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PRAISE FOR THE AUTHOR

“Phil offered me incredible coaching and guidance. His experience and ability in
assisting me to set goals and to achieve those goals ensured my business grew from
strength to strength, and his leadership skills have helped implement the change
required in my business.”

Alex Graham, Cutting Edge

“Phil ’s ability to help my team and me to distil current issues and then identify
actions required to make the maximum impact on the business has been
invaluable.

Working with Phil and his team has provided us the guidance and, most
importantly, the accountability to ensure that we set and achieve our goals.

I would highly recommend Pro�tHQ to any SME, regardless of what stage your
business is in.”

Jav Greaves, Group General Manager,
Home Environment Group Pty Ltd

“Since we are a start-up business, Phil has been helping us a lot in setting up our
business. He has drilled it into us that making pro�t is the main reason we are in
business and how important a growth mindset is.

He has so much knowledge and experience and he is very easy to talk to. We highly
recommend him!”

Jackson Scott & Kieren O’Brien,
Owners, Lexity Pty Ltd



“Running construction projects can be extremely difficult. On top of that, there is
the difficulty of running a business with all its complexities.

�e understanding, experience and knowledge that Pro�t HQ has in the building
and construction industry gives me the advice to make it simple so that I can get
on with what I do best.”

Peter Mason, General Manager, Ducon



Your Free Gift

As a way of saying thank you for ordering this book, there is a gift waiting
for you.

If you are �nding that your business is not maximising its potential and your
results are not what you are expecting, then contact my office for a
Complimentary Business Opportunity Assessment (Value $995.00) to
identify the pro�t and performance potential in your business.

Visit www.Pro�tHQ.com.au/Consult or call 1300 00 PROFIT to learn
how applying �e YOU! Factor can unlock that potential.

http://www.profithq.com.au/Consult
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INTRODUCTION

In the future, there will only be two kinds of businesses: those that change
and those that disappear.

It’s always been the case, but with the ever-changing global landscape and
constantly evolving technology, it’s never been truer than today.

If you’ve picked up this book, you’re either a business leader with a lot of
pull in your company or the owner of a small- or medium-sized business
that may be struggling or can see challenges looming ahead.

I offer you my congratulations for having the openness to tackle issues head
on. Your ability to seek change will be the key to everything moving
forward.

�e statistics don’t lie. �e Australian Bureau of Statistics reported to �e
Huffington Post in November 2016 that 70% of startup businesses fail within
three years and 90% within �ve.

In addition, many business owners reluctantly admit their business is not
going as well as it should or divulge their work-life balance is not
acceptable.

So, with more business books than actual businesses and a business seminar
in every other hotel meeting room, why are so many people struggling to
achieve the results and lifestyle they deserve?

In addition, US-based research from various business sources highlights
that 90% of owners don’t manage to �nd a buyer for their business when
they come to sell and, of those that do, most achieve only 50% of what they
expected. Anecdotal evidence shows that the situation in Australia is not
much different.



How can this picture be so dismal in light of all the information available?
When government studies business around the clock, spitting out reports
about lack of capital, �nancial knowledge, planning, etc.?

Clearly something is missing that is prohibiting more businesses from
reaching their full business potential and success. What’s the problem?

In a nutshell, it’s YOU!

�e reality is, most business owners and leaders are focusing on everything
except themselves. �is has been proven to be a barrier to success, time and
time again.

You are the root cause of your business success — or lack of success.

You means you, the business owner; or you, the collective you of your
leadership team, in a larger business.

When it comes to looking at their business, these days everybody is focused
on their marketing plan and their social media, concentrating on hard assets
and not the soft ones.

Business owners are focusing on peripheral leadership skills and managing
other people, but they don’t do enough work on who they are and what they
bring to the table.

If you’re reading this book, it’s because you’re frustrated, not where you
want to be, and still looking for an answer.

Do you feel stuck, unable to get the ful�llment out of your business that you
thought you’d �nd? You’ll �nd the problem and the solution both emanate
from the same place: YOU!

�e pro�ts and performance of your business will only grow to the extent
you do — this is �e YOU! Factor.



�e School Of Hard Knocks

So, if I’ve just said other business growth approaches and gurus are getting
it wrong, why would you bother listening to me?

Well, I’m not a government economist or university professor who hasn’t
tried practising what they preach. Much like you, I’ve been there.

My father started a plumbing business before I was born. I started getting
involved around the age of 10 as the company was growing and focusing on
the rapidly expanding market of air conditioning in buildings.

Instead of going to university, I decided to undertake a plumbing
apprenticeship with the family business. My father and I decided I needed
to extend my education, so, at the same time I took night school courses in
computer sciences, marketing, �nance, and business management.

I became an educated plumber and went on later to obtain two university
quali�cations.

I really liked the industry and the plumbing; however, what I truly loved to
learn was anything about business.

When I �nished my apprenticeship, I worked my way through most parts
of the business and was appointed to a general manager’s role. �e company
was doing about $30 million annually and had over 100 employees.

When I was 27, my dad became very ill and left the business on a day-to-
day basis. At this point I stepped into a full-time managing director role.

My father and I had many challenges about the way things should be
operated, and, in my early 30s, we �nally came to an agreement for me to
buy him out and take full control of the business.



Within a couple of years, the business grew to a $70 million/300-employee
operation. But then, in the early 1990s, there was a severe downturn in the
Australian construction market.

With the availability of work dropping more than 50% overnight and the
banks treating companies in the building industry extremely harshly, we had
to have an urgent and tough look at what we were going to do.

Out of necessity, we restructured the business so it could survive and have a
future. Consequently, hundreds of people were cut and the business was
completely recon�gured.

�ankfully, the construction market turned around, and the business reaped
the bene�t of the restructure, returning to pro�tability and heading down a
de�nite pathway to success.

We broke the company into separate business divisions and focused on
more speci�c markets within the industry. I’m proud to say that the business
became even more successful than before. It is now an employee-owned
enterprise, and is recognised as being one of the best — if not the best — in
the industry.

Many other companies disappeared during those slow years. It was only
because we constantly made changes and allowed our management and
employees to put their best foot forward that we came out better for it on
the other side.

When I sold to the employees in 2012, I was proud of what we had built;
however, I was too young to retire.

Around this time, a few people started asking me to advise and help them
with their business.

I didn’t realise how much I’d learned and had to offer until I took up these
requests and started helping other businesses.



I really enjoyed what I was doing, so I launched a company, Simply
Business Australia, which serves as an advisory �rm for businesses that need
assistance with simplifying and focusing on important things, and, most
importantly, on making a pro�t and growth.

In having the opportunity to work with so many terri�c people who were
running businesses that were not reaching their potential, I learned there
are some over-arching philosophical and practical guidelines that apply,
regardless of your industry.

It doesn’t matter if you’re the best plumber, accountant, lawyer or landscaper
in the world. If you don’t follow these guidelines, you will continually
struggle.

It all comes back to something I’m going to expand upon in Chapter One:
Every business needs to make an acceptable pro�t. Without a pro�t, sooner
or later —usually sooner — there will be no business.

As I write this book in late 2017, we are in the process of rebranding
ourselves as Pro�t HQ. Our purpose is “To grow people and pro�ts.”

�e key to this is what I call �e YOU! Factor, and it’s the �rst of three
factors that comprise the equation I’ve dubbed the Business Success
Formula.

It’s On Your Shoulders

During my business career and while studying other businesses, I always
wondered what was behind my times of success and also what factors led to
my mistakes. Why were some businesses highly successful and others a
struggle?

I realised early on that I was going to be 10 times more successful being an
average plumber and a great businessperson, rather than the other way



around.

Being technically good at what you do does not make you a great
businessperson. I was very lucky to learn the technical aspect at such a
young age, so when it came time to learn how the business operated, I still
had a growth mindset.

I’ve carried this mindset with me through life and have always been one
who has wanted to learn, especially from my mistakes. I had that crucial
growth mindset and a never-ending thirst for knowledge.

I tried to constantly motivate our team for success and share my vision for
the future. As I began to work with other companies as part of Simply
Business Australia, I saw people who were lacking in these areas and I was
able to assist, �lling in gaps and making a difference with things like self-
awareness, the ability to identify market opportunities and especially
mindset.

It was clear to me all of these aspects worked together —they were common
factors to success. It was around this revelation that I started developing the
concept of �e YOU! Factor.

�e YOU! Factor is not just one thing but a collection of those elements that
overlap and work in concert. Each one of these elements is found within the
business owner or its leaders, not on the pages of an economics textbook.

�e people I worked with who were lacking in some areas and elements
didn’t need a library card to �gure out where the problem was — they just
needed to be shown where to look.

When we were able to unlock the potential of a business owner and its
leaders, there were massive, positive changes.

What can you do to make your business more pro�table? Do you have a
vision for the future?



Do you know where markets are emerging? Do you have a growth mindset
and achieve results, or do your make excuses?

All of this comes down to you, and that’s the crux of �e YOU! Factor.

Making �e Correct Changes

You’re reading this book because you know that change is needed in your
business. You may be going into it grudgingly or with open arms (we’ll deal
with mindset in Chapter Two), but simply by picking up this book, you’ve
made an important statement.

You have an immense amount of potential, and I have a track record of
helping people pull it out of themselves. You know that your business needs
to evolve into a different state of being, but so do you.

