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INTRODUCTION 

 
 This is the first page, but by opening this book you have 

already taken an important step towards increasing the success of 

your business. Congratulations in your quest to enhance your 

business and marketing skills. 

 

 Even though I truly believe we are all 1 or 2 great 

marketing ideas away from more sales opportunities than we can 

fully imagine, I believe the first two chapters are as important as 

the following eight. The strategies in this book - when 

implemented with strategy and care - are guaranteed to make you 

more money with less effort. These are strategies that have helped 

businesses just like yours make hundreds of thousands of dollars - 

including your competitors. 

 

 

 This is the reason I have dedicated my life to Business 

Consulting. Since starting my company to provide direction for 

small business operators, I have been literally overwhelmed with 

the demand for marketing, structure, accountability and for the 

need to have small business operators surrounding themselves with 

someone that cares and to provide a proper and profitable third 

party perspective. 

 

  

 



 

  As you follow the book and read the principles to follow, 

remember it does not matter what industry nor type of business 

you operate (I've been part of many). What matters is that you 

grasp the heart of the principles, the underlying lessons and 

strategies, that can help grow any operation in any category of 

business imaginable. 

 

The best time to start is NOW, not tomorrow, not next week or 

next year. 

 

Yours in success, 

 

Mark Lenthall 

 

PS. If you would like to arrange a meeting to get a profitable third 

party perspective on your business, please send an email to 

mark@predictablesuccess.com.au and we will gladly point you in 

the right direction. 
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___________________________________________ 
 

Systemizing Your Business and Developing 
Effective Processes 

 
 One of the biggest mistakes a business owner can make is 

to create a company that is dependent on the owner’s involvement 

for the success of its daily operations.  This is called working “in” 

your business.  You’re writing basic sales letters, licking stamps, 

and guiding staff step-by-step through each task. 

 

 There are a number of problems with this approach.  One 

is redundancy.  You’re paying your staff to carry out tasks that you 

eventually complete.  The second is poor time management.  

You’re spending your day – at your high hourly rate – on tasks as 

they arise, leaving little room for the tasks you need to be focused 

on. 

 

 However, the biggest issue I have with this approach is 

that countless intelligent business owners are spending the 

majority of their time operating their business, instead of growing 

it. 
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 A good test of this is to ask yourself, what would happen if 

you took off to a hot sunny destination for three weeks and left 

your cell phone, PDA and laptop at home.  Would your business 

be able to continue operating?   

 

 If you said no, then this chapter is for you.   

 

 Systemizing your business is about putting policies and 

procedures in place to make your business operations run smoother 

– and more importantly – without your constant involvement.  

With your newfound free time, you will be able to focus your 

efforts on the bigger picture: strategically growing your 

business. 

 

Why Systemize? 

 

 For most small business owners, systems simply mean 

freedom from the day-to-day functioning of their organization.  

The company runs smoothly, makes a profit, and provides a high 

level of service – regardless of the owner’s involvement. 

 

 Systemizing your business is also a healthy way to plan for 

the future.  You’re not going to be working forever – what happens 

when you retire?  How will you transition your business to new 

ownership or management?  How will you take that vacation 

you’ve been dreaming of? 
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 Businesses that function without their ownership are also 

highly valuable to investors.  Systemizing your business can 

position it in a favorable light for purchase, and merit a high price 

tag. 

 

 A system is any process, policy, or procedure that 

consistently achieves the same result, regardless of who is 

completing the task.   

 

 Any task that is performed in your business more than 

once can be systemized.  Ideally, the tasks that are completed on a 

cyclical basis – daily, weekly, monthly, and quarterly – should be 

systemized so much so that anyone can perform them. 

 

 Systems can take many forms – from manuals and 

instruction sheets, to signs, banners, and audio or video recordings.  

They don’t have to be elaborate or extensive, just provide enough 

information in step-by-step form to guide the person performing 

the task. 
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Benefits of Business Systems 

 

 There are unlimited benefits available to you and your 

business through systemization.  The more systems you can 

successfully implement, the more benefits you’ll see. 

 

 Better cost management 

 Improved time management 

 Clearer expectations of staff 

 More effective staff training and orientation 

 Increased productivity (and potentially profits) 

 Happier customers (consistent service) 

 Maximized conversion rates 

 Increased staff respect for your time 

 Increased level of individual initiative 

 Greater focus on long-term business growth 

 

Taking Stock of Your Existing Systems 

 
 The first step in systemizing your business is taking a long 

look at the existing systems (if any) in your business.  At this 

point, you can look for any systems that have simply emerged as 

“the way we do things here.” 

 

 How do your staff answer the phone?  What is the process 

customers go through when dealing with your business?  How are 

employees hired?  Trained?  How is performance Reviewed and 

rewarded? 
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 Some of your systems may be highly effective, and not 

require any changes.  Others may be ineffective and require some 

reworking.  If you have previously established some systems, now 

is a good time to check-in and evaluate how well they are 

functioning. 

 

Use the following chart to record what systems currently 

exist in your business.   
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Seven Areas to Systemize 

 
 There is no doubt that system creation – especially when 

none exist to begin with – is a daunting and time-consuming task.  

For many businesses, it can be difficult to determine where to start 

to make the best use of their time from the onset. 

 

 Here are seven main areas of your business you can to 

systemize.  Begin with one area, and move to the other areas as 

you are ready.  Alternately, start with one or two systems within 

each area, and evaluate how those new systems affect your 

business.  Each business will require its own unique set of systems. 

 

1. Administration  

 

 This is an important area of your business to systemize 

because administrative roles tend to see a high turnover.  A series 

of systems will reduce training time, and keep you from explaining 

how the phones are to be answered each time a new receptionist 

joins your team.  

Administrative Systems 

> Opening and closing procedures 

> Phone greeting 

> Mail processing 

> Sending couriers 

> Office maintenance (watering 

plants, emptying recycle bins, 

etc.) 

