call, and especially you Shelby because the nature of your business, transparency is probably the easiest and most effective place that you can start.  So transparency with everyone, again this is where Yanik has a great example, like what’s the vision for the company?  What are the goals for this year?  Starting to open your books up to people even as much as - again I would say as much as you’re comfortable trust a little bit past where you’re comfortable, so it doesn’t have to mean total financial openness but stretch. The clearer in that like you can make the vision of where you’re going but then update people on how the progress is coming the easier it’ll be to turn people, whether it’s a 1099, remote employee or an internal headquarters person into a mini CEO.

Shelby:  I appreciate it thank you.

Aaron:  Yeah.  The best rallying cry, if I could leave you with one thing from this call it would be use the rallying cry of no surprises because that would encourage you and your people to create a culture of transparency because clients hate surprises, employees hate surprises, CEOs hate surprises.

Yanik:  Unless they’re good surprises.

Aaron:  Yeah.  Well right but those are usually infrequent in companies.

Yanik:  Far and few between I suppose.

Aaron:  Yeah few and far between.

Yanik:  Yeah.

Robert:  This is Robert and I have a quick question for you too.

Aaron:  Sure.

Robert:  Ironically our backgrounds are very similar.  I was a venture backed CEO and HBS dropout and then went off and did it own my home.  Now in terms of, and I love your message in terms of empowerment and transparency.  And in terms of a high level manager or someone that has P&L over a division that’s an area where our company excels.  On the lower level employees, kind of the hourly, the people that judge it on input as opposed to output or throughput that is where I have the biggest challenges.  What would you recommend with the, kind of the lower sub 50,000 type employees in order to have them buy-in and really feel empowered?

Aaron:  Well I think first it’s the vision is not every single employee has to either enjoy their work or feel empowered.  So I think it’s doing the best you can and in that case.  Ultimately a lot of employees just feeling respected and part of the vision and included can be a huge impact on their attitude and sort of approach and their willingness to contribute.  So again I’m going to go back to sharing the goals of the company, sharing transparent, regular updates with people, listening to people, there’s some of those basics.  So I’d start with those basic principles and then ultimately there’s, not every employee is going to be one who’s going to - there’s different levels.  Some employees are going to be ones which you develop them and they’re actually going to come back and bring in new ideas to add revenue or improve customer service to the company.

Robert:  Right.

Aaron:  Not everyone’s going to do that.  And there should be some that we put in the right environment they’ll be able to just operate on their own and just do great work.  And that’s, there’s A’s and there’s B’s and then there’s C’s where people either they’re not contributing or they become trained you seem to find ways to help them exit.  So I think with, you mentioned the sub 50,000 being okay with if only 10%, 20%, 30% become ones that go above and beyond and add extra ideas in that’s okay and if 50%, 60%, 70% just do great work that’s what you can ask.  The biggest drag is ones that actively bring in negative energy into the company or share that with employees, either other employees or with customers.

Robert:  Absolutely.  And the cancer, that’s not really the issues that we have is when you take it down to, especially your remote employees, and you get below kind of the traditional M or D Level of a company you get into the people that, the high level individual contributors.  But you’re sometimes the traditional tools of key performance indicators and how to move somebody forward that is an area that is constantly coming up.

Aaron:  Well, I mean did you have like a more specific question or example that would?

Robert:  Yeah.  For example, I have a gal in customer service that’s fairly autonomous and it’s great because she makes a lot of problems go away and a lot of problems are invisible to me.  I certainly appreciate that when we bring everybody onboard she has a difficult time seeing how her piece fits into the puzzle, even though customer support and a customer center company is fairly, it seems fairly obvious from my perspective.  But consistently it’s hard because she, again I think she’s very input oriented as oppose to output oriented.  I put in eight hours, I put in nine hours, how many tickets did we clear out, how big is the queue and what does that look like.

Aaron:  Sure.  And what is it that you want from her, like what’s the - how would you frame the challenge?

Robert:  The challenge is to - going back to the nurturing model making sure that we consistently under promise and over deliver to customer’s expectations.

Aaron:  Sure.  Okay.  Because I think this is a great example of just, I guess a general example for the call in people.  You’ve got someone like a line worker who’s measured on pretty standard bolts in and nuts out and generally that job can be pretty tough like a sales job it’s sort of the smile and dial, or in this case the deal with can be harsh customers, maybe not your company, maybe it is, but it’s not always a very thankful - what’s the opposite of thankless - it’s not often a very fun job.  So…

Robert:  No.

Aaron:  You know in this case part of this is where you are as making the best of what the job is while creating a vision.  Let me give you some specific examples of what I would look at.  So one is if you’re measuring her, if the metrics that are in front of you and she’s measuring and you’re measuring all the time those are going to be what you guys pay attention to and what she’s going to be - you get more of what you measure.

Robert:  Yep.

Aaron:  Alright.  So do you need a different kind of an additional or a different kind of measurement such as some sort of satisfaction measurement?  The one place is just like how are you measuring and also how present are you in measuring it?  Where if it’s in sales or in support if you’re looking at metrics and there’s dashboards everyday that could be okay in one company where you’re not so focused on the metric all the time, it’s sort of if the manager treats them as useful metrics but they don’t manage by metric.