When you pro�t from the tools I can offer, so does your business…and
when your business pro�ts monetarily, you’ll �nd that you do too,
personally.

Seeking help is not a weakness — it’s actually a move successful people
make all the time. �e most successful businesspeople are the ones who
don’t waste time pretending they know something when they don’t. �ey
seek help, learn as much as they can, and implement changes.

Self-awareness is one of the tenets of �e YOU! Factor we’ll deal with in
Chapter �ree, but, thankfully, you already have enough to recognise that
there is something leaving you frustrated and dissatis�ed with your
business.

In working with a lot of businesses, I �nd there’s usually a gap between
where you are and where you want to go, with only a foggy idea of how to
get there.



I see new businesses that are like a racecar taking off at 200 kilometres per
hour into the fog. Why would you ever drive a car that fast into fog?

You have no knowledge of what is ahead. Your vision is blocked. You don’t
know if you can stay on the road, and you don’t want to admit you have no
idea how you’re going to get there.

It’s not about the car — it’s about the driver.

�at’s where I come in. I’m the person who provides the map, attaches fog
lamps to your headlights and helps you �gure out where the twists and
turns are. I’m here to motivate you toward success.

Business is a learnable skill. �e desire to succeed is not. You already have
that desire to succeed, or this book wouldn’t be in your hands.

Now it’s time to take a look at what the issues are those, if recti�ed, would
make a signi�cant difference to you and your business.

Business is also a complex subject. Maybe what you once knew doesn’t cut it
anymore. Maybe you just feel stuck and don’t know how to get that mojo
back you used to have.

If you’re in business, you probably have an accountant, lawyer and other
professionals to help you with certain aspects of the business. �e most
successful business owners and leaders usually have business coaches, even if
they don’t broadcast it.

�is is where I come in.

Filling in your gaps is crucial to the success of your business and your
overall professional growth. It’s going to make a massive difference in
getting you where you want to go, and isn’t that why you got into business
in the �rst place?



If this book resonates with you, and you’re ready to maximise your growth
potential and the pro�t and performance of your business, visit
www.Pro�tHQ.com.au/Consult or call 1300 00 PROFIT to set up a
Complimentary Business Opportunity Assessment (Value $995.00) and
learn how applying �e YOU! Factor can unlock that potential.

http://www.profithq.com.au/Consult


To your success,

Philip Coombs

Australia’s #1 Authority On Growing People And Pro�ts



CHAPTER 1
Profit And YOU!

In the book introduction, I mentioned that you are the root cause of your
success and also the reason for your lack of success.

I’ve worked with enough companies to recognise that the pro�tability and
performance of your business will only grow to the extent that you do, both
personally and professionally.

Business is an inanimate object that is brought to life by its owner or leader
and the people they employ.

So, if you want to improve the pro�t and performance of the business, you
have to work on the people, starting with you.

�e success or failure of your business venture rests on your shoulders.

I start a lot of my seminars and one-on-one meetings with people by talking
about the difference between a business owner and an entrepreneur.

A business owner is someone who starts a business doing something they
are good at (technical skills), or something they are passionate about, with
the hope of making a pro�t.

�e motives for starting a business are many, such as wanting to do things
your way and not wanting to answer to anyone else. You want your slice of
the action and then go home at the end of the day, unchallenged and
oblivious to what could be.

An entrepreneur is a person who starts a business with a clear intent of
making a signi�cant pro�t based on seeing a market opportunity. It’s a
person who is looking to grow and better their situation.



An entrepreneur is a person who gets into business because they see wealth
generation as leading them to a life of independence, �nancial freedom and
success.

Who do you want to be? Are you a business owner or an entrepreneur?

It All Starts With Pro�t

Pro�t is not a dirty word.

It can sound a little strange to put it in these terms, but it usually catches
people’s attention.

�e majority of people who own a business, or want to make a career in
business, include the goal to achieve �nancial freedom or wealth generation.
You cannot achieve �nancial freedom or wealth generation without making
signi�cant pro�ts.

It’s that simple. You are in business to have more money coming in through
the door than going out. A company can make money, in spite of
ownership, but no company can stick around long-term that is not making
money.

Pro�t is not pro�t until it winds up in the bank.

Almost as importantly, if you’re not turning a decent pro�t and are just
treading water, who is ever going to want your business? If you’re not a
pro�t-generating entity, your business is not saleable.

I’ve met a lot of business owners who are doing okay, but they’re banking on
their retirement being tied to selling their business. I’ve had to burst that
bubble on more than one occasion.



�e overseas statistics I mentioned in the introduction are clear — 90% of
businesses don’t sell and, of those that do sell, they achieve 50% of what the
seller expected. �is picture is basically the same in Australia.

It’s simple. It’s fundamental. And it’s lost on so many people.

Your business does not exist to simply solve a person’s problem, wants or
needs. It exists to solve a person’s problems, wants or needs…AT A
PROFIT!

When you’re making business development decisions, the goal must be
pro�t. Pro�t has to be your reason for being in business because, without it,
there would soon be no business.

And giving pro�t its due place means not only operating at a pro�t but also
making a signi�cant pro�t on sale.

Pro�t Is Not A Dirty Word

Over the last couple of decades, I think that “pro�t” has become almost a
taboo word.

For some, it conjures up ideas of greed and sel�shness. Others have been
brought up through the ranks believing it’s one of those things — like your
co-workers’ salaries or personal lives — that you’re just not supposed to talk
about.

Others don’t like talking about pro�t because if anybody delves too far into
the books, they won’t �nd any. It’s a source of embarrassment or simply
pride.

Pro�t needs to be the focus of everybody in the organisation. It’s only
through pro�t that you’re going to be able to achieve your personal goals, so
why wouldn’t it be at the top of the agenda in every decision you make?



It’s ironic that, even among many successful companies, pro�t is something
that is not talked about.

Yes, pro�t is the amount of money that is made after all costs are
considered, but it’s also the sum of all of your decision-making. Delve a
little deeper into different P&L and balance sheet lines and you start to see
the strengths — and weaknesses — of a company.

For the business owner who doesn’t want to evolve and change, not paying
attention to pro�t usually shows an unhealthy level of pride and the need to
hide inadequacies they don’t like talking about.

�ink I’m wrong?

Try sitting down with a business owner or leader and, even before you
exchange pleasantries, ask,“So, how are your pro�ts?”

Even if their pro�ts are off-the-charts positive, you’ll catch the person off-
guard and likely be met with “Uh…uh…uh… good?”

We have been conditioned to avoid talking about pro�t, but, until that
changes, you’re going to see the number of failed businesses remain at 90%
(�ve years after start up).

Here’s the thing — if you’re not focusing on pro�t, you’re focusing on
something else.

�at something else is not the No. 1 reason you are going to stay in
business. Financial freedom? Independence? Success?

�ose are only going to happen if pro�t is returned to the top of the agenda.

�e YOU! Factor



Once I understood that pro�t fell off the radar with most business owners,
it then became a matter of �guring out why. �e answers that I discovered
became the basis for �e YOU! Factor program.

Most people who enter business start with a level of unconscious
incompetence they don’t realise is there. How can they? �ey don’t know
what they don’t know.

�at incompetence can happen for many reasons; however, the prime
reason is simple — a lack of business knowledge.

If this lack of knowledge is not addressed, business life becomes very, very
stressful.

I’ve identi�ed seven tenets that comprise �e YOU! Factor. �ey intertwine
and overlap and feed off one another, and, if you don’t have a level of
competence with each of these tenets, you’re heading toward a difficult and
often stressful period.

�e seven tenets of �e YOU! Factor are:

Mindset

Self-Awareness

Vision

Market Opportunity

Knowledge

Motivation

Action



Some people score very high in some areas and low in others. �ose people
can sometimes tread water for a period of time, but I usually �nd they don’t
feel good about their business. Sometimes they know why, but, more often
than not, they don’t.

In the next several chapters, we’re going to take a look at each of the tenets
of �e YOU! Factor. As you read, you may �nd the tenets impact on different
levels: some may relate to existing competencies; with others, the sense of
recognition may relate to an all-too-familiar problem area and the attendant
uncovering of a blind spot. �at’s to be expected.

�is book is not designed to solve all of your problems; it’s designed to
highlight the speci�c areas you need to work on and address.

�e YOU! Factor is the �rst part of the Business Success Formula:

Y + P + E = Business Success

Y is �e YOU! Factor, P is Your Plan, E is Your Execution, and these three
elements together equal Business Success.

It all starts with �e YOU! Factor.

Perhaps you’ve read up to this point in the book and you’re thinking to
yourself, “�ere’s nothing here for me.” My suggestion for you is to read on
— I think you will be pleasantly surprised with what you might learn.

TAKEAWAY: �e most important thing for a business to do is to make a
pro�t. If a business owner is going to lead his company to pro�tability, they
must excel at all seven tenets of �e YOU! Factor.



CHAPTER 2
Do You Have A Fixed Or Growth Mindset?

When people invariably ask me what the most important piece of �e YOU!
Factor is, I point out that they all have to work together, and, if you don’t
have the right mindset, none of it is going to work.

I don’t know exactly what the clinical de�nition of “mindset” is, but I’d
describe it as the “inner you.”