> Filing and paper management 

> Workflow 

> Document production 

> Inventory management 

> Order processing 

> Making orders 
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2. Financials 

 

 This is one area of systems that you will need to keep a 

close eye on – but that doesn’t mean you have to do the work 

yourself.  Financial management systems are everything from 

tracking credit card purchases to invoicing clients and following up 

on overdue accounts.   

 

 These systems will help to prevent employee theft, and 

allow you to always have a clear picture of your numbers.  It will 

allow you to control purchasing, and ensure that each decision is 

signed-off on. 

 

Financial Systems 

> Purchasing 

> Credit card purchase tracking 

> Accounts payable 

> Accounts receivable 

> Bank deposits 

> Cutting checks 

> Tax payments 

> Profit / loss statements 

> Invoicing  

> Daily cash out 

> Petty cash 

> Employee expenses 

> Payroll 

> Commission payments 
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3. Communications 

 

 The area of communication is essential and time 

consuming for any business.  Fax cover letters, sales letters, 

internal memos, reports, and newsletters are items that need to be 

created regularly by different people in your organization. 

  

  Most of the time, these communications aren’t much 

different from one to the next, yet each are created from scratch by 

a different person.  There is a huge opportunity for systemization 

in this area of your business.  Systemized communication ensures 

consistency and company differentiation. 

 

Communication Systems 

> Internal memo template 

> Fax cover template 

> Letterhead template 

> Team meeting agenda 

> Sending faxes 

> Internal emails 

> Newsletter template 

> Sales letter template(s) 

> Meeting minutes template 

> Report template 

> Internal meetings 

> Scheduling 
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4. Customer Relations  

 

 Another important area for systemization is customer 

relations.  This includes everything the customer sees or touches in 

your company, as well as any interaction they might have with you 

or your staff members.   

 

 Establishing a customer relations system will also ensure 

that new staff members understand how customers are handled in 

your business.  It will allow you to maintain a high level of 

customer service, without constantly reminding staff of your 

policies.  It will also ensure that the success of your customer 

relations and retention does not hinge on you or any other 

individual salesperson. 

 

Customer Relations Systems 

> Incoming phone call script 

> Outgoing phone call script 

> Customer service standards 

> Customer retention strategy 

> Customer communications 

templates 

> Sales process 

> Sales script 

> Newsletter templates 

> Ongoing customer 

communication strategy 

> Customer liaison policy 
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5. Employees 

 

 Create systems in your business for hiring, training, and 

developing your employees.  This will establish clear expectations 

for the employee, and streamline time consuming activities like 

recruitment. 

 

 Employees with clear expectations who work within clear 

structures are happier and more productive.  They are motivated to 

achieve ‘A’ when they know they will receive ‘B’ if they do.  

Establishing a clear training manual will also save you and your 

staff the time and hassle of training each new staff member on the 

fly. 

 

Employee Systems 

> Employee recruitment 

> Employee retention 

> Incentive and rewards program 

> Regular employee reviews 

> Employee feedback structure 

> Staff uniforms or dress code 

> Employee training 

> Ongoing training and 

professional development 

> Job descriptions and role profiles 

 

  



 

16 

6. Marketing 

 

 This is likely an area in which you spend a large part of 

your time.  You focus on generating new leads and getting more 

people to call you or walk through your doors.  These efforts can 

be systemized and delegated to other staff members. 

 Use the information in this program to create simple 

systems for your basic promotional efforts.  Any one of your staff 

should be able to pick up a marketing manual and implement a 

successful direct mail campaign or place a purposeful 

advertisement. 

Marketing Systems 

> Referral program 

> Customer retention program 

> Regular promotions 

> Marketing calendar 

> Enquiries management 

> Regular advertisements 

> Advertisement creation system 

> Direct mail system 

> Sales procedures 

> Lead management 
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7. Data 

 

 While we like to think we operate a paperless office, often 

the opposite is true.  Your business needs to have clear systems for 

managing paper and electronic information to ensure that 

information is protected, easily accessed, and only kept when 

necessary. 

 

 Data management systems help you keep your office 

organized.  Everyone knows where information is to be stored, and 

how it is to be handled, which prevents big stacks of paper with no 

place to go. 

 Ensure that within your data management systems you 

include a data backup system.  That way, if anything happens to 

you server or computer software, your data – and potentially your 

business – is protected. 

 

Data Management Systems 

> IT Management 

> Data backup 

> Computer repairs 

> Electronic information storage 

> Client file system 

> Project file system 

> Point of sale system 

> Financial data management 
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Implementing New Systems 

 

 If you completed the exercise earlier in this chapter, you 

will have a good idea of the systems that are currently in place in 

your business.  The next step is to determine what systems you 

need to create in your business.   

 

 To do this you will need to get a better understanding of 

the tasks that you and your employees complete on a daily and 

weekly basis.  If you operate a timesheet program, this can be a 

good source of information.  Alternately, ask staff to keep a daily 

log for a week of all the tasks they contribute to or complete.  

Doing so will not only give you valuable insight into their how 

they spend their time on a daily basis, but also involve them in the 

systemizing process. 

 

 Review all task logs or timesheet records at the end of the 

week, remove duplicates, and group like tasks together.  From here 

you can categorize the tasks into business areas like the seven 

listed above, or create your own categories. 

  

  Then, you will need to prioritize and plan your system 

creation and implementation efforts.  Choose one from each 

category, or one category to focus on at a time.  The amount you 

can take on will depend on your business needs, and the staff 

resources you have available to you for this process. 
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 Remember that system creation is a long-term process – 

not something that will transform your business overnight.  Be 

patient, and focus on the items that hold the highest priority. 

 

Creating Your Systems 

 

 There is a big variety of ways you can create systems for 

your business – depending on the type of system you need and the 

type of business you operate.  Some systems will be short and 

simple – i.e., a laminated sign in the kitchen that outlines step-by-

step how to make the coffee – while others will be more complex – 

i.e., your sales scripts or letter templates. 

 

 One thing all of your systems have in common is steps.  

There is a linear process involved from start to finish.  Begin by 

writing out each of the steps involved in completing the task, and 

provide as much detail as you can. 