Robert:  Yep.

Aaron:  Okay.  But in another culture where everything’s about the metric and I don’t care who you are if the metrics are off and there’s a problem…

Robert:  Right.

Aaron:  So that’ll be one place of just how you’re using metrics with her.  Another is what about either not - a little more version could be to start to rotate people from customer service to other parts of the company, or at least do internships, or at least expose them to other functions.  So whether that’s like a two hour block here or a day block there or it could be an offsite or some other functions where they’re it’s not just at lunch but they’re actually either sitting with other functions or they’re in a workshop or they can really get out of their day job field and get into some other place where they can start to feel what the other parts of the company are like.  The more - and this is true whether it’s customer support or sales the better, even a line understands how the rest of the company works and more that at a flow chart on paper level but actually talking to other employees and actually talking to the customers the easier it is for them to see how their piece fits, and actually the more empowered they are to make a difference with that person.  So I would, in fact whenever - I do sales reporting as well based on my Salesforce.com experience and I always, I try to get clients, I’m not always successful but new sales people who are hired should spend a bunch of time in the account management or customer support functions before they get moved into sales.

Robert:  Absolutely.

Aaron:  And I would say if I were her I’d have her - I’d look at how you can rotate her or either a person longer term or part time or hourly work in some other functions.

Sandy:  And if I could through in a suggestion, this is Sandy I’m Aaron’s partner, and my background is in retail business-to-business retail sells in management and one of the things that I’ve done that was one of the most effective things I’ve ever done with a customer service person is to take our head of customer service and send her to our top client for a week to work with her counterpart there.  And there’s always this kind of - there’s always this us and them mentality that sometimes go on in those roles and it was amazing.  Once she had sat with her counterpart in her office and seen things from the perspective of the counterpart she came back with all kinds of suggestions as to how she can do her job better to better serve the client.  And then we did an exchange where the customer service person from the client came and sat at Sue’s desk for a week and it was one of the best things I’ve ever done.

Aaron:  Yeah and that’s a great idea.  So let me give a fourth point and then I’ll do the summary.  This fourth thing is that we sort of mentioned here, the fourth one is spending some time with her on, and again whether you’ve done this or not, on her personal and career goals.  She is, again this is when a customer support person a VP of Marketing the CEO you need to have the attitude that you’re working for your people as people and the more that you really internalize that attitude that you’re working for them that you want them as a human, as a whole human both within the job and outside the job to be successful the more that they’re going to want to return that energy and make you successful and the company successful.

So for her it’s like what are her life goals of which some of those include work goals and really actually working towards helping her achieve those on a - and this is where you can be realistic about how long that’s going to take and if she wants to be a manager or some other big shift in three months let’s work out a joint plan that makes sense for both you and us.  But really having that attitude is not an obligatory, hey let’s do the checkmark, alright, personal assessment or annual review done, check.  It’s like I really care about you, I want you to be successful how can I as a manager or CEO help you do that both in this job and as a person?

So these are the four points like one was just looking at how you use metrics.  Are they a blunt club or are they really being helpful?  Second is being transparent with the goals of the company, updates of the company and how that person sort of fits in and feels part of it.  The third is sort of this rotation whether it’s within a company or at that same idea around to like a customer.  Giving them direct experience or exposure to other parts of the business is the third one.  And the fourth is this really having an attitude that you as the manager or CEO is working for the success of your people rather than thinking and feeling that your people are really just working for you.

Robert:  I like that from a reciprocity standpoint.

Aaron:  Yeah reciprocity.

Robert:  Where you start to get that energy or exchange going both ways and this has been very helpful.  Thank you.

Aaron:  Yeah, happy to.

Yanik:  So Aaron I’ll throw you a curve ball here.  Have you read the new book by Daniel Pink “Drive”?

Aaron:  No.

Yanik:  Yeah, well never mind then.  But I’ll give you the finer points and then I’ll ask your opinion on it because when you were managing your team which is sales teams they’re highly motivated by commissions by earning income.  Obviously different people are motivated by different things and in, actually Daniel Pink’s book “Drive” he talks about the fact that most bonuses, most carrots are unmotivating after a very short time and what really motivates people are where they have the opportunity for either being part of the bigger vision that they have it automated, they have respect that there’s, a couple of different aspects of it which really aren’t centered around finances at all.  How does the mini CEO aspect…will it work across the spectrum of motivations?

Aaron:  Yeah I think that’s a great example.  I really like sales for two reasons.  This in general, for example, one is because I have a lot of experience with it.  But two, yeah, because money the conventional wisdom is that money is so important any sells.  And so this goes back to money is important but you want to begin with, okay, the CEO what kinds of people, what do you want for yourself?  What does your company look like and who are you going to hire?  And even the best salespeople are ones where, yeah money is important.  And I would describe this as any employee I mean money should be important, if money is important to you at your company, which I hope it is you actually need to be profitable, then money should be important to all your employees.  And part of the transparency and no surprises should be even helping educate your employees on how to account, I would call it simplified accounting.  How accounting works and what does being profitable mean so they know how to either help you make more money or save more money.