It’s where you hold your beliefs, opinions, knowledge, stereotypes, etc., and
is also where you determine how you will respond and react to forces in the
outside world.

I think mindset is both a conscious and unconscious thing. Most of the
time, we’re working on autopilot, and yet it’s not impossible — or
sometimes even that hard, given the right circumstances — to change your
mindset.

In running the family business, and later working with a lot of business
owners as a business coach, I’ve seen that mindset makes all of the
difference when it comes to improving, or �xing, a business.

�ere are really only two kinds of mindsets: growth and �xed.

Let’s take a look at the characteristics of each:

Growth Mindset

Believing you can develop your brain, abilities and talents

Having an insatiable appetite to learn



Regularly seeking help and often having mentors

Being resilient

Continually improving the way to do business

Understanding change is the norm

Being a great listener

Knowing that mistakes are learning experiences

Having a commitment to train and teach others

Being focused on pro�ts and results

Seeing opportunities

Fixed Mindset

Believing talent alone creates success

Being judgmental

Always talking, rarely listening

Regularly making excuses/laying blame

�inking that training is not important, hiring the best will take
care of it

Having a reluctance to change

Being rigid in your belief system, not open to new perspectives

Not seeking help



Seeing problems

Being paralyzed by fear but never letting on

Being driven by ego and top-line sales

It’s important to understand that people can be �xed on some things and
have growth in others; however, an overall �xed mindset in business can be
a major barrier that prevents you and your business from reaching your
potential.

How you think determines how you feel, how you feel determines how you
act, and how you act determines your results.

MINDSET= RESULTS

�e Importance Of Mindset

It doesn’t take a genius to understand that it’s better to be of a growth
mindset than a �xed one when it comes to your business.

Yes, you’ve probably seen people who have succeeded in spite of themselves
with a �xed mindset, but that’s like someone winning the lottery — it’s far
too rare to be a realistic possibility.

When it comes to business, I think there’s a simple formula:

Quality of Mindset = Potential

You’re not going to reach your full potential and, therefore, you’re going to
hold back your employees and your organisation if you’re not operating with
a growth mindset.



�e only way you’re going to evolve from struggling to good and then good
to great is if you’re open to doing what it takes.

So where is your mindset? How are you feeling? Are you frustrated,
dissatis�ed and feel like there’s no spark behind what you’re doing?

Do you feel overwhelmed because you know there is no way the business
can run without you?

If I were to tell you that you have a �xed mindset, would your �rst response
be to tell me I’m wrong?

It’s okay to admit all of these things. Admitting it is the �rst step toward
ultimately turning things around.

If you’ve got to a point where you’ve said, “I don’t want to feel this way
anymore,” it’s a good sign you can embrace a growth mindset. �ere are
many who go down in �ames clinging to the idea that everything is just
�ne.

Mindset is about your ability to stretch your own brain. �ose with a �xed
mindset don’t see the need to expand. �ey’ve stopped stretching their
brains and recognising that they need to be learning constantly and
challenging themselves to do better.

You’re going to have less of a chance to make a business venture successful
with a �xed mindset because you’re not going to listen to people or be
willing to learn about different ways of approaching problems.

Unless your mind is in the right place, nothing is going to improve.

Mistakes are inevitable in business, and a growth-mindset person strives to
learn from them, whereas a �xed-mindset person avoids mistakes all
together.



�at can sound good on the surface, but unless you experiment, make
educated guesses and try new things that sometimes fail, you’re not going to
evolve.

Sure, the �xed-mindset person didn’t make the mistake, but they also aren’t
going to experience the success that comes from trying new things.

For instance, a growth-mindset person might say, “Let’s invest $10,000 in a
social media marketing campaign. We’ve heard a lot about social media
helping businesses and, if that’s the future, we should start reaching that
audience. Hopefully it works.”

�e �xed-mindset person says, “We’ve marketed the same way for a while
and we know the results. We could potentially be throwing $10,000 away.
�at’s stupid.”

Let’s say the social media campaign failed and they only saw 10% of a
return on their investment. �e �xed-mindset business owner doesn’t know
what the return is because they didn’t bother to try something new.

�e growth-mindset person says, “Okay, now what did we learn? Maybe the
message was wrong; maybe the site was wrong.”

Maybe by �nding the little piece that did work, they can build on it so the
next $10,000 social media campaign brings in �ve times the investment.

So, let’s total that score.

�e growth-mindset person spent $20,000 and had $51,000 in returns. �e
�xed mindset person spent nothing and made nothing.

�at’s $31,000 pro�t vs. $0 pro�t. Which business wins in the long-run?
Which mindset wins in the long-run?



Growth Mindset

I’ve heard all kinds of excuses why someone has evolved from growth-
mindset to �xed-mindset, and that’s just what they are: excuses.

Yes, people can get comfortable and too cautious over time, but allowing
short-term success to dictate the idea you’re doing things correctly now and,
therefore, they will always be correct, is going to lead to bad places.

Believing that you “got it right,” so you don’t need to continue to grow and
evolve, will leave you behind sooner rather than later.

Growth-mindset people are always striving to learn regardless of their
history of success or where they are in time.

As I write this book, Warren Buffett is not that far away from 90 years old.
Born in 1930, he still reads dozens of books a month. Why does someone
who has been so successful and is far closer to being done with business life
than starting out still thirst for knowledge?

He knows it’s what got him this far. Resting on his laurels is not part of his
mindset — and it shouldn’t be for anyone who wants to grow a business.

You’ll �nd that a person’s mindset often applies to every part of their life.
With growth-mindset people, you’ll �nd that they expect change — it’s the
norm and they can handle it well.

Using mentors, taking training and seeking help are also part of a growth-
mindset business owner’s DNA.

�ere isn’t an issue with asking for assistance because they believe learning
from others is the best way to improve as a person.

�ese people are also the quickest to lend a hand when asked.



�e person with the growth mindset is also the one who has their eye on
the bottom line. �ey are committed to achieving results, even if that means
changing how they reach those results.

�ey are also pro�t-driven and, instead of blaming others if they come up
short, they seek to understand why so they can do better the next time.

Fixed Mindset

My �rst challenge in dealing with a business owner or leader who has a
�xed mindset is often getting them to understand they may have a �xed
mindset on certain aspects of business and that may be creating barriers to
their ultimate success.

Almost everybody who gets into business starts with a growth mindset;
however, they may have an extreme lack of business knowledge, which
hopefully is addressed over time. Many don’t realise when they make that
slow transition from growth to �xed.

At some point, they just stopped changing, stopped learning and stopped
doing all the things that made them successful in the �rst place.

It’s easy to be convinced that you’ve found the formula for success —
especially when you actually are successful for a short time — but then
wonder where it all went wrong when things continue evolving without
you.

�ese are the moments where a �xed-mindset manager decides to hire new
talent that re�ects their �xed beliefs or seems like someone they can pass
the �xed mindset to. �e growth-mindset manager looks for the new hire
who can be trained to do things the best way and who will develop and
contribute.



Leaders with a �xed mindset can be a hindrance to a business, even if they
have employees and other members of the team who sport growth mindsets.

Fixed-mindset leaders tend to foster an environment of “group think” where
they believe that, since they are the dominant person in the room,
everybody needs to fall in line behind them with the exact same way of
thinking.

�is causes the group to all head in the same direction of the strongest
individual, even if that individual is leading them down the wrong path.
People look up to their leaders but also have an instinct to go with what the
boss says and feel like they don’t have a right to overshadow those above
them in the organisational chart.

If a person knows sharing their opinion is pointless, they’re not going to
bother.

�e growth-mindset leader, on the other hand, asks lots of questions, �nds
out what their team thinks and builds consensus. If they are leading because
they are the only one with the training or information to make decisions,
they �nd a way to get the rest of the team up-to-speed.

�ink about that for a minute. Which scenario is better: A room with one
leader and �ve “yes-people” or a room with a facilitator and �ve people
allowed to help problem-solve freely?

�e growth-mindset leader picks the second one and is grateful when one
of the team solves a problem. �ey don’t worry about their personal
standing within the group. �ey don’t let their ego get in the way of what’s
best.

Corporate culture also tends to foster �xed mindsets, which is unfortunate
because there is such an opportunity to develop a growth-mindset culture to
signi�cantly grow the pro�t and performance of the business.



�e problem with corporations is that, because they’ve been around so long,
they score very high in the Knowledge category, and over time stop learning
and trying to better themselves, resulting in a reluctance to embrace change.

You cannot improve the pro�t and performance of a business without
making change.

Again, this is where larger companies have a fantastic opportunity to
develop in a way that sets them apart from their competitors.

�e Ability To Shift

It’s okay to be �xed-mindset on some things. In fact, it’s far better.

It’s good to have a �xed mindset when it comes to following laws. It’s good
to have a �xed mindset when it comes to accepting basic laws of nature.

Being rigid on certain beliefs, like religion, is usually not a bad thing. If you
refuse to listen to any music made after 1985, that’s on you, and you may
miss out on some tunes you’d like, but it really doesn’t matter.

People develop from a growth mindset and become “�xed” on some things
and remain “growth” in others. �at said, from my experience in business,
there is nothing I see bene�cial about having a �xed mindset in your
professional life.

Nothing.