 

 Then, review your step-by-step guide with the employee(s) 

who regularly complete the task and gather their feedback.  Once 

you have incorporated their input, decide what format the system 

needs to be in: manual, laminated instruction sheet, sign, office 

memo, etc. 
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Testing Your Systems 

 

 Now that you have created a system, you will need to 

make sure that it works.  More specifically, you need to make sure 

that it works without your involvement.   

 

 Implement the new system for an appropriate period of 

time – a week or month – then ask for input from staff, suppliers 

and vendors, and customers.  Evaluate if it is informative enough 

for your staff, seamless enough for your suppliers, and whether or 

not it meets or exceeds your customer’s needs. 

  

 Take that feedback and revise the system accordingly.  

You will rarely get the system right the first time – so be patient.   

 

 Systems will also need to be evaluated and revised on a 

regular basis to ensure your business processes are kept up to date.  

Structure an annual or bi-annual review of systems, and stick to it. 

 

Employee Buy-In 

 

 It will be nearly impossible for you to develop effective 

systems without the involvement and input of your employees.  

These are the people who will be using the systems, and who are 

completing the tasks on a regular basis without systems.  They 

have a wealth of knowledge to assist you in this process. 
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 Employees can also draft the systems for you to review 

and finalize.  This will make the systemization process a much 

faster and more efficient one. 

  

  It is also important to note that when you introduce new 

systems into your company, there may be a natural resistance to 

the change.  People – including your employees – are habitual 

people who can become set in the way they are used to doing 

things. 

 

Delegation 

 

 The final step to systemizing your business is delegation.  

What is the point of creating systems unless someone other than 

you can use them to perform tasks?   

 

 This doesn’t have to mean completely removing your 

involvement from the process, but it does mean giving your 

employees enough freedom to complete the task within the 

structure of the systems you have spent time and considerable 

thought creating.   

 

 After that, allow yourself the freedom of focusing on the 

tasks that you most enjoy, and most deserve your time – like 

creating big picture strategies to grow your business and increase 

your profits. 
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___________________________________________ 
 

Profits Through Building a TEAM 
(Together Everyone Achieves More) 

 
 The people you employ contribute – directly or indirectly 

– on a daily basis to the strength and vitality of your business.  You 

can’t run your business alone, so you rely on their skills and 

support. 

 

 In simpler words, your employees help you to make 

money.   

 

 But your employees are not just the people who arrive at 

your office every day and exchange effort for a paycheck.  Their 

role is not just to build capacity and sell more or serve more. 

 

 Your employees are part of a potentially powerful group of 

people that you can leverage to put your business on the fast track 

to success.  Your staff is more than the people who work for you.  

They are actually members of your team – the group of people 

who are collectively working to achieve the same objective, or 

reach the same vision. 
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 I say they are more than just employees because their 

collective, cohesive value is actually much higher than their 

individual worth.   

 

 We all know that more people working on the same task 

will ensure the task is completed faster.  In business, when you 

have more people working together on the same task, you save 

time, increase brainpower, and ultimately, make more money. 

 

Corporate Culture 

 

 Corporate Culture has become a common buzzword when 

it comes to building a successful business, and rightly so.   

 

 Your corporate culture is the environment in which you 

run your business, and the environment in which your team 

members work.  It is rooted in the vision, mission and beliefs of 

the organization, and dictates the “kind of office” and “kind of 

people” that work in that office. 

 

 Corporate culture is something that typically develops 

organically.  The business owner and senior employees create a 

positive or negative environment based solely on who they are as 

people and how they behave as leaders.  You simply can’t avoid 

creating some type of corporate culture when you run a business. 
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 You can, however, avoid creating a negative or 

unproductive corporate culture.  Whether you are just starting out, 

or seeking to improve your workplace, you do have control over 

the type of environment in which you run your business. 

 

 Like most things in business, this won’t happen overnight.  

However, with a clear idea of where you want to go, and what you 

want to create, you’ll be well on your way to getting there. 

 

Vision 

 

 Your company’s vision statement should be a bold, clear, 

short sentence that every single one of your employees knows and 

understands.  It is a roadmap to your idea of success; if you don’t 

know what that looks like, how will you know when you achieve 

it? 

 

 If your goal is to create a highly profitable company – 

what does highly profitable mean?  $1 million in annual sales?$3 

million in annual profit? 

 

 Do you seek to become the industry leader in sprocket 

production?  How will this be measured?  How many sprockets 

will you have to produce to reach this goal? 
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  The vision statement is a short summary of the long-term 

objective of the company.  What the company will look like, 

produce, achieve; it is how you know the company is “successful.” 

 

 Many companies either do not have a vision statement or 

they keep it a secret from their employees.  It is only discussed in 

board meetings or management meetings.  For a team to 

collectively work toward a goal, they need to know what the big 

picture objective is.  They need to have buy-in in the company’s 

direction, and be communicated with on a regular basis. 

 

 Be proud of your vision.  Keep it visible for staff – post it 

on the wall, include it in internal communications, and connect day 

to day activities too it as often as possible. 

 

Sample Vision Statements 

 
 Here are some real examples of corporate vision 

statements: 

 

 “At Microsoft, our mission and values are to help people 

and businesses through the world realize their potential.” – 

Microsoft 

 

 “Give every customer a reason to believe…STAPLES 

Business Depot—That was easy!” – Staples Canada 
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 "To build the largest and most complete Amateur Radio 

community site on the Internet." – eHam.net 

 

Creating a Vision Statement 

 
 The process of creating a vision statement is something 

that you can work through alone, or in collaboration with your 

team.  It is highly recommended to review the draft vision 

statement with your employees to ensure they understand and 

support the goals and objectives of the company. 

 

 Keep the following points in mind when crafting your 

vision statement: 

 

 Think big – Why did you start or buy this business? What 

was your dream or purpose in doing so? 