And in sales you want salespeople that primarily they’ll want to develop themselves and be a good person and make a difference and learn and excel.  And then part of that is money but it’s probably the third or fourth, if you listed the Top 5 Reasons they want to be in sells with your company is very important but its third or fourth.  And integrity is more important, self-development and contribution is more important, making a difference is more important, helping others within the company is more important.

Yanik:  Okay.

Aaron:  So basic answer is it depends on who you hire.

Yanik:  And then how do you figure out who their motivation or what…you just listed off a couple of line items there, where do you figure out that part in the interview process?

Aaron:  Well I think you ask them how important.  I mean you basically just ask them is part of it.  And two things that you…like interviewing process should you look through resumes and then you should spend more time interviewing and then you do even if you’re a fast growth company.  So having them come in and meet one or two people first and then having to come back and actually spend a bunch of time with the team so people can get a feel fit for, hey does this new person’s value fit with the company culture including their - sells is a special example.  Are they going to do something in sells to close a deal or to contract or say something which is going to - they have to make a choice between integrity of their own purpose and the goals of the company versus them closing a deal.  Are they going to choose integrity or are they going to choose the quick money?

Yanik:  Right.

Aaron:  And even through the CEO and this is something where the CEO has to set the example, the CEO is the pebble in the pond where everything comes back to the CEO.  In fact in my premise and I actually, I have some sketches around this, but my premise is not proven by intuition would say that companies have personalities just like people.  You could have a sociopathic company since we talked to someone in sells and it’s a vastly different kind of tone or conversation in someone in support like there’s no brand consistency.  Live issues that a company would come back and probably urge with issues or positive parts would come back to what the founder’s personality is like.  So going back to a situation where a salesperson is deciding, hey do I choose to wait on the field and there’s a choice to do something out of integrity do the right thing which might be to wait on the deal or tell the customer something that might put the deal at risk but it’s like the unhonest truth around, hey the product’s not ready or do I choose to make money now and worry about consequences later and that salesperson in general follow whatever the CEOs lead is.

Yanik:  That’s a great point.  Yeah I definitely see that reflection in a lot of people’s companies.

Aaron:  Yeah.  So we make the connection which it goes back to why it’s why it’s so important for the CEO to be clear to be fulfilled, satisfied, happy, inspired, because they’re setting the tone for the rest of the company.

Yanik:  Let’s talk about culture a little bit because it’s something interesting that if we’d had this conversation, I don’t know two years ago, three years ago really.  I would have thought cultures is kind of a bunch of bullshit and only big companies really talk about it and it doesn’t really matter, and having spent a lot of time with Tony Shay at Petro Solar who’s huge, huge, culture guy and a couple of other things that have come about that evolve.  It’s almost like that saying when the student is ready the teacher will tear kind of thing and now I’m a huge believer in culture.  And as we’re slowly growing our organization is actually the very first thing that we start looking at it it’s a culture fit and by identifying our culture.  So you have this notion of charging up a culture or getting increase the magnetism of a company and the new recruits.  You want to talk about that a little bit.

Aaron:  Yeah well this is something we, again Sandy who is a partner of mine, one of the clients, a recent client I think is the best example, but one of their challenges is recruiting the people that they want.  And they actually, unlike Shelby, they have an office it’s more of a software company, they have an office here in Los Angeles and it’s pretty typical.  For some reason most software companies, yeah I know that there’s images of Google, but most founder run organic - actually most software companies you walk into and it’s sort of like a gray, it’s like an office and there’s a coffee machine there and there’s maybe like a bean bag and a picture on the wall, but there’s really not much personality there.  You might meet the founder and he’s like an outgoing guy, but again we want to design the founder out of being a dependency in either recruiting or sells or anything.

And so in this case the CEO and their team really wanted to have…they wanted their employees to be more inspired and to ramp up the energy.  And so this is an example where even what we’re doing is we’re helping them just put in some simple…design some simple office changes for some more color and to make it a little bit more fun as well as to do a couple of outside events like team building adventures just to get the energy moving and flowing because they want people, they want recruits.  Especially engineering recruits, but in this company’s case to walk in and actually feel like hey, there’s an energy here that’s interesting and it’s attractive rather than being, like you’re walking into a doctor’s office.

So I think there’s small things you can do what even add some color, some toys, having people, the way you layout the physical environment can be very important to your office.  And then whether it’s a Friday Beer Bash doing things where you’re getting employees together in small groups or bigger groups just to have fun and get to know each other can be another way to just sort of get some of the energy flowing within the company.

Yanik:  What do you think for virtual companies?

Aaron:  What do you think for what kind of companies?

Yanik:  Virtual companies.

Aaron:  Virtual that’s a good question.

Yanik:  It seems like more and more companies are kind of going that way, at least part of the way there.  And yeah Shelby talked about how many she has there and we’re a totally virtual company.  I know more and more of my friends are virtual.