When I work with clients, I don’t just sit there and point at them and tell
them to change the way they think. It doesn’t happen that easily.

If I’m going to get people to shift their mindset from �xed to growth, I have
to show them what’s possible. I need them to see the world through the
eyes of someone with a growth mindset.



Admitting you have �xed-mindset tendencies is the �rst part of getting
back to being someone with a growth mindset. I have found using a
business coach is helpful for most people and the quickest way to changing
their thinking.

Everything in �e YOU! Factor is crucial to success, and yet, if you aren’t in a
place where change is welcome and looked upon with enthusiasm, none of
the rest is really going to matter.

Mindset is that important — everything begins with mindset.

TAKEAWAY: �ere are two kinds of mindsets, growth and �xed, and the
business owner with the growth mindset who welcomes change is always
going to have a giant advantage over the one with a �xed mindset.



CHAPTER 3
How Accurate Is Your Self-Awareness?

You probably say it and are on the receiving end of it at least a dozen times
a day.

We’re beings conditioned to say something when we see somebody for the
�rst time in a given situation.

“Hey, how are you doing, mate?” �ey say, “Fine,” or you say, “Fine,”
because that’s all anybody is supposed to say in that situation. It would be
just as useful to say, “I can see you” and answer, “I can see you, too.”

Nobody really wants to know how you’re doing and you probably don’t feel
like getting into it if you’re not having a “�ne” day.

All of that said, I’m going to ask you anyway…

How are you?

How do you feel?

How is your business going?

How do you feel about your business?

Now that you’ve probably addressed my queries with one-word answers, I’d
like you to go back and answer them with complete sentences, and, this
time, do it honestly.

Were your answers completely honest? How can you be sure?



I’m throwing a lot of questions at you about your feelings, and some
business “experts” would say that has nothing to do with what’s going on at
your company.

I couldn’t disagree with them more. While mindset is the most important
and �rst aspect of �e YOU! Factor, self-awareness is right “up there.”

If you’re like most folks, you tell people what they want to hear, and answers
like “Fine” or “I’m just tired” can become rote.

Once that happens, you may have to pause and ask yourself how you really
feel.

Although you can �nd a few attributions and versions of the quote, one of
the most powerful truths of human existence is:

“We are the truths we tell ourselves.”

What is the truth you tell yourself ?

You Are Who You Are 24/7

Self-awareness is the honest, conscious awareness of one’s feelings, motives,
desires, personality and character.

�at awareness extends to your business. Self-awareness is one of those
things that can’t be measured by any blood or intelligence test.

�is is also one of those things that extends far beyond the work day. You
can build all kinds of barriers between your personal and professional lives,
but, deep inside, you’re the same person at work that you are at home.

Sure, you can alter your demeanor or decision-making criteria from one
place to another, but you’re the same person.



If you’re a bad communicator in your personal relationships, you’re likely
not good at communicating with your employees.

If you’re the life of the party at holiday gatherings with your friends and
family, you’re probably not a wall�ower at the company Christmas party.

Both the positive and negative traits you exhibit in your personal life exist in
your professional life.

�ere’s nothing wrong with this. �e key is understanding who you are as a
human being, regardless of whether you’re in a professional or personal
situation.

Only you know how you really feel about your business and the role you
play within it. I can help you get to the truth, but it’s a lot easier if you
admit what it is, even if it’s not positive.

You know what’s important to you and what’s not. You know how you feel
about it.

Whether you admit it out loud is another thing, but you know a lot more
than you’re sometimes comfortably admitting, especially when it’s a negative
feeling and you’re not sure how people will respond.

Sometimes people laugh at how difficult this little exercise is, but they come
back to me afterward and admit they had trouble.

Go stand in front of a mirror and look at yourself silently. Don’t brush your
teeth, comb your hair or admire your out�t.

Just stand there and look at yourself as a person. Be completely honest
about what you see, and then ask yourself why you’re seeing what you’re
seeing.

�at’s self-awareness.



Case Study: �e Little Water Bottle Lie

In business, we often tell ourselves truths that are completely false,
especially in start-up situations. A new business owner thinks they see an
opportunity and they’re pumped.

�ey know their market. �ey’re motivated and excited to get going. You
could stamp “growth mindset” on their forehead.

Six months later, they’re out of business.

It turns out they didn’t know their market, and they just told themselves
they did. �eir self-awareness, when it came to their knowledge gap, was
lacking, and all of the enthusiasm and willingness to embrace change
didn’t matter.

A while back, a friend of mine told me about a person who thought he
could make a fair amount of money and help the environment by selling
reusable water bottles to runners and cyclists. For the purposes of this case
study, I’ll call this person Kirk.

Kirk had a good business plan, recognised an underserved market and
could spout statistics about why the one-time-use water bottles you �nd in
stores are not eco-friendly.

Kirk gave me one of the metal canisters to try. It had a pretty picture of a
tree on the side, and I thought one of my kids would like it. I opened the
top and there was a small piece of paper inside.

It gave instructions on how to get the metallic taste out of the inside of the
bottle. I don’t remember the exact procedure, but it involved lemon juice
and multiple trips through the electric dishwasher.

I told Kirk that I thought he was shooting himself in the foot putting that
note inside the bottle. He told me that plenty of people would take the



extra steps needed to make the bottle usable because the environment was
important enough to them.

I asked Kirk if he was standing in a store and one metal bottle said it
needed treatment to have no metallic taste and the other said nothing,
which one would he pick?

He told me he’d pick the one with the note because it was honest. I could
tell he believed what he was saying, but I know if I were standing with
him in that store, he’d take the bottle without the warning of a horrible
taste.

About four months later, Kirk threw in the towel. He couldn’t get stores to
stock his bottle, and it was bombing at trade shows.

When he set up at cycling or running events, athletes looked at them and
walked away. Years later, he still has cases of these things in his basement
and garage.

Kirk told himself a story that wasn’t true. He himself wouldn’t have
purchased one of those bottles. He wanted his water-bottle business to
succeed so much that he created stories to convince himself success was
just around the corner.

In allowing his self-awareness to take a holiday, Kirk went way too far
down a business road before he recognised it was a dead end.

Everything else was in place. Maybe he’d be worth millions today, built
from a bottle empire — if the bottles hadn’t tasted like metal. But they
did, and that was a fact that Kirk could lie to himself about, but no one
else.

What are the truths you need to discover about your business?



Tell Yourself �e Truth

�e sooner that you’re able to respond honestly about how you are really
faring (whether feelings-wise or doing-wise), the easier and quicker it is to
get to the root of a problem.

�ere is likely some level of non-success you’re feeling if you’re reading this
book. It’s okay to admit it; the moment you do, you’ll feel a great weight
being lifted.

Once your real feelings are out there and you decide you don’t want to feel
like that anymore, it’s time to look at how you want to feel.

What are you hoping to get out of your business? Why hasn’t it worked to
this point?

What can you do to help the situation TODAY? What do you need to do
over time to make things better?

Self-awareness is a gift, not a curse.

If you’re aware that you’re not feeling good about things or that things aren’t
heading in the correct direction, you need to have the mindset that changes
need to be made.

If you’ve operated the same way for �ve years and pro�ts continue to drop
every year, you need to have the self-awareness to say, “Doing the same
thing isn’t working anymore.”

If you keep doing more of the same, that is exactly what you will get.

You don’t need to have the answers. I work with people all the time who
sometimes have little more than a sense that something doesn’t feel right.
�ey’re aware enough to know that they’re not happy and things around
them aren’t as they should be.



�at’s when we go to work �guring out the answers, and, once they start
coming, they’re easier to �gure out. It’s just a matter of taking that �rst step
and being more than “the truth you tell yourself.”

Once you’re able to master that skill, it’s time to �gure out what changes
need to happen and how you’d like your future truth to be. �is leads us into
the Vision tenet of �e YOU! Factor.

TAKEAWAY: One of the most important factors for success is
understanding and being honest with yourself. We are often our worst
enemy and the last one to realise that our self-awareness is not as accurate as
it needs to be; however, we need to be aware that things must change.



CHAPTER 4
Do You Have The Necessary vision For Success?

Obviously, you have to show up at your company and make sure that things
are operating as they should and be prepared for the event of an unlikely
emergency.

Putting out �res should be a skill every great leader develops. But every
great leader also knows once you’re done dealing with an emergency in the
“right here, right now,” you’ve got to return to normal business.

One of the most important aspects of normal business is the ability to look
toward the future. �ere are far too many owners and leaders who view
every day as an emergency and can’t get out of the now.

I think lack of vision is one of the largest contributing factors to someone
developing a �xed mindset.

A company cannot and will never reach its fullest potential without
ownership and its leaders having a clear understanding of not only where
the business is now but also where it is going.

If there is no vision, how can a company be steered in the right direction?

I �nd the most frustrated people I work with are the ones who don’t have a
vision for themselves or the business and therefore don’t realise what’s
possible. �ey see today as something to survive, and they’ll come back for
more tomorrow.

�ey’re too busy �ghting today’s �res to make a plan to prevent �res.

�ese are the business owners who are putting 70 hours in per week, and
believe if they don’t keep breaking their backs, they’re never going to see a



pro�t.

�is is what I call the hope syndrome — they work very hard in the hopes
of making a pro�t.