 Think long-term – Vision statements should last five to 

10 or even 25 years 

 Be specific – Use numbers, dates, ratings systems and 

other ways of measuring success                                                                                                      

 Be succinct – Use clear, short, simple sentences that are 

easy to repeat and remember 

 

Mission  

 

 Your mission statement is a general description of how 

you are going to achieve your vision.  This is a longer and more 

detailed statement that should include what your business is, who 
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your customers are, and how you are different from (better than!) 

the competition.   

 

Sample Mission Statements 

 

 “The Mission of McGill University is the advancement of 

learning through teaching, scholarship and service to society: by 

offering to outstanding undergraduate and graduate students the 

best education available; by carrying out scholarly activities 

judged to be excellent when measured against the highest 

international standards; and by providing service to society in 

those ways for which we are well-suited by virtue of our academic 

strengths.” – McGill University, Montreal, Canada 

 

 “Starbucks purchases and roasts high-quality whole bean 

coffees and sells them along with fresh, rich-brewed, Italian style 

espresso beverages, a variety of pastries and confections, and 

coffee-related accessories and equipment -- primarily through its 

company-operated retail stores. In addition to sales through our 

company-operated retail stores, Starbucks sells whole bean coffees 

through a specialty sales group and supermarkets. Additionally, 

Starbucks produces and sells bottled Frappuccino® coffee drink 

and a line of premium ice creams through its joint venture 

partnerships and offers a line of innovative premium teas produced 

by its wholly owned subsidiary, Tazo Tea Company. The 

Company's objective is to establish Starbucks as the most 

recognized and respected brand in the world.” – Starbucks 
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Creating Your Mission Statement: 

  

 Here is a recommended process for completing your 

mission statement: 

 

Step One: List your company’s core strengths and 

weaknesses; what do you do well? What do you need to 

work on, or avoid doing? 

 

Step Two: Who are your primary customers? Describe the 

types of customers you serve – both internal and external.   

 

Step Three: What do your customers think of your 

strengths? What strengths are most important to them? Go 

ahead and ask them if you need to. 

 

Step Four: Connect the strength that each customer values 

with its customer type.  Write it in a sentence. Combine 

any redundancies. 

 

Step Five: Organize your sentences in order of importance 

 

Step Six: Combine your sentences into a paragraph or 

two.  Elaborate on points as needed.  This is your draft 

mission statement. 
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Step Seven: Consult with your staff and customers, and 

ask for their feedback.  Do employees support the 

statement?  Can they act on it?  Do customers want to do 

business with a company with this mission statement?  

Does it make sense? 

 

Step Eight: Incorporate the feedback received, and refine 

the statement until you are happy with it.  Then publish it – 

everywhere. 

 

Culture or Values Statements 

 

 Your culture or values statement is the next step in the 

process.  It describes how you and your staff will go about taking 

action (your mission statement) to achieve your objective (your 

vision statement). 

 

 Much like every family has their own belief system and 

way of doing things – from cooking to cleaning to raising kids – 

every company has their own set of values when it comes to 

running a business.  It reflects the unique personality of the 

organization. 
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Sample Culture Statement 

 

Our Culture 

* Values-based leadership. Our Credo outlines the values that 

provide the foundation of how we act as a corporation and as 

individual employees so that we continue to put the needs of the 

people we serve first. 

 

    * Diversity. It’s our individual differences that make us stronger 

as a whole. We recognize the strength and value that comes when 

collaborative relationships are built between people of different 

ages, race, gender, religion, nationality, sexual orientation, 

physical ability, thinking style, personal backgrounds and all other 

attributes that make each person unique. 

    * Innovation. True innovation can only be fostered within a 

supportive environment that values calculated risk in order to 

achieve the maximum reward. At Johnson & Johnson Inc., we 

encourage and reward innovative thinking, innovative solutions 

and an innovative approach in all that we do. 

 

    * Passion. The deep desire to enrich people’s lives – by 

delivering quality products and remarkable experiences that make 

their lives easier, healthier and more joyful. 

 

    * Collaboration. The unwavering belief that great results 

depend on the ability to create trusting relationships. 
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    * Courage. The fearless pursuit of the unproven, unknown 

possibility – the willingness to take great risks for the benefit of the 

greater good. 

     - Johnson & Johnson Canada 

 

Creating Your Culture Statement 

 
 Involve your team in creating your company’s culture or 

values statement.  Generally, this is a point-form document that 

reflects the beliefs of the company, its employees, and its 

customers.   

 

 It can be helpful to think about the type of people you 

currently employ, as well as the ones you may wish to employ.  

What are they like? What are their belief systems? What are their 

most important values? 

 

 Remember that the culture or values statement is usually 

the longest of the three statements – and that’s okay.   

 

Your Team Leaders 

 

 The strength of a team lies in the strength of the people 

who lead it.  No group of people is effective without strong 

leadership, just like no business is effective without a strong owner 

or management team. 
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 Building a strong team means knowing who your leaders 

are – both in job description and natural ability.   

 

 Understanding the strength of your natural leaders and the 

skills of your natural followers will allow you to strategically 

structure your team for maximum effectiveness and efficiency.  It 

will give you insight into who is best suited for management 

promotions and project management; which team members have 

the ability to assemble and motivate their peers. 

 

 Your leaders need to have a high degree of passion for 

your product or service, and truly believe in the company’s vision.  

They need to be able to handle a high level of responsibility, and 

manage a range of people to achieve a common goal. 

 

 Your leaders are your team builders.  They present new 

ideas, build consensus, and encourage the involvement of others.   

 

Types of Leaders 

 

 Simply speaking, there are four main types, or styles, of 

leaders.  Chances are, you’ve experienced each type at some point 

in your career. 