Shelby:  I can tell you what we’ve done.  I mean am I limited try to figure it out on my way down experience.  We will do really kind of contest, fun contest to win things and we try to have regular webinars and kind of fun interaction with this job, because I found that about a year or two that I have this really large staff now and I was no longer a part of it.  In the beginning I was really a part of it and so they kind of are scared of me.  Instead of me being this person who’s the leader of the company they were intimidated by me.  It seemed like the only time they got an email from me if something was wrong because if it was running great, great.  And so I had to run the contest effort to be a positive influence when things weren’t wrong just to be, hey you’re doing great.  Hey let’s do this really fun competition.

Yanik:  Yeah exactly.

Shelby:  All you do is train these what we’re doing, and again I’m so seriously the person who’s figuring this out on the way down.  But as far as my experience in the virtual even trying to implement teambuilding things and they also have one or two staff party and if they can make it, they can make it, and if not I send them something.  So that’s kind of - I don’t know if that’s good advice or not.

Yanik:  Yeah definitely.  All of it is.

Aaron:  I think too this combination of its fun and contest and things I think which is great and compliment to it’s - I can’t remember the term I think it’s these hygiene factors which is are people making?  I’m going to go back to transparency doing a sort of transparency of the company with them.  And then even if whether it’s the physical culture charge or a contest is an enhancement, it’s not a good replacement for dismissing the fundamentals.  I like the contest idea.  I also think that I mean just encouraging so tempting to be so based on email and chat, especially when you’re really busy an employee’s busy or a company’s really busy people tend to put aside or de-prioritize this human contact whether it’s even by phone.

So finding more ways to encourage people to just to have again by phone a voice connection or for you, Shelby is there a way to do like an annual, you can do something like an annual, not conference I guess, but employee get together of some sort.

Shelby:  Yeah we have a staff party.  I was doing it in the holidays but I found the holiday was so crazy so now we’re moving it to summers.  And so it’s kind of neat, people come from out of state when they can and it’s a lot of chat about it then we send the people that couldn’t come something.  And we’re just starting, this is our second year doing that and we’re in our fourth year, but people really want to go to those.  And I’m trying to think of better ways to make it available.

Aaron:  Yeah.  And sort of try to move away from the - I’m going to go back to the sells example which is, well sometimes when there’s a big retreat that’s a very exclusive hey only the top few people can come.  And really which creates a culture of more hey, there’s like the special group and there’s everyone else who is not special.  By trying to find ways, even with my company because we have a lot of clients around the world and we want to give them the same experience - I’m a very in person, I really believe now that it is electronics to become more present.  The in person connection getting together in person is so important, at least once every year or six months.  And so with CEO Flow and PebbleStorm even for clients who can’t make like a big Los Angeles event it’s - I have some clients in Copenhagen and Brussels will give them the templates for like a fun community event so they can at least have the instructions if they want to get together with some people who are near them, even if they’re not part of the same I would say company or culture.  Just to kind of get out of your chair…

Yanik:  Yeah.

Aaron:  … and go meet with people even if it’s just so easy to get in your cave and work now.

Shelby:  I think it’s best to have virtual staff, for instance if I travel around the country speaking while I’m in a different city and maybe have little micro gatherings for those…

Aaron:  Yeah.

Shelby:  Yeah.

Aaron:  Yeah or if you have concentrations of people in different places where you have sort of like a local meet-up.  And this is where you have to pay attention to how much you can financially sponsor something to make it easier to feed something whether you have maybe help to put the money in or maybe you don’t you could just give them the, if you just create the meet-up or give them the idea or the template to do it they can do it on their own.  This is where your people - I’m going to give you one other idea in general which is this meeting of the minds.  Having some format it’s trickier, it depends on the company as to how you want to do this but if it’s a company in one place you could have like a Monday meeting or every two weeks which is okay everyone - conceptually it’s what are the things that as a group - what are the ideas we want to improve with the company there’s one part.  And the second part is, okay, so what are the different things we want to improve.  The second part is whose ideas, like what are the ideas we can do to improve them?  And just sort of start to tap, create a space and tap the group mind that’s in your company.  I mean when you have 300 people I guarantee you there’s going to be people who have a lot of great ideas better than I have for you and better than you have.

[Crosstalk]

Sandy:  One of the ideas that I’ve done, this is Sandy again, because I’ve worked with having been a retailer the same thing where usually I’ve got direct reports all around the country.  And usually I’ve been reporting to someone in Europe.  One of the things that I love to do is kind of like little impromptu field trips with my office staff and so one of the things that I did once was the staff loved was an impromptu photo safari.  So it was like a treasure hunt but it was a photo safari so we said “Okay, starting at this hour everybody’s going to leave the office for three hours and this is the list of things you got to photograph.”  So we have people in different cities running around kind of having their own experience but all doing it at the same time and then coming back and uploading their pictures and we scored them and gave prices to the winners.

Aaron:  By the way, Sandy was CEO of Sergio Rossi Miss America so when she says retail - and she’s actually the one who’s been the creative part of the team who helps when we work the clients that do sort of fun adventures like that help them design custom stuff.  I bow down to Sandy’s creativity actually.  She’s the, again the one who does, the point person on the culture charge thing around how to sort of stop spending a lot of money, spark up your office and do these sort of fun adventure ideas for employees, whether it’s in our location or a remote spot.