If you’ve needed to work 70 hours per week for any extended length of time
and there’s not due pro�t for the effort and stress, then you’re doing
something wrong, or it may be as simple as there is something you don’t
know.

�ese are the people who tell me they don’t have time to work on a vision
because they’re too busy. �ey are stuck in the now.

As with every other tenet in �e YOU! Factor, it’s okay to admit that you
don’t have the visioning skill. Yes, there are a lot of successful entrepreneurs
who seem to be born with it, but even they have had to learn how to �ne
tune things.

Vision is a learned skill — it is just a matter of being shown how.

EXERCISE: Getting To �e Vision

�e �rst thing you have to do is �gure out where you want to go with the
future of your business.

A lot of people give very broad generalisations, such as “I want to make a
lot of money,” but they don’t really know what that looks like and
immediately abandon �guring out how.

When they don’t want to set a plan for their vision, they often don’t bother
to have a vision in the �rst place.

In this case,you almost have to think like a child. A �ve-year-old doesn’t
worry about training, logistics, expenses, etc. �ey just want to visit the



moon one day or be a police officer or rescue polar bears.

Ask a �ve-year-old to draw you a picture of what they want to do when
they grow up and you’ll see someone with vision.

When I sit down with owners or executives, one of the �rst things I do is
introduce a “visioning tool.” I call it this because saying “I’ll need you to act
like you’re �ve years old” doesn’t sound as professional.

I instruct them to forget words and draw a picture of what they hope the
future looks like for them and their business.

It may seem silly at �rst, but once they accept the giant piece of butcher’s
paper on the conference room table and the pens and markers in front of
them, they �nd themselves lost in “what could be,” much like a �ve-year-
old.

What kind of picture would you draw?

�is exercise is the �rst step in developing a vision for the business and
showing owners how they can be creating visions for themselves and their
business.

Once the picture is drawn, we look at the characteristics of the picture…
what does it mean?

If somebody draws themselves on the top of a mountain, it could mean that
they see themselves as being on top of a successful business. It could also
mean they have evolved to a place where they can take time off to go hiking.

Understanding what the picture means is key to developing a plan.

One of the takeaways from this exercise is always that things will need to
change to reach that vision. People don’t like change, but once they have a
vision, it becomes much easier.



�ey don’t view it necessarily as “change in the now” anymore. �ey view it
as “change to serve a larger stationary purpose” and this can help
dramatically in creating a growth mindset.

Do You Want Tacos Or Will A Burger Do?

Let’s say you’re hungry and have a craving for tacos. You want tacos right
now and nothing else will do. It must be tacos.

Is it really about tacos, or is it about the fact lunch is approaching and you
know there’s a food truck outside on the street with great tacos? What
happens when you get downstairs and see the truck has driven away, leaving
only the hamburger truck?

Did you really want tacos, or did you want the satisfaction of having your
hunger disappear? Your vision was limited to tacos.

Isn’t satisfying your need what’s important, and the taco was just a detail
you �xated on? With the taco truck gone, you’re stuck with hamburger
today.

When all is said and done, though, were you stuck? Head back and look at
your original vision.

You were hungry. You decided tacos were for you. Tacos weren’t available, so
you had to “move the goalposts” and order the hamburger.

In the end, your vision wasn’t tacos, it was a full belly and, although you had
to adjust your plan, you reached your goal.

I was working with a client recently who couldn’t put into words what his
vision or goals were. He saw himself as treading water, running on an
exercise wheel with no end in sight.



�en he started drawing, and the picture became very clear.

He wanted to get his business to a place where he could sell it in the next
few years, which would give him the time and capital to start a business
based off one of his hobbies. �is idea had been quietly living in the back of
his head for a long time, but he tried to ignore it.

He didn’t listen to that vision because he knows that his business isn’t
currently sellable — just as most aren’t. He had a �xed mindset of being
destined to toil as the head of a company that barely broke even.

If I had to describe him in one word, it was “stuck.”

Without going into too many details, I started tossing out a few ideas of
how he could get the company to a place where he would be able to sell it
and follow his dream.

I witnessed an amazing transformation as this man started to think about
not only a future with a new business but also what it would be like to run a
business that is turning a pro�t.

He started to imagine what it would be like to dig himself out of the
current situation. He wanted to change, but didn’t know how.

He is now very appreciative for that pen and paper and my instruction to
draw a picture.

Doing What It Takes

Some people have trouble believing this, but I don’t fashion myself a
dreamer. My job isn’t to come into your office and �ll your head with crazy
ideas.



I don’t come from the angle of dreaming with my clients. I just want them
to shift goalposts far enough that we can create the very clear journey they
need to embark upon.

Showing people what could be isn’t dreaming. It’s simply pointing out a
reality they can reach.

�e key to this reality happening is the ability to embrace change. If you
can’t embrace change, you’re not going to be in control of it.

Make no mistake, change is going to happen, and you can either control it
or you can react to it.

A couple of years ago, I had a client who went through the visioning
exercise with me, and one of the takeaways was that the way his �nances
were managed needed to change. Until a clear view of how money moved in
and out of the business was established, other changes would be made
blindly.

�e problem? His accountant was his father. I told him what he knew but
didn’t want to hear — it was time to make alternative arrangements.

I didn’t know if he was going to follow the plan we laid out to reach his
vision or if he was going to just go back to business as usual.

I got a phone call from the client about 12 months after our meetings:
“Phil, I just wanted to ring you up and thank you for the job you did with
me,” he said.“Not only did your work have massive bene�ts to the business,
but also it had a great impact on me personally and my family.”

I asked him about his father,

“He’s the biggest advocate for what I’ve done with the business. He’s proud
of me and how the business has expanded. He understood and agreed with
the decisions I made.”



Creating your vision and committing to it isn’t easy. It’s not like �guring out
where you want to go on vacation and how you’re going to get there. It
involves heavy lifting, shifting your perspective and sometimes doing things
that may seem counter-intuitive.

Everybody has different visions, and my job isn’t to tell you what yours is
but simply how to access it and develop a way to get there.

Maybe you want a business that gives you more time with your kids. Maybe
you want your business to break into �ve other businesses. Maybe you want
your business to be the place everybody wants to work.

It’s really up to you, but if you can’t �gure out your vision, it’s impossible to
know where you’re going.

TAKEAWAY: Without vision, there is no understanding of what the future
of your business could look like. Before a plan can be developed, a vision
must be established. If you don’t know where you’re going, you certainly
won’t know how to get there.



CHAPTER 5
Can You Spot The Market Opportunity?

�is tenet of �e YOU! Factor may not be as deeply rooted within your
psyche as mindset or vision, but, if you can clearly identify your market
opportunity, it will help you a great deal when your vision is not clear or you
suffer a lack of motivation.

As I’ve stated multiple times, the reason you’re in business is to turn a pro�t.
You provide a product or a service within a speci�c industry.

What makes you special within that space? Why will someone buy from
you and not your competition?

�e companies that fail usually answer those questions with some version of
“We are good at what we do and we have a competitive price.”

It’s a good platform, but it’s an oft-copied one. When you have �ve
companies in the same market all striving to be good at what they do at the
best price, odds are you’re going to end up with �ve companies that have
next-to-no pro�t margin and an overworked staff.

�at’s not seeing your market opportunity. Doing what everybody else does
with little to make you different is the opposite of seeing a market
opportunity.

�e companies that succeed are the ones that are able to see a way they can
differentiate themselves by �nding a small piece of the overall market for
customers with needs that you can satisfy and make a pro�t and grow.

It could be increasing the features and bene�ts you offer clients. Perhaps it’s
physically moving your business to an underserved market, or maybe it’s as



simple as doing things better than your competitors.

If companies all do it the same, customers will simply buy on price.

Find Your Niche

I think an entrepreneur is naturally very good at seeing where a market
opportunity is ahead of their competition. �at’s one of the main things
that separates entrepreneurs from business owners.

Much like vision, being able to identify a market opportunity is a learnable
skill, and it’s one of those skills that you’d better learn early on.

I spend a fair amount on this point with my clients because this is one of
those places a business coach can be your most valuable tool.

You have to know what your niche is and how your market opportunity falls
into that niche. If you can’t tell me that right now, you need to get some
help.

�is is where you start to see the tenets of �e YOU! Factor overlap.

In the next chapter, we’ll take a look at your base of knowledge. You really
can’t �gure out the market opportunity without a certain level of
understanding what’s going on.

At the same time, you’re not going to see a market opportunity if you lack
vision. �is is why you can’t score highly in some areas of �e YOU! Factor
and low in others. It all ties together.

I was working with a company a while back that is a specialist in their �eld.
�ey’d been around for a while, but I don’t think anybody in their company
could tell you why they were better or different than their three nearest
competitors.



�ey had a small pro�t margin on most jobs, and that’s the way it had been
for years. �ey were able to tread water and even give out small bonuses
some years. Employees were mostly satis�ed and customers agreed they did
good work.

Ownership, however, knew that they hadn’t built a company that would
survive a major shake-up in the economy or in the industry itself. Down the
road, it would be almost impossible to sell the company for any appreciable
amount.

It wasn’t dire straits, but it wasn’t good enough.

When I asked about their niche and market opportunity, they told me the
commercial building industry was where they made most of their money.