 

 

 

 
 



 

33 

Type Description Ideal Use 

Autocratic 

 

Classical or “old-school” 

approach 

Manager holds all power and 

decision-making authority 

No employee consultation or 

input 

Orders are obeyed 

Rewards/punishment 

structure 

New, untrained 

employees 

Detailed orders and 

instructions are required 

No other leadership 

style has been effective 

Limited time available 

Department 

restructuring 

High production 

requirements 

Bureaucratic 

 

“By the book” approach 

All is done to specific 

procedures/policies 

All tasks outside policies 

referred to higher 

management 

Routine tasks performed  

Standards and 

procedures need to be 

communicated regularly 

Safety or training  

Cash handling 

Dangerous equipment 

Laissez-faire 

“Hands-off” approach 

Employees have almost total 

freedom 

Little direction or guidance is 

provided 

Employees must make own 

decisions, set own goals  

Employees must solve own 

problems 

Highly skilled and 

experienced employees 

Employees are highly 

driven and ambitious 

Consultants are being 

managed 

Employees are 

trustworthy 

 

Democratic 

“Participatory approach” 

Employees part of decision 

making process 

Employees well informed 

Leader has final say, but 

involved others 

Collaborative approach 

Encourages employee 

development with guidance 

and assistance from leader 

Leader recognizes and 

rewards achievement 

Collaborative 

environment 

Employee development 

and growth is the focus 

Changes or problems 

affect employees and 

require their input to 

create a solution 

Team building and 

participation is 

encouraged 



 

34 

Communication 

 

 The only way to build and maintain a strong team is 

through strong, consistent communication.  This is often an 

overlooked or neglected aspect of business management, and is 

easily forgotten during periods of high stress or heavy workload.  

 

 Avoid letting communication fall on the backburner by 

creating a regular meeting schedule – and sticking to it.  

Depending on the size and type of your business, daily, weekly, or 

monthly team meetings are an important cornerstone of a strong 

team. 

 

 Regularly scheduled team meetings are like Sunday 

dinners with a busy family.  They give you – the owner – a regular 

forum with your staff to implement company-wide training 

initiatives, announce results, establish goals and targets, or share 

new visions or directions.  They also give your staff a forum to 

share feedback and air grievances. 

 

Effective Team Meetings 

 

 By now you’re probably thinking, “Sure, I hear some 

company’s team meetings are effective, but we tried them and it 

didn’t work,” or “I held regular team meetings, but after a while, 

no one showed up.” 
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 There is a difference between team meetings held for the 

sake of having team meetings, and well prepared team meetings 

with a purpose. 

 

 You need to start holding team meetings with a purpose. 

 

Establish a Schedule That Everyone Can Commit To 

 

 Scheduling is potentially the biggest challenge when trying 

to set up a team meeting.  Often, all of your staff members are 

busy going in eight different directions to fulfill their roles and 

operating on dramatically different schedules. 

 

 This is one reason why regular team meetings are 

important.  Ad hoc meetings require ad hoc scheduling, and reduce 

the likelihood that all your team members will be able to attend. 

 

 Ask your team to block off one hour (or two) each week 

(or month) for the team meeting in a time slot that is convenient 

for everyone.  Establish a clear attendance expectation from 

everyone.  This will exclude that time slot from the scheduling of 

other meetings and avoid conflict.   

 

 If you find that a team meeting is not necessary one week, 

you can always cancel it. 
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Know Your Purpose 

 

 Each team meeting should have a purpose and clear 

objectives.  Is it to educate?  Build consensus?  Gather feedback? 

 

 Once you have established a purpose for a particular 

meeting, send an agenda to your staff confirming the meeting and 

outlining your objectives.  This is a good time to ask if anyone has 

a subject they would like to raise at the meeting. 

 If you find you do not have a clear purpose or objective, 

ask yourself if a team meeting is the best use of time for that week 

and consider postponing it to the next regularly scheduled time 

slot. 

 

Plan Each and Every Minute 

 

 The biggest complaint from employees about team 

meetings is the length.  Too often team meetings run out of 

control, and end up taking three hours instead of one.  You will 

quickly lose team focus and respect for the regular meeting this 

way.  By establishing a clear agenda and staying on topic, you can 

run an efficient, succinct meeting. 
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Your detailed agenda should include: 

 

 meeting purpose or objective 

 list of topics and associated speakers 

 list of decisions that need to be made/agreed to 

 time allocation for each topic 

 opportunity for additional topics at the end 

 

 Circulate your draft agenda in advance of the meeting, and 

request input and feedback.  When all team members have 

reviewed and contributed to the agenda, you will increase their 

level of ownership and buy-in into the process. 

 

Establish the Facilitator 

 

 Choose one person to chair the meeting and keep it on 

track.  This is generally the business owner or a senior member of 

the team with some authority over junior staff and a high level of 

respect. 

 

 It is the responsibility of the facilitator – or chairperson – 

to create an environment of open dialogue and trust, and to keep 

the meeting on schedule.   
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Create a Follow-up Schedule 

  

 Assign the task of taking detailed meeting minutes to a 

team member – or rotate this responsibility on a regular basis.  It is 

important to record what happens in team meetings, just as you 

would in a client-related business meeting. 

 

 In the minutes, establish a system for tracking the action 

items that arise from decisions made in the meeting.  This can be 

set up as a simple chart: 

 

Decision Action Responsibility Deadline 

    

 

 Make sure that these responsibilities are assigned and 

agreed upon in the meeting, and clear deadlines are established.  

Reviewing or following up on this chart can serve as a regular 

topic during team meetings. 

 

 Circulate meeting minutes to all attendees and ask for 

input or revisions.  You may wish to circulate meeting minutes 

with the agenda for the next team meeting, and gather feedback at 

the same time. 
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Motivations + Incentives 

 

 A big challenge in team building is coming up with new 

ways to foster and maintain a high level of motivation.  How do 

you keep teams of people excited and driven to succeed over long 

periods of time?  How do you keep your team motivated to 

improve their performance, and increase their achievements? 

 

 It is important to note that we’re not just talking about 

individuals, but teams of people working together.  It is fairly 

simple to motivate a single person, but an entire team of motivated 

people will generate significantly higher results.   

 

 The key here is to give incentives for individual and team 

accomplishments.  Incentives that reward based on collective 

achievement require people to work together and motivate each 

other to succeed. 

 

 Before we start talking about monetary and incentive-

based rewards, it’s important to look at motivational factors that 

are not incentive-driven.   
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Room to Work 

 

 Employees who feel their managers and supervisors 

believe and trust in their abilities are happier and will always 

perform at a higher level than those who do not.  They are 

motivated to “prove them right” and feel supported in their efforts. 