Yanik:  Hey Aaron, so if I can bring you back to if we’re going to start kind of slightly innovating here revolution I assume what we want to do, your first step was figure out the picture right, figure out what makes you happy.

Aaron:  For this individual CEO that person.

Yanik:  Yeah and then it’s sharing that vision with your team.

Aaron:  Yeah.  So there’s actually everyone here will get a digital copy of the book that I have that’s coming out.

Yanik:  Oh great.

Aaron:  But I’ll give you a high level sort of steps and then I’ll give you a couple of specific examples to you guys that I would suggest you start.

Yanik:  Okay, yeah perfect.  So a couple of marching orders out of here.

Aaron:  Yeah.  So Number 1 would be as a person, as Shelby the person or as Robert the person so what is the CEO as an individual?  Like what do you want your goals?  This is both life and work.  Step 2 would be I call it choose your next adventure.  So this is - part of your goal is to have a self-managing team and I believe I caught throwing a rock, but schedule a trip.  So if you’ve in the past gone on vacation for a week with your BlackBerry schedule a trip three to six months which is going to be either longer in length or less connectivity for both sort of forcing you - if you decide to take the same schedule to a 10 day trip and don’t take your computer or BlackBerry with you now you have a commitment out there where you’re going to be forced to start to think about how you can design your company to be more successful while you’re gone.

So then after that now you have a more tangible event or something to work with your team around in terms of this joint vision of, okay it’s very tactical.  I’m going to be gone for 10 days no BlackBerry, how do we make sure that you guys will have a better time and be more successful while I’m going?  So it’s this joint vision.  And again that’s the starting point and you ultimately want to have a joint vision.  Anyone who hasn’t seen Yanik’s post, and actually Yanik I should send that out again, but that’s the kind of - you ultimately want your employees to help with long term vision, goals, etc, but in this case having a joint vision with them.

The fourth step would be to setup a set of rhythms or drumbeats, which is every - it’s like your regulatory of meetings so every month or every two weeks you might have a transparency company update.  Every Monday it’s like having a structure built into your calendars because everyone’s busy where you have enough time to work on the business in a way that will help you and your team reshape it so that you can have this joint vision start to be created or manifest.  It’s building time in your schedule that’s Step 4.

The fifth step is share the journey, which is really treating - having this culture of everyone’s part of the same team.  And there’s not certain people that have this like the certain elite group which gets all the privileges which is the regular which basically do all the work and get very little of the reward.  So that’s share the journey.

And Step 6 is share the results.  So people will continue, your employees and mini CEOs they both share in the results whether its profit sharing and the sharing and the acknowledgements of success, it’s sharing in whatever the rewards are that the business is generating.  So there’s the sixth steps.  And specifically if I was going to get people a couple of very specific things to do right now, again in the book I’ve got like nine, but one would be again - part of this I’m sure we can give you guys any genie work that I do but it’s just like, just sit down and write out what do you want from life as an individual both in work and out.  Like your dream - what will be your dream work, your ideal work ideal life, that’ll be one?

And the second thing would be to start this idea of no surprises.  So how can you be more transparent with your company?  If you haven’t done some sort of all company update on your goals for the year and progress and issues and things are not going well do you have that kind of, at least monthly meeting, whether it’s a webinar or in person.  And if you already have that or done it how can you be even more transparent with it to your people?  So they can feel more, not only feel more connected and start to trust you but the more they have a clear vision around your goals, the company’s goals and what’s going on the easier it is for them to actually make better decisions and to help.

So those would bet the two super specific things that I would start with for anybody.

Yanik:  Okay.  So I’m going to go ahead and unmute it right now, if you guys got any background noises shut that down and we’ll take some more questions and just kind of keep the discussion going here.

Aaron:  Sure.

Yanik:  You guys have any other thoughts around this or questions or feedback for Aaron?

Speaker:  I use to think if I left without my laptop or iPhone for 10 days the world might cease to exist and explode.

Yanik:  You use to think that.

Speaker:  It’s a very difficult challenge for me.

Yanik:  Yep.

[Crosstalk]

Aaron:  Would it be a challenge right now or how long could you go right now without internet access or phone and feel comfortable?

Speaker:  Well I went on an internet marketing cruise for eight days and that was tough but it was good.  You’re right it’s good.  But I mean there’s got to be - if you guys are on the call line you’ve got to have felt that pressure.  It’s so hard to feel like you can go away really for 10 days and your company will just be wonderful.

Yanik:  Well it’s also a great test because I’ve done this a couple of time snow and I love it, and then you come back and you figure out, okay where did we fall down.  One of our members Mike Kline he went away for I think a couple of months to Europe and ran his company virtually and so he found a couple of interesting holes.  He found some stuff was working well and he also found some stuff were it wasn’t working well.  And so it definitely exposes those spots.

Speaker:  A good identifying opportunity.  I’ll do it and I’ll report back.  I’ll let you guys know.

Yanik:  If you need a 10 day trip we’ve got South Africa coming up.

Speaker:  That’s right I’m going to be there doing one of the Maverick ones, I’ll let you know.