What happens when construction drops, I asked? You’ve suddenly got the
same group of companies, my client’s included, �ghting for the same size
pieces of a smaller pie.

Something has to give.

�is company didn’t do a lot of maintenance because it was smaller-dollar
work. However, we noticed that they did well in this area with industrial
clients. While it obviously costs less to maintain assets than to install them,
the pro�t margin was much larger.

I won’t get into the details, but we were able to �gure out that they could
bill the same number of hours at a much higher rate for servicing industrial
clients than they could for installing commercial systems.

Within a year, this company was making a signi�cantly higher pro�t. It was
just a matter of seeing the market opportunity and devoting their time and
resources to going after that segment of the market.



Find Your Next Market Opportunity

Perhaps you feel like you’ve found your market opportunity and are content
with riding it as long as possible because you think things will never change.

It’s been proven time and time again that ride ends.

A famous example is Kodak. It’s one of the cornerstone failures of seeing a
market opportunity that every business owner should know about.

Kodak invented the digital camera in 1975 and pioneered much of the
technology still used in cameras today. �ey saw no practical application for
it in a consumer market and shelved further development.

Twenty years later, as the Internet was just starting to explode in the
consumer market, they delivered their �rst digital camera to the public.

�ey were basically the �rst camera or photographic �lm company to unveil
this new technology upon the consumer world.

Old-style, �xed-mindset thinking within Kodak didn’t see what they had.
�ey knew they’d built an empire on �lm, not cameras.

Producing a camera that didn’t need �lm was just shooting themselves in
the foot, the top brass felt.

It wasn’t until 2001 that Kodak started pushing their digital cameras.

By then, competitors like Nikon, Sony and Canon were producing high-
quality cameras while Kodak hawked its basic point-and-shoot. As the
other companies evolved, Kodak put all of its efforts into the EasyShare
camera.

�ere’s even more tragedy. …



Kodak was the �rst to build a camera with Wi-Fi capabilities in 2005. �ey
were also on the pioneering edge of digital photo frames and laser printers
designed speci�cally for photographs.

But, like everything else, they only saw these emerging markets as
cannibalising their developable �lm division.

Kodak �led for bankruptcy in January 2012. A month later, it stopped
producing digital cameras. �ere is no bigger poster child for the toxicity of
a �xed mindset.

Case Study: McDonald’s Wins Big

At the other end of the business spectrum was McDonald’s, which looked
to be heading down a similar road to Kodak but has actually rebounded in
recent years.

�e worldwide restaurant chain saw its pro�t drop dramatically in the
early part of the new millennium as the children who made the juggernaut
explode in the 1980s and 1990s grew up and realised the food served
wasn’t overly nutritious, not to mention a trend toward bad press for fast
food companies sent customers away in droves.

McDonald’s tried plenty of tactics to combat the downturn in business.
�ey created a healthier menu and experimented with offerings catered
toward a more “adult” taste. Creating a “coffee shop” component didn’t do
much to move the needle in their favour.

�en, they stumbled upon an idea. Instead of getting the health-conscious
former customers to come back, could they just sell more to the customers
that stayed? Dropping prices would mean smaller margins, but would
quantity overcome that?



�e company introduced the Dollar Menu and things began to turn
around.

For several years now, McDonald’s has seen growth once thought never
possible again in the fast-food space. Burger King and other similar
restaurants were forced to create value menus of their own.

�e market opportunity was already sitting in their restaurant. �ose
hungry customers didn’t want the McDLT or a McCafé Cappuccino.

�ey wanted hamburgers and fries…and pancakes. McDonald’s started
serving breakfast all day and saw another jump in revenue.

McDonald’s didn’t have to create anything new. �ey just needed to
present what their assets already were, but in a different way, to the
remaining customers.

�ose customers weren’t health-crazed. �ey didn’t need fancy drinks or
eco-friendly Happy Meals. �ey wanted a lot of food at a good price and
the ability to get an Egg McMuffin for breakfast AND dinner.

�is is why McDonald’s is #1 in their market space and will likely retain
that space over time. �ey hire people with a growth mindset. �e rest of
the marketplace is reactionary and rarely comes up with a game-changing
development the way McDonald’s does.

�e examples of Kodak and McDonald’s can also serve family and
generational businesses well. Much like the air-conditioning background I
came from, the market was, and is, still very crowded.

If the company would have tried to maintain the status quo and remained
rigid with the belief that we couldn’t change, I don’t think we would still
be around.



Market opportunity is not something only start-ups have to worry about.
Leaders and owners of businesses need to constantly be researching and
reestablishing where their opportunities are on a regular basis.

TAKEAWAY: Identifying the market opportunity for your business is an
ongoing process, not just something you do at launch. Companies that
adapt and evolve survive.



CHAPTER 6
Is Your knowledge Base Falling Behind?

One of the things I have to do when I sit down with a client is �gure out
which tenets of �e YOU! Factor they need help with. Knowledge is one of
those areas that applies to almost every person I’ve ever tried to help.

�e red �ag drops on knowledge when, invariably, usually in the �rst
meeting, I share some tidbit of information, and it’s met with, “Well, how
was I supposed to know that?”

My return question is always,“How can you afford not to know that?

It’s okay if you don’t know the answer to a question, but, if you don’t know
it’s a question you need to be asking, that’s when it’s time to take a look at
your knowledge gap.

�ree of the largest knowledge gaps I have seen are marketing, �nance and
how to employ and manage people.

One of my goals is to shift people from their current state of unconscious
incompetence to a place of conscious incompetence in the �rst instance.
Until you know what you don’t know, you’re kind of just moving along
blindly, hoping to get things right.

Businesses fail because people start a business with a lack of critical business
knowledge. Isn’t it crazy when you think of those 90% of businesses in
Australia that close within �ve years?

�at’s a lot of people who clearly had very large knowledge gaps.

Most of these people who suffer from lack of success, or even fail, mistake
mastery in a �eld — be they electrician, copywriter, mechanic…it doesn’t



really matter — with mastery of business.

�ey are two completely different things, and the reality is that the average
mechanic with above-average business skills is going to do better than the
excellent mechanic with poor business skills.

Running a business, especially if you know the industry, can seem
deceptively easy.

If you learned the technical part of the business on the �y — in my case, I
learned plumbing at my dad’s side and while apprenticing for his company
— it’s not a giant leap in logic to think that you also learned how to run the
business or that you can simply �gure it out on the job.

How are you going to recruit the right employees, pay them, provide
bene�ts and keep them happy? Who is handling the books and taxes?

What kind of strategy are you utilizing when it comes to marketing? What
kind of insurance should you have and how will you learn about other
government compliance issues?

What is the plan if there’s a lull in business? Who is handling sales?

What level of technology is needed? How can you spot redundancies and
waste?

�ese are not the kinds of issues employees have to worry about.

Knowledge Is Attainable

Like the other tenets of �e YOU! Factor, knowledge is absolutely attainable,
and here’s the rub — it’s one of the most important parts of the formula but
one of the easiest to manage. Running a business is a learnable skill.

What’s the litmus test for �guring out if you need more knowledge?



Simple. Answer one question: Are you as successful as you should be? If the
answer is no — and there’s likely no way you got this far into this book if
the answer is yes — it’s because there’s something you don’t know.

Business today runs faster than ever before, and you need to be able to
change rapidly and acquire new knowledge to put you ahead of the curve.

�ings are going to change, and you’re going to have to change with them.
If you don’t know where you’re headed or how to get there, change is a scary
proposition.

Knowledge is the cure.

At this point, you’re probably recognising more of how �e YOU! Factor
tenets work together and why you have to have high ranks within each
tenet.

You can’t acquire new knowledge without a growth mindset, and that can
only happen if you’re self-aware enough to see there’s a gap between what
you do know and what you need to know.

I �rmly believe the reason most new small businesses fail is because the
money runs out before knowledge is attained.

Attention is focused elsewhere in the early days after launch, and mistakes
get made that could have been avoided with a bit more knowledge.

On the �ip side, I think most older businesses and corporations that run
into trouble do so because they are lulled into the false sense of security of
having once had the knowledge to succeed.

Eventually, that knowledge becomes enough to get by, and then it just ends
up not being enough knowledge and things go bad.



When the �xed mindset begins, the knowledge gap also begins and widens
with time

Case Study: Understand Your Business Model

It’s amazing how few people truly understand or have developed a business
model for their company or mistake the idea of a business plan for a
business model.

A business plan is the articulation of a business model in written form but
not in actual practice. It’s an important distinction, and a lack of
knowledge of business models will derail the plan from the beginning.

Simply stated, a business model is the integration of systems working
together to turn a pro�t. A business model consists of how you win work,
do the work, deliver the work, manage the money and manage the people.

It is how the pieces work together to make money. If you’re not making
money, something may be wrong with your business model.

Business models are built like �e YOU! Factor was constructed. Each piece
is its own unique area, but they all interlock like puzzle pieces. If you’re
missing one piece, you don’t have the complete picture.

A client recently hired me because he believed he saw an amazing
opportunity for the business he owned half of, but his partner didn’t want
anything to do with it.

�ey worked very independently of one another, and it didn’t take me long
to recognise my client had a deep lack of knowledge about his partner’s
half of the business.

When we started to dig into the partner’s half of the business, there were
issues he didn’t know how to solve because he’d never had to do it until
that point.