 

 Micromanagement quickly reduces morale.  It is essential 

that you and your managers clearly express confidence in your 

team members.  You hired them to do a job, perform a role, so you 

must ensure they have the space to do so.   

 

 When you put effective systems in place and establish 

clear expectations, you create a clear context or boundary system 

for employees to work within.  They understand the decision-

making hierarchy, and the general way ‘things are done around 

here.’   

 

 Your team should be encouraged to take initiative and to 

take risks within this context.  You have hired your team based on 

their skills and intellectual capabilities, and thus should be able to 

trust in their choices and decision making abilities. 
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Incentives 

 

 Incentives are great motivators.  An incentive is a reason 

to perform or act in a certain way.  For example, if your team 

increases sales by 40% by month’s end, they will be treated to an 

expensive dinner. 

 

 Incentives need to be specific and have deadlines in order 

to be effective.  In the example above, sales need to increase by 

40% by the end of the month in order for the team to receive their 

dinner.  If sales only increase by 30%, or if they increase by 40% 

at the end of the second month, the team does not earn their 

reward. 

 

 Time-specific incentives increase the sense of urgency, 

and encourage staff to work harder to achieve the objective.  If the 

incentive is not time-bound, there is no reason to work faster or 

harder, since staff will assume they will reach their milestone 

“eventually.” 

 

 Rarity is also a key component of effective incentive-based 

team building.  If the reward is ongoing (i.e., if staff receive an 

expensive dinner every month sales are over $75,000), then 

“there’s always next time.”  There is a lesser incentive to push 

performance to receive the reward.  Some team members may care 

one month, but not the next. 
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Monetary Incentives 

 Bonuses and salary increases are a popular way to give 

your team an incentive to perform.  These can include: 

 Commissions 

 Bonuses for completing a challenging project, or hitting a 

target 

 Rewards for highest producing employee 

 Salary increases based on met targets 

 

 It’s up to you how you choose to structure your monetary 

incentives, based on your budget and resources.  Remember to 

ensure that the terms of each incentive are clearly outlined, and 

that both parties (you and your employee) understand the 

agreement. 

 

Gift Rewards 

 

 Physical, tangible gifts are an inexpensive way to reward 

your team for achievements and improvement.  These rewards 

show that you have given some level of thought to what they might 

enjoy or appreciate in exchange for a job well done.  They’re also 

a great way to surprise employees. 
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Here are some ideas: 

 

 Spa gift certificates 

 Books – consider motivational or business-related topics 

 CDs or DVDs 

 Meals – lunch or breakfast 

 Other gift certificates – gas, food, meals, local shops 

 Movie or theatre tickets 

 Weekend getaway – hotel, meals, etc. 

 Flowers 

 Gym memberships 
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3 

___________________________________________ 
 

Define Your Target Market 
 
What is a Target Market? 

 
 Many businesses can’t answer the question: Who is your 

target market?  They have often made the fatal assumption that 

everyone will want to purchase their product or service with the 

right marketing strategy.   

 

 A target market is simply the group of customers or clients 

who will purchase a specific product or service.  This group of 

people all have something in common, often age, gender, hobbies, 

or location.   

 

 Your target market, then, are the people who will buy your 

offering.  This includes both existing and potential customers, all 

of whom are motivated to do one of three things: 

 

 Fulfill a need 

 Solve a problem 

 Satisfy a desire 
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 To build, maintain, and grow your business, you need to 

know who your customers are, what they do, what they like, and 

why they would buy your product or service.  Getting this wrong – 

or not taking the time to get it right – will cost you time, money, 

and potentially the success of your business. 

 

The Importance of Knowing Your Target Market 

 

 Knowledge and understanding of your target market is the 

keystone in the arch of your business.  Without it, your product or 

service positioning, pricing, marketing strategy, and eventually, 

your business could very quickly fall apart. 

 

 If you don’t intimately know your target market, you run 

the risk of making mistakes when it comes to establishing pricing, 

product mix, or service packages.  Your marketing strategy will 

lack direction, and produce mediocre results at best.  Even if your 

marketing message and unique selling proposition(USP) are clear, 

and your brochure is perfectly designed, it means nothing unless it 

arrives in the hands (or ears) of the right people. 

 

 Determining your target market takes time and careful 

diligence.  While it often starts with a best guess, assumptions 

cannot be relied on and research is required to confirm original 

ideas.  Your target market is not always your ideal market. 
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 Once you build an understanding of who your target 

market is, keep up with your market research.  Having your finger 

on the pulse of their motivations and drivers – which naturally 

change – will help you to anticipate needs or wants and evolve 

your business. 

 
Types of Markets 

  

Consumer 

 
 The Consumer Market includes those general consumers 

who buy products and services for personal use, or for use by 

family and friends.  This is the market category you or I fall into 

when we’re shopping for groceries or clothes, seeing a movie in 

the theatre, or going out for lunch.  Retailers focus on this market 

category when marketing their goods or services. 

  

Institutional 

 
 The Institutional Market serves society and provides 

products or services for the benefit of society.  This includes 

hospitals, non-profit organizations, government organizations, 

schools and universities.  Members of the Institutional Market 

purchase products to use in the provision of services to people in 

their care. 
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Business to Business (B2B) 

 
 The B2B Market is just what it seems to be: businesses 

that purchase the products and services of other business to run 

their operations.  These purchases can include products that are 

used to manufacture other products (raw or technical), products 

that are needed for daily operations (such as office supplies), or 

services (such as accounting, shredding, and legal). 

 

Reseller 

 
 This market can also be called the “Intermediary Market” 

because it consists of businesses that act as channels for goods and 

services between other markets.  Goods are purchased and sold for 

a profit – without any alterations.  Members of this market include 

wholesalers, retailers, resellers, and distributors.  