Aaron:  Yeah and that’s why I would say both with that kind of trip and with transparency.  So see where you’re comfortable and then go a little farther to stretch yourself.  If you think that you can go for five days easily without phone or email, alright well go out for eight or ten, don’t go for a month yet unless you’re really extreme.  If you’re really uncomfortable - if you’re comfortable sharing your goals through the air but you’re really uncomfortable sharing the true financials share at least a simplified version of the financials or share part of them.  Keep stretching yourself.  So you want to take baby steps but keep taking them so again you’re always making progress and you’re not getting the cycle of trying to do too much and then crashing and burning and sort of two steps forward and two steps back.  I just keep taking steps, steps, steps, steps and then I’ll take a seven day trip now and then in three or six months take a 10 day trip and the next year take a two week trip or a month trip keep stretching yourself it’ll get easier and easier.

Yanik:  Hey Aaron this brought up for me when I was talking about my client and Mike you’re not on the call are you?  The thing that he mentioned that was the glaring hole and I think it’s a hole in a lot of our businesses is we are kind of like as COs we almost either have become this or we feel that we’re the only ones that can do the best job as far as being the rainmaker or bringing in the deal stop flowing when I go on vacation or whatever the case is.  So there’s obviously a way around that and maybe that’s partially around building your salesforce that’s continually bringing in pipeline.

Aaron:  Yeah that’s actually a great point.  So there is, there’s these two, I’ll say there’s two points towards making the CEO the rainmaker less of a dependency or less of a bottleneck on the business.  One is, yes just looking at your typical business plans around, okay if you’re the CEO and a key salesperson left then what could you do with the business to make that person less of a bottleneck on the process?  Whether it’s the kinds of the products you make or, again forcing yourself to develop people more, to spend more time developing people so they’re more apt to be able to close big deals.  I find the problem with CEOs is that or companies that are very dependent on them is because they’ve let their companies become dependent on them.  Because they never had taken - whenever there’s a deal at risk they’re the ones who jump in and they save it and they’re not willing to have the risk of losing the deal at the potential game of having that salesperson or that other, whoever’s responsible actually learn what it takes to not lose deals.

So there’s again these two points.  One is you’re doing these, looking at the business what can you do with the business itself to make the individual less dependent or more predictable a defined sales process or different product design or videos or on the other hand the CEO has to be willing to risk some deals in exchange for having the people involved and the company involved be forced to develop itself so that those deals aren’t missed in the future.  It’s being able to step away and not letting the company be as dependent on you and potentially lose some short term revenue at the benefit of longer term gain around how to redesign how things work so that you’re not the bottleneck.

Yanik:  Yeah well I think right there that’s a huge point and it comes with a shift of thinking of less short term and more looking out over the horizon.

Aaron:  Yeah what’s your vision?  It’s like if you don’t have a clear vision of what you want in the future it’s really easy to make short term decisions that pay off right now but might compromise what you want longer term because you don’t know what you want longer term.

Yanik:  Great.  You guys have any of the other…

[Crosstalk]

Robert:  You know I had an experience to - my experience is pretty relevant, you know a lot of the work, this is Robert again, a lot of the work that - you’re familiar with Jim Collins and kind of the whole Bee Hag concept or the Big Hairy Audacious Goal.

Aaron:  Sure.

Robert:  So we’ve put a big hairy audacious reward for all of our employees.  When we hit it and we really break it down and do these little things called LHAG or Little Hairy Audacious Goals, which essentially if you were to think of a New Year’s Resolution think about these little sub resolutions, your little milestones that we need to hit along the way in order to track.  And so we put these Little Hairy Audacious Rewards that are all based around what the person wants and they really going to create their own.  For example, I live in Colorado and we have an employee that she and her boyfriend love to go up to Vail for the weekend.  And so when we hit that sub group reward that woman goes up with her boyfriend up to Vail and our VP of Sales goes and everybody gets to do exactly what they want.  And what we’ve really seen from that is people start to take much more emotional ownership of hitting those goals because the goals are something they’re attached to and so everybody has an LHAG Corley.  And of course the LHAR the Little Hairy Audacious Reward is what’s motivating them or part of what’s motivating them and that since doing that and moving from a BHAG perspective into these little sub resolutions, if you will, we’ve had tremendous results and really the sweet spots are companies we do MNA and then turnaround and sell them.  And we’ve kind of focused on that five to 50 range.

Aaron:  Sure.

Robert:  It is has been unbelievable the amount of emotional ownership that the key people have taken in meeting them.  And one of the things that’s interesting I work with a couple of other companies and when I leave I leave for a week at a time and I’m totally out of touch and ironically those have been our best performing weeks for the last three months and that’s putting the LHAG concept into practice at our own business.

Aaron:  Yeah and this I would say is combining this big vision, so what’s the meaning of the business, what’s the purpose combined with short term rewards which is I think is people want to know that long term vision and, hey this is meaningful and then get rewarded more shorter term.  So yeah.

Yanik:  Hey Robert were you letting each individual choose their own reward is that how you did it?

Robert:  You betcha.

Yanik:  And was there a parameter around what the reward was like a dollar amount?

Robert:  A dollar amount.  Yeah a dollar amount in terms of everybody and everybody gets the same amount there’s no special.