Had he pursued the market opportunity he thought was a no-brainer, he’d
have imploded the business in a matter of months.

What he saw as an opportunity actually became a case of exposing his lack
of knowledge for what his partner was in charge of, along with the lack of
knowledge that his partner wasn’t doing a good job.

�e market opportunity was going to suck him dry if we didn’t rebuild his
company. We developed a vision, massaged it into a plan, and then
ultimately created the business model to follow.

While he still has a long way to go, he has the motivation and is
succeeding in the execution, which are the �nal two elements of �e YOU!
Factor.

Had he not paused and been able to admit that he didn’t have the
knowledge to operate the other half of the company, the whole thing
would have failed.

Recognising he needed to learn what his partner did, and learn it in a
better way, probably saved the business.

Knowledge Is Power

It’s impossible for me to get speci�c about the kind of knowledge you need
in your particular company or how it should be obtained but, hopefully, the
fact there are signi�cant success stories within your industry, shows that it
can be done.

When I sit down with clients, we talk about their knowledge gaps and how
to address them. You have to be willing to admit what you don’t know and,
more importantly, be willing to change things to obtain the knowledge.



You also have to be open to implementing new ways of doing business once
you have acquired the necessary knowledge and/ or tools for them.

It’s a cliché that knowledge is power, but when I sit with my clients and
they expand upon what they know, I start to see them have those “a-ha!
Moments,” that, as a business coach, are amazing to witness.

It’s incredible how much more power someone feels when they know what
they don’t know.

TAKEAWAY: Knowledge is power. It’s okay not to know everything but
it’s not okay to have huge gaps in your knowledge base. Your business will
suffer from your reluctance or inability to grow and learn.



CHAPTER 7
How Mo�vated Are You?

Motivation is one of those concepts that seems easy to understand on the
surface, but when you start to drill in a little, it’s as unique as every
individual person.

Motivation is the glue that binds each tenet of �e YOU! Factor to the other.
Without motivation, you’re not creating a vision, you’re not seeking out new
knowledge, and you certainly aren’t going to try and actually make the
changes you need in your business.

I guess you could say that motivation is the petrol that’s put into �e YOU!
Factor tank to make it operate.

We all wake up every day knowing we have certain responsibilities to meet,
but what drives us to meet them? What drives us to go beyond those
responsibilities? What drives us to excel beyond what we thought was
possible?

I think what drives us — what motivates us as humans, whether it is
personally or professionally, and has motivated us through all of time and
space — is freedom. We want the ability to create an existence and make
our own choices with as little stress as possible.

When I sit down with my clients, I’m often told, “I just feel burnt out. I’ve
lost my motivation to keep going.”I have to point out that is simply not
true. If they had lost their motivation, they never would have given me a
call.

�e same holds true with you. If you weren’t motivated to see things
change, you wouldn’t be reading this book right now.



I think there are only two base instincts that we are motivated by: pleasure
and pain.

When we make our decisions, especially ones that involve change, we are
either trying to move toward pleasure or away from pain, and sometimes
both simultaneously.

Here are some examples of pleasure motivators:

Success

Financial Independence

Personal Growth

Positive Work/Life Balance

Opportunity to follow a passion or purpose

Acquisition of material things/creature comforts

And on the other side of the coin, here are several pain motivators:

Lack of cash �ow

Stress

Not realising one’s potential

Poor work/life balance

Insufficient pro�tability

Lack of growth

Frustrations



I meet a lot of my clients for the �rst time because they come and attend
one of the business seminars I present.

Yes, they’re all motivated, but I’m guessing they’re like you in that they’re
often being motivated by pain. Probably 90% of my clients begin from a
place of pain motivation.

Moving from a place of pain motivation to a place of pleasure motivation is
a big deal.

Instead of just having a gloomy picture about your business and a future you
have to plod into, becoming someone who can’t wait to get to work because
of the great things that are going to happen is huge.

If a client has motivation, they can work their way through just about
anything. If they don’t, it’s an uphill battle on a steep slope.

�is is why the motivation tenet of �e YOU! Factor is one that I focus on in
seminars. Something brought them to the seminar — some grain of
motivation — so if we can build off that, implementing �e YOU! Factor
program becomes much easier.

When your business is not working as well as it should, some see it as an
insurmountable problem, while others see it as an opportunity to do better.

�is is when it is all about mindset. People who have growth mindsets are
motivated by the opportunity to be better at what they do.

A Pleasurable Experience

Being motivated from a place of pleasure is likely something you rarely feel
anymore, if you ever felt it. Many of my clients feel like they live a life of
“doing what they have to do because it is what it is.”



�eir motivation is to not sink further into a negative situation.

When we strip people of these motivators, there is one wish list item that
sticks out above all others when it comes to business aspirations.

Regardless of whether you’re a shoe manufacturer, shoe salesman, or
someone who doesn’t even have to wear shoes to run your company, I see
business owners who just want a higher level of freedom and success.

�ey don’t want to be millionaires; they just want things to be easier and
less stressful. �ey’d like a business where they could step away occasionally
and spend a little more time with their family, while having enough money
to do the things they want to do with their loved ones.

�ere are plenty of people who aren’t motivated strictly by money or
spending time with their family. �ey thrive in an environment where they
can tap into their passion and are motivated by purpose.

In both of these cases, motivation breeds motivation. When your
motivation comes from a place of pleasure, you seek more. When it comes
from a place of fear, you don’t want any more of that kind of motivation.

Where Do You Fit?

�e people who end up being my clients fall into one of three categories
when it comes to motivation.

�e �rst are the ones who have a business that is already in a critical
condition. �ey should have come to see me months, if not years, earlier.

�ey see an immediate future where the business is forced to close and that
could mean losing their house or not being able to pay for their child’s
education. �ey’ve �nally come to the conclusion they don’t have all the
answers and their way of doing things was wrong.



�ese are �xed-mindset types who are reacting to the situation by seeking
help because there is no other option at this point.

Next, there are the people who are struggling and realise they need to
change. �ey’ve usually put in a certain amount of time in their business
and just don’t like where they are.

�ese business owners will often tell me that they don’t want to continue to
tread water. �ey were able to get a business together and prove it could
break even or make some pro�t, but not enough.

After a number of years, they are getting frustrated and need something
more. �ey envisioned a future where they had more money and were
happier. �ey know there is still time to do something about it but just
aren’t sure how to do it.

Finally, I’m left with the ones who have a growth mindset and genuinely
operate from a place where motivation is driven by pleasure.

�ese are the people who come to see me because they have a big idea,
usually tied to a new market opportunity, and are trying to make sure they
do things the right way or do things better.

One of the �rst things these business owners will say when they sit down is,
“I need to change things. I need to do better, but I don’t know what I need
to get to the next level.”

�ese people understand their knowledge gap and weren’t able to �ll it in on
their own. �ey are excited about the prospect of evolving.

�is third group usually has the easiest time in business and are the most
successful. It’s not that someone from the �rst group in dire straits can’t
overcome their problems, but they’ve had the wrong mindset for a long
time.



Imminent disaster is a great motivator, but does it change who you are on
the inside if you survive and come out on the other end, or will you just
revert to your old ways of doing things?

Motivating Your Employees

I want to brie�y touch on one of your most important duties as a business
owner or leader and that’s to keep your employees motivated.

Nobody needs you to come in with pom-poms, cheering them on daily.
When it comes to motivation, I have found that the greatest tool you can
use to inspire others is a clear vision for the business and the ability to
articulate where the business is going in the future.

When people see that you are motivated and aspiring to a vision, you are
going to get 40-50% more out of them. Employees want to be inspired by
their leader.

On the �ip side, don’t think you can hide negatives from your employees.
�ey can tell by your leadership, your information sharing and your body
language how things are going.

If you don’t look like you want to be there and don’t look like you’ve got
some real skin in the game, why are they going to care about their
performance?

One of the ways you can inspire your team and other individuals is by hiring
the people who have the most potential talent, identi�able by a growth
mindset.

Corporations seem to hire the best person for that one moment in time
and, more often than not, that person is going to be �xed-mindset. �ey
got to where they needed to get and stopped learning.



�e growth-mindset person who wants to motivate a new employee says, “I
don’t know what the potential of this person is, but I’m going to give them
an opportunity. I’m going to increase their learning and knowledge.”

Do you have any of these “diamonds in the rough” already on your team?
When you look at hiring, what are the important aspects that serve as your
ultimate criteria for bringing someone on the team? How much does
potential play into it?

What we do know is that the key to hiring the right people is attitude
because people with the right attitude want to learn and have that essential
ingredient — a growth mindset.

Having management believe in your capabilities is one of the greatest
motivators an employee can have. If they feel like you have their back,
they’ll have the company’s back.

TAKEAWAY: Operating your business will be much easier and more
enjoyable if your motivation comes from a place of pleasure rather than
pain. Creating an environment where your employees feel motivated and
part of a collaborative team will lead to better results than if they view their
employment as “just a job.”



CHAPTER 8
Are You Ready To Take The Ac�ons Needed For

Success?

Every action you take will be positive or negative. You’re either helping the
business or hurting it.

It’s not hard not to make excuses and rationalise why a negative action isn’t
hurting the business or why a positive is having no affect. I urge you take a
look at every action you take for your business, because it either falls into
being positive or negative.