 

Determining Your Target Market 

 
Product / Service Investigation 

 

The process for determining your target market starts by 

examining exactly what your offering is, and what the average 

customer’s motivation for purchasing it is.  Start by answering the 

following questions: 
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Does your offering meet a  

basic need? 

 

Does your offering serve a 

particular want? 

 

Does your offering fulfill a 

desire? 

 

What is the lifecycle of 

your product / service? 

 

What is the availability of  

your offering? 

 

What is the cost of the 

average customer’s 

purchase? 

 

What is the lifecycle of  

your offering?  

 

How many times or how 

often will customers 

purchase your offering? 

 

Do you foresee any 

upcoming changes in your 

industry or region that 

may affect the sale of your 

offering 

(positive/negative)? 
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Market Investigation 

 

 On the ground.  Spend some time on the ground 

researching who your target market might be.  If you’re 

thinking about opening a coffee shop, hang out in the 

neighborhood at different times of the day to get a sense of 

the people who live, work, and play in the neighborhood.  

Notice their age, gender, clothing, and any other 

indications of income and activities. 

 

 At the competition.  Who is your direct competitor 

targeting?  Is there a small niche that is being missed?  

Observing the clientele of your competition can help to 

build understanding of your target market, regardless of 

whether it is the same or opposite.  For example, if you 

own a children’s clothing boutique and the majority of 

middle-class mothers shop at the local department store, 

you may wish to focus on higher-income families as your 

target market. 

 

 Online.  Many cities and towns – or at least regions – have 

demographic information available online.  Research the 

ages, incomes, occupations, and other key pieces of 

information about the people who live in the area you 

operate your business.  From this data, you will gain an 

understanding of the size of your total potential market. 
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 With existing customers.  Talk to your existing customers 

through focus groups or surveys.  This is a great way to 

gather demographic and behavioral information, as well as 

genuine feedback about product or service quality and 

other information that will be useful in a business or 

marketing strategy.  

 

Who is Your Market? 

 
 Based on your product / service and market investigations, 

you will be able to piece together a basic picture of your target 

market, and some of their general characteristics.  Record some 

notes here.  At this point, you may wish to be as specific as 

possible, or maintain some generalities.  You can further segment 

your market in the next section. 
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Consumer Target Market Framework 

Market Type: Consumer               

Gender:   Male                          Female 

Age Range: 
 

 

Purchase Motivation: 

  Meet a Need      

  Serve a Want     

  Fulfill a Desire  

Activities:  

Income Range: 
 

 

Marital Status: 
 

 

Location: 
  Neighborhood         City 

  Region                       Country 

Other Notes:  
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Institutional Target Market Framework 

Market Type: Institutional               

Institution Type: 

  Hospital                    Non-profit 

  School                       University 

  Charity             Government          

  Church                

Purchase Motivation: 

  Operational Need      

  Client Want     

  Client Desire  

Purpose of Institution:  

Institution’s Client Base: 

 

 

 

Size: 
 

 

Location: 
Neighborhood   City 

  Region                       Country 

Other Notes:  
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B2B Target Market Framework 

Market Type: Business to Business (B2B)               

Company Size: 
 

 

Number of 

Employees: 

 

 

Purchase 

Motivation: 

Operations Need 

  Strategy     

  Functionality 

Annual Revenue:  

Industry:  

Location(s): 
 

 

Purpose of 

Business: 
 

People, Culture & 

Values: 
 

Other Notes:  
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Reseller Target Market Framework 

Market Type: Reseller               

Industry:  

Client Base: 
 

 

Purchase Motivation: 

  Operations Need 

  Client Wants     

  Functionality  

Annual Revenue:  

Age: 
 

 

Location: 
Neighborhood   City 

  Region                       Country 

Other Notes:  

 

Your Target Market: Putting It Together 

 Based on the information you gather from your product / 

service and market investigations, you should have a clear vision 

of your realistic target market.  Here are a few examples of how 

this information is put together and conclusions are drawn: 
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Target Market Sample 1: Consumer Market 

Business: Baby Clothing Boutique Business Purpose:   

- Meet a need (provide clothing for 

infants and children aged 0 to 5 years) 

- Serve a want (clothing is brand name 

only, and has a higher price point than 

the competition)  

 

Market Type: Consumer 

Gender: Women 

Marital Status: Married 

Market Observations: 

- located on Main Street of Anytown, a 

street that is seeing many new 

boutiques open up, proximate to the 

main shopping mall two blocks from 

popular mid-range restaurant that is 

busy at lunch 

 

Industry Predictions: 

- large number of new housing 

developments in the city and 

surrounding areas 

- two new schools in construction 

- expect to see an influx of new families 

move to town from Anycity 

 

Competition Observations: 

- baby clothing also available at two local 

department stores, and one second-hand 

shop on opposite side of town 

Online Research: 

- half of Anytown’s population is 

female, and 25% have children under 

the age of 15 years 

- Anytown’s population is expected to 

increase by 32% within three years 

- The average household income for 

Anytown is $75,000 annually 

 

TARGET MARKET:  The target market can then be described as married 

mothers with children under five years old, between the ages of 25 and 45, who 

have recently moved to Anytown from Anycity, and have a household income of 

at least $100K annually. 
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Target Market Sample 2: B2B Market 

Business: Confidential Paper 

Shredding 

Target Business Size: Small to 

medium  

Market Type: B2B (Business to 

Business) 

Target Business Revenue: $500K to 

$1M 

Business Purpose:   

- Meet an operations need (provide 

confidential on-site shredding services 

for business documents) 

Target Business Type: 

- produce or handle a variety of sensitive 

paper documentation 

- accountants, lawyers, real estate 

agents, etc. 