Yanik:  Okay.

Robert:  You’re VP of Sales and you’re Customer Service, so everybody gets $1000 bucks.

Yanik:  Got it.

Robert:  And that $1000 dollars it can’t be taken in the form of cash it has to be taken in the form of some sort of experience.

Yanik:  That’s pretty cool.

Robert:  It has been unbelievable and it’s almost this concept of it’s great to relay on the vision and in two years, let’s say you’re $5 million and you want to be $50 which means you need $20 by the end of this year in order to be tracking.  So quarterly what do we need to do monthly in terms of pro forma revenue to get there.  And what’s been really exciting we used to do these big retreats that was kind of based off the EO of Life shell model where we’d all go and everybody would go to Vail.  But the problem was some people wanted to ski and some people wanted to mountain bike and some people wanted to lie on a beach.  And so when they get to choose everybody has a digital picture frame with the BHAG, the LHAG, their quarterly goal and then their part of the quarterly goal that they need to do in order to do that, including their reward.  So if somebody has a dream of racing in the Baja 1000 they might be a trophy truck or whatever the case may be.  It doesn’t have to be three days two nights at Vail it can be a picture of a better day in Vail.

Yanik:  Yeah.

Robert:  And everybody sees that every day and that’s been the, it’s moved the needle so much in terms of lineman and in terms of emotional ownership it’s been fantastic at our company and hopefully that is more accessible to yours as well.

Aaron:  Yeah I think that’s great.

Yanik:  That’s pretty good.  And I might be mistaken but Robert are you doing our next Mastermind Call next month?

Robert:  Is it next month or the month after Tim.

Tim:  April.

Yanik:  Okay April.  Yeah we’re going to talk about major gross strategies with you which will be a fascinating call.

Aaron:  It’ll be fun.  And here’s an example of why I’m excited about doing a CEO Mastermind is there’s so many CEOs with great ideas and nuggets and the ability to create a place for people starting with it falsely but then with people to share all these different examples because there’s so many great examples out there.

Yanik:  Yeah speaking of that, so we got about 15 minutes left.  Does anyone have any other questions, comments, experience, shares they want to have some input on?

Mike:  Hey Yanik, this is Mike [Lawley].  I wanted to touch base, there’s another resource by Aubrey Daniels called “Bringing out the Best in People” that touches on starting to bring things down to the more immediate level on incentives.  And what is basic formulation is the carrot in the stick is only two dimensions of the equation.  There’s also whether the reward is immediate or in the future and whether the third dimension is it certain or uncertain.  And one of the problems with CEOs or Founders in general is the come follow me it’s going to be great when we get to the end of things.  And so there’s supposedly this great reward at the end if you trust me and get there, but a lot of what we’ve been talking about in the last half hour is continued to drill and breakdown things that give positive rewards that are immediate and certain.  So what they call the picks and mixes, positive, immediate and certain and negative, immediate certain have big response and that longer term things like even health concerns.  We know we should be spoken or we shouldn’t be doing excessive drinking but the outcome of that…

Yanik:  What do you define as excessive drinking, I mean come on let’s all check that.

Aaron:  Actually the compensation is a good example where starting, I mean again I wouldn’t say I personally had success which is just involves your employees, whether it’s salespeople or others, in the design of how you compensate people.  Now whether that’s at the different levels, how transparent or not comp should be around a company or whether it’s how the LHARs and BHARs and rewards and metrics.  Again this is part of the more you can help your employees co-create things with you, not being you have to but just giving them an option to you’ll get better ideas.  The thing is it might take a little bit longer but you’ll get a better outcome and have more emotional ownership.  And I don’t know you basically can, because every company’s different so it’ll make sure that whatever system you create will be more of a reflection of your true company’s personality rather than something you just drop in out of someone that you’re just copying from some other system.

Yanik:  Mike what was the name of that book or the resource?

Mike:  It was “Bringing out the Best in People”.  It’s by his first name is Aubrey, A-U-B-R-E-Y, last name Daniels.

Yanik:  Cool thanks.

Mike:  And the other one that I had, there’s another resource that might be of interest is where you’re looking to communicate to a distributed company is also recognizing that within that distributing company there’s different channels of communication that are going to make sense to different types of people.  So making sure if you’re communicating your core values there’s people communicating a visual or a picture channel, there’s people who’re communicating a data, numbers, figures, plots, channels, and then there’s another group of people who want to hear it told to them as a story.  And that’s one of the more powerful ones in distributing companies is being able to memorialize those stories where somebody’s done something that lived a core value or did something great or matches what behavior or expectation you want to carried out then that story gets perpetuated.  And you saw Tony Shay doing that a lot when he tell at his conferences over and over the pizza story in Santa Monica or the wallet story that got returned with…

Yanik:  Right or the funeral story.

Mike:  Yep.

Aaron:  Yeah I think stories are incredibly powerful and if you’re a Ritz Carlton or Four Seasons, I think it’s Ritz that does the story lineup everyday maybe when the change of shift happens and they tell a story that’s in line with their core values or from across the entire chain of hotels.  And it’s definitely a really powerful way of sharing that message.

Mike:  Yeah those become my team members and customer testimonials as well.

Aaron:  Yeah.  It’s a great way to emphasize what you want more of and what works for a company because ultimately rules are useful but stories and principles, it’s like in the Nordstrom which is the Customer Service Guidebook and use your best judgment.  And so the stories of those examples of how it gives people clarity and what that means without having a bunch of rules.

Yanik:  Right.  Alright cool that’s great.  Anyone else have any input or have a question?  Alright so we’ll knock off a little early here.  Do you have any last thoughts Aaron?

Aaron:  Yeah I thought I’d read a Chinese quote that I found that I really like.  “If it you want one year prosperity grow grain, if you want 10 years of prosperity grow trees, if you want 100 years of prosperity grow people.”  And that’s one of the challenges of our go, go, go, culture which is we want things to happen so fast, but frankly people take time to develop.  I mean sometimes people are fast but it just takes more time and patience than we’re used to.  But the best way to get that 100 years of prosperity is to really create your dream work in both the money you want and growth impact is to really focus on growing your people, working for them, caring for them and cultivating them.  I think patience is something that’s an incredible business asset and tool with working with people and developing them in a way that’s going to help you and your business.

Yanik:  That’s something that I noticed about you right away in all our conversations early on and I’m like hey, you could be doing this, this and this with your info products and I’m going to see where it naturally bubbles forward and where it takes me.  And is there any tips for adding a little bit more patience to those lives?

Aaron:  Yeah well I think a lot of, even part of the coaching I do and what I would say is laws becomes sort of the inner game of the CEO, which is your outer results.  If you’re not happy with the world around you it’s not because of the world around you it’s because of whatever is going on.   If you’re not happy or dissatisfied with whatever’s around you in your world, relationship, money, company, people, it’s not because of the world it’s because of something inside you that’s creating that.  So patience in terms of - I think patience is something which gets easier with practice.

Yanik:  Yep.

Aaron:  And it’s also easier when you can sort of create the environment for patience like it’s a company example if you’re, it’s a lot easier to be patient with a company of people if you’re profitable.  If you’re not profitable it’s very challenging.  So I think being aware of the conditions and the importance of it, and the conditions that make it easier to be patient.  I mean the last word on patience I see patience is just another form of happiness and if you believe in this law of attraction or your life is a photograph of the picture in your mind patience is a form of being happy with what you have now and like when it comes and that trust, that respect, that appreciation is the kind of vibration you want to send out to your people that’s going to help them be more centered.  The more centered you are as a CEO inspiring, clear, the more centered, inspiring and clear that the examples you’ll set for your people and patience is a part of that.  That’s something you got to experience.  I’m a huge fan of it because I’ve seen the results for myself.

Yanik:  Alright perfect words.  Hey before we knock off I’ve got a couple of announcements.  Let me just remind people again to checkout www.ceoflow.com which is Aaron’s site and your blog is there too or is it somewhere else Aaron?

Aaron:  Yeah.  The blog is on there.

Yanik:  Okay.

Aaron:  And then I know Tim can send out some of the free stuff for people.

Yanik:  Okay.  You’re going to give us the book which is really generous of you, thank you.

Tim:  Excellent.  Aaron, thank you so much for your time I really appreciate it and Yanik for stepping in and being the host, and of course to you members for being here and your excellent input.  A couple of announcements, the next Maverick Mastermind Call will be on, of course, the third Wednesday March 17 at 12:00 Pacific Standard Time.  And we’ve got the prepare for mind valley, Mike and [Aveshon] [LeConte] who are going to be talking about once again creating corporate culture and happiness in the work environment.  And the title of the talk is going to be on “Why Happiness is the New Productivity.  How to take Principles of Happiness, Democracy and Awesomeness into your company to drive growth, energize employees, and make your business far more enjoyable and profitable.  And these guys have done a kickass job at creating a culture that’s fun and super profitable and they’ve won some huge awards.

Yanik:  In Malaysia they even get people to move to Malaysia.

Tim:  Yeah, yeah, just really, really neat guys.  And [Aveshon] is a speaker at the Underground as well, both Mike and [Aveshon].

Yanik:  Yep.

Tim:  So look forward to meeting there and on two other little quick things see you all at UG6, we’re having a record Maverick turnout over 50 and if you have a perspective member you would like to bring with you please contact me.  This is certainly the best way for them to get to know us and to us to get to know them looking forward to seeing all of you.  And the last thing you’ve been getting some emails and some calls from myself and from Chaz on the Net Promoter Index.  For those of you who have filled that one minute survey out, thank you very much, we really appreciate it.  And for those that you haven’t I’ll look for the email or follow-up from us.  We really need your input to see where we stand.  Net Promoter Index is a very simple question, how likely are you to refer Maverick to your friends or associates.  And not only do we need it to better serve you but it’s a question you should be integrating into your business too.  There’ll be some stuff in the newsletter coming out about that so please take that time to fill that out.  And that’s it, looking forward to seeing you guys soon at Underground.  Thank you.
Yanik:  Thanks Tim.  Thanks everyone for joining us.

Tim:  Take care.
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