Market Observations: 

- there are two main areas of office 

buildings and industrial warehouses in 

Anycity 

- three more office towers are being 

constructed, and will be completed this 

year 

 

Industry Predictions: 

- the professional sector is seeing 

revenue growth of 24% over last year, 

which indicates increased client billing 

and staff recruitment  

Competition Observations: 

- one confidential shredding company 

serves the region, covering Anycity 

and the surrounding towns 

- provide regular (weekly or biweekly) 

service, but does not have the capacity 

to handle large volumes at one time 

 

Online Research: 

- Anycity’s biggest employment sectors 

are: manufacturing, tourism, food 

services, and professional services 

 

 

TARGET MARKET: 

The target market can then be described as small to medium sized businesses in 

the professional sector with an annual revenue of $500K to $1M who require both 

regular and infrequent large volume paper shredding services. 
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Segmenting Your Market 

 
 Your market segments are the groups within your target 

market – broken down by a determinant in one of the following 

four categories: 

 

 Demographics 

 Psychographics 

 Geographics 

 Behaviors 

 

 Segmenting your target market into several more specific 

groups allows you to further tailor your marketing campaign and 

more specifically position your product or service.  You may wish 

to divide your ad campaign into four sections, and target four 

specific markets with messages that will most resonate with the 

audience. 

 

 For example, the baby clothing store may choose to 

segment its target market by psychographics, or lifestyle.  If the 

larger target market is married females with children under five, 

between the ages of 25 and 45, who have a household income of at 

least $100K annually, it can be broken down into the following 

lifestyle segments: 
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 Fitness-oriented mothers  

 Career-oriented mothers 

 New mothers 

 

 With these three categories, unique marketing messages 

can be created that speak to the hot-buttons of each segment.  The 

more accurate and specific you can make communications with 

your target market, the greater impact you will have on your 

revenues.  

 

Market Segmentation Variables 

Demographic Psychographic Geographic Behavioristic 

 

Age 

Income 

Gender 

Generation 

Nationality 

Ethnicity 

Marital Status 

Family Size 

Occupation 

Religion 

Language 

Education 

Employment 

Type 

Housing Type 

Housing 

Ownership 

Political 

Affiliation 

 

 

Personality 

Lifestyle 

Values 

Attitude 

Motivation 

Activities 

Interests 

 

Region 

Country 

City 

Area 

Neighborhood 

Density 

Climate 

 

Brand Loyalty 

Product Usage 

Purchase 

Frequency 

Profitability 

Readiness to 

Buy 

User Status 
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Understanding Your Target Market 

 
 Once you have determined who your market is, make a 

point of learning everything you can about them.  You need to 

have a strong understanding of who they are, what they like, where 

they shop, why they buy, and how they spend their time.  Remind 

yourself that you may think you know your market, but until you 

have verified the information, you’ll be driving your marketing 

strategy blind. 

 

 Also be aware that markets change, just like people.  Just 

because you knew your market when you started your business 10 

years ago, doesn’t mean you know it now.  Regular market 

research is part of any successful business plan, and a great habit to 

start. 

 
Types of Market Research 

 Surveys 

 The simplest way to gather information from your clients 

or target market is through a survey.  You can craft a questionnaire 

full of questions about your product, service, market 

demographics, buyer motivations, and so on.  Plus, anonymous 

surveys will produce the most accurate information since names 

are not attached to the results or specific comments.   
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 Depending on the purpose—whether it is to gather 

demographic information, product or service feedback, or other 

data—there are a number of ways to administer a survey. 

 

1. Telephone 

 Telephone surveys are a more time-consuming option, but 

have the benefit of live communication with your target market.  

Generally, it is best to have a third party conduct this type of 

survey to gather the most honest feedback.  This is the method that 

market researchers use for polling, which is highly reliable. 

 

2. Online 

 Online surveys are the easiest to administer yourself.  

There a many web-based services that quickly and easily allow to 

you custom create your survey, and send it to your email 

marketing list.  These services can also analyze, summarize and 

interpret the results on your behalf.  Keep in mind that the results 

include only those who are motivated to respond, which may slant 

your results. 

 

3. Paper-based.   

 Paper surveys are seldom used, and can prove to be an 

inefficient method.  Like online surveys, your results are based on 

the feedback of those who were motivated for one reason or 

another to respond.  However, the time and effort involved in 

taking the survey, filing it out, and returning it to your place of 

business may deter people from participating. 
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 Keep in mind that surveys can be complex to administer, 

and consume more time and resources than you have planned.  If 

you have the budget, consider hiring a professional market 

research firm to lead or assist with the process.  This will also 

ensure that the methodology is standard practice, and will garner 

the most accurate results. 

 

 Website Analysis 

 

 Tracking your website traffic is an excellent way to 

research your existing and potential customer’s interests and 

behavior.  From this information, you can ensure the design, 

structure and content of your website is catering to the people who 

use it – and the people you want to use it. 

 

 User-friendly website traffic analytics programs can easily 

show you who is visiting your site, where they are from, and what 

pages of your site they are viewing.  Services like Google 

Analytics can tell you what page they arrive at, where they click 

to, how much time they spend on each page, and on which page 

they leave the site. 

 

 This is powerful (and free!) information to have in your 

market research, and easy to monitor monthly or weekly, 

depending on the needs of your business.  
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 Customer Purchase Data (Consumer Behavior) 

 

 If you do not have the budget to conduct your own 

professional market research, you can use existing resources on 

consumer behavior.  While this data may not be specific to your 

region or city, general consumer research is actual data that can be 

helpful in confirming assumptions you may have made about your 

target market. 

 

 Your customer loyalty program or Point of Sale system 

may also be of help in tracking customer purchases and identifying 

trends in purchase behavior.  If you can track who is buying, what 

they’re buying and how often they’re buying, you’ll have an 

arsenal of powerful insight into your existing client base. 

 

 Focus Groups 

 

 Focus groups look at the psychographic and behavioristic 

aspects of your target market.  Groups of six to 12 people are 

gathered and asked general and specific questions about their 

purchase motivations and behaviors.  These questions could relate 

to your business in particular, or to the general industry. 
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  Focus group sessions can also be time consuming to 

organize and facilitate, so consider hiring the services of a 

professional market research firm.  You may also receive more 

honest information if a third party is asking the questions, and 

receiving the responses from focus group participants. 

 

 For cost savings, consider partnering with an associate in 

the same industry who is not a direct competitor, and who would 

benefit from the same market data.  
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