Examples of positive actions:

Getting things done

Spending time on planning

Focusing on pro�t

Asking a lot of questions

Working on building the business

Seeking help to improve

Making time for the important things

Being held and holding others accountable

Developing systems and procedures for others to follow



Examples of negative actions:

Making excuses for mistakes or not getting things done

Blaming others

Being easily distracted

Finding problems without solutions

Not making time to strategise future of business

�inking you know it all

Spending all time on urgent tasks

Being reluctant to change or accept new ideas

Having no checks and balances for accountability

From the moment you walk in until the door closes behind you at the end
of the day, you’re in the action phase of �e YOU Factor! How many more
positive than negative actions are you taking?

�e Power Of Habits

By de�nition, habits are “a settled or regular tendency or practice, especially
ones that are hard to give up.”

In business, we are often driven by bad habits, which are actions we do on a
regular basis that do not lead to positive outcomes, such as continually
being distracted by social media.

If we are motivated to change the pro�t and performance of our business,
we often have to look at taking different actions and changing our habits, so



these positive actions become good habits and produce positive results.

An example I often use is our diary. We always use our diary to schedule
urgent tasks such as meetings and �nd we have no time for important tasks.

Important tasks are the tasks that, if you do them, would make a signi�cant
difference to you and your business.

However, they’re never urgent.

I hear, “I am just too busy” all the time. What they are really saying is that
their diary is full of urgent tasks.

We know a positive action is working on the important tasks, so what about
changing your habit and scheduling in your diary (in advance) two to four
hours a week for important tasks (actions)?

�is habit alone will have a massive in�uence on the pro�t and performance
of a business.

It is amazing how you can schedule urgent tasks around your important
tasks.

Try it — this is simple action that has a big impact.

Creating Systems

One of the biggest failures of small business owners is in not creating
systems that allow the company to operate without them. �ey see
themselves as the business and believe they are the cog in the middle of the
wheel where all of the spokes are connected.

Systems must be created for a business to operate efficiently and smoothly.
You can’t just “wing it” and �gure out how to run things day-to-day. You
must have a documented system-process for how the company operates.



It’s impossible to teach someone else how to do things if they don’t have a
system to follow.

�e development of systems and procedures for your business is what we
call “working on the business” and is essential for a business that wants to
grow.

A business owner or leader who has a well-developed set of systems and
procedures will have a business that can run without them.

What would that mean for you?

“�at’s not a big deal,” you say.

Tell that to my client who had someone essentially walk off the street and
express interest in buying the business. �e discussion didn’t go too far
because the prospective buyer could tell the business was totally dependent
on the owner.

He couldn’t explain, or provide a document that showed, how the
organisation operated. It was that exchange — and loss of a potential
lucrative sale — that brought the client to me.

Business owners don’t realize that, when it comes to sell, a business with a
well-developed set of systems and procedures is worth a lot more money
than one that doesn’t have them.

I’m talking a much higher level here than “Person A turns on the lights in
the morning, Person B starts the coffee and checks messages.”

�e most important time to have systems in place is when problems occur.
What is the protocol and system in place when something goes wrong at
your company? How are issues addressed and handled?



Systemisation allows you more time to work on growing the business than
simply running around tending to day-to-day little �res. You should be
working ON the business and not IN it, most of the time. Systemisation
provides that opportunity.

Spending time on developing systems and procedures for your business is
one serious return on investment for your time.

Why wouldn’t you do it?

Accountability

While corporations and even medium-sized businesses may wrestle with
maintaining a growth mindset, one of the things they do well is to create
systems of accountability.

Layers of management and a board of directors may slow things down when
it comes to making changes in a business, but they do help when it comes
to making sure people’s actions are analysed.

If one of your employees says they’re going to do something and report back
to you, you expect them to take care of whatever they said and give you an
honest assessment of what happened. You’re holding them accountable, but
who is holding you accountable?

Do you ever wake up on a weekend morning fully expecting to follow your
plan for the week of washing the car or doing some other work around the
house, but for whatever reason, you’re just not feeling it?

One of the ways that we justify to ourselves for not taking care of these
things is that we own the car or the house. It’s ours and we can change our
minds and do what we want.



Unfortunately, the same things happen in business. You might be surprised
how often I work with a client who is gung-ho about change, says all of the
right things and appears motivated and ready…then does nothing.

People want conditions to change, but, most of the time, they don’t want to
put in the effort. �en there are those who put in change initiatives, stick
their toes in the water, but just don’t have it in them to jump.

Lack of accountability in small business is one of the major factors
preventing them from reaching their full potential.

When I was young, I hated it when a teacher or my parents would look over
my shoulder to make sure I was getting all of my work done, and yet, for a
lot of us, that’s what is needed to make sure the work gets done.

If not, procrastination sets in, and we may put in a weak effort and make
excuses why things went awry. A lot of people simply need accountability in
their lives, both professional and personal.

In a larger business, there is usually a board and one of the prime
responsibilities of that board is to hold management accountable for their
strategies and actions.

If you’re the majority who isn’t good at holding yourself 100% accountable
for your own actions, you also are probably not good at holding others
accountable to you and always struggle to get those important things done.

If you don’t have a business structure that features ownership or managers
above you, I’d suggest a business coach or advisor like myself who will do a
better job of ensuring accountability is met, and ensuring those important
tasks are done.

If you tell me, “I’d like to work on a way to make distribution more
efficient,” but it’s what you’ve been telling yourself for a couple of years,
you’re probably not going to carve out the time to work on it.



I will make sure that it stays at the top of your to-do list. If somebody
doesn’t hold you accountable for this project, it’s never going to get done.
And who knows? �at may be the thing that saves your company 30% next
year!

I cannot disregard the link between pro�tability and accountability. Small
business owners are always distracted by the “urgent things,” but bouncing
around in the now is not going to get you to a better tomorrow.

�e elements of action connect nicely with the tenet of self-awareness as
part of �e YOU! Factor. �is is a perfect case of being the stories we tell
ourselves.

When you rationalise that an employee has to answer to you, but you don’t
have to answer to anybody else, it’s about as logical as telling a child,
“Because I said so.”

We’re often the last person who becomes aware of the stories we’re telling.
Believing you hold yourself accountable would be a wonderful truth if it
actually is true, but it’s very easy to blur the line of freedom and
independence with accountability.

Being the only one who holds yourself accountable is a red �ag in my
opinion.

A journalist needs an editor. An actor needs a director. An athlete needs
their coach. Why should the business world be any different?

We all need help and we all need to be held accountable for our actions. It
doesn’t mean you’ve done anything wrong or are expected to do anything
wrong. It simply means you want to make sure everything gets done the
right way and when you need it to be done.

TAKEAWAY: Actions equal results, with the right actions leading to
positive results and the wrong actions leading to negative results. You need



to develop habits of those actions that, when focused on, will produce the
results you are after. You also need to be held accountable for your decisions
and actions.



CHAPTER 9
Understanding The Other Factors Of The Business

Success Formula

As I mentioned early in this book, �e YOU! Factor is just one third of a
mathematical formula I devised to send any business owner or leader on the
road to success. To review, the formula is:

Y + P + E = Business Success

Or, to spell it out a little longer:

�e YOU! Factor + Your Plan + Your Execution = �e success in business
as de�ned by you.

While this book is primarily designed to give you the framework of �e
YOU! Factor program, I did want to touch upon the other parts of the
formula before wrapping things up, so you can see how �e YOU! Factor �ts
into the overall picture.

Business success is your ultimate goal and that is why it is the result of the
formula above.

Business success means different things to different people. For some, it’s
about the acquisition of things. For others, it’s comfortably providing for
their family’s future.

Others want to try to make the world a better place, or it’s about �nancial
freedom or wealth generation.

�ere is no right or wrong de�nition for success, but the bottom line is,
without consistently turning a pro�t, there will be little to no chance of



success in business.

�e YOU! Factor is the �rst and most important part of the formula. It is the
foundation and fallback for everything you do in business. But, it cannot
exist in a vacuum.

Unless you structure a plan and then follow-through by executing it, all
you’ve got is a toolbox full of business skills.

Planning Vs. Goal Setting

When I’m counseling business owners, I ask if they have a plan. I often hear
what their goals are, with little thought put into how they will achieve
them.

“Plan” and “goal” are not synonymous.

Phil: Joshua, what’s your plan for the publishing company next year?

Joshua: We’re going to create a new non-�ction book division and
hopefully see pro�ts increase by 20%.

Phil: How are you going to do that? Are you equipped to do that?

Joshua: �at’s a good question. I think so. I don’t know. Anyway, that’s
the plan.

Phil: �ose are the goals. You have no plan.

Don’t get me wrong.

Goals are important. Without them, there is no call for a plan. I stress to
clients that they should have both short- and long-term goals.



Without goals, why is everybody showing up for work in the morning?
�ey are the single best tangible measure of your success and play a
signi�cant part in de�ning your success and the philosophy behind where
you want to take the company.

Your goals should cover both your personal and professional lives. �e
success of your business will be the central driver in achieving your personal
goals.

For example, if you’re looking for �nancial freedom when you’re retired,
decisions you make today will absolutely have an effect on your later years.

It’s been my experience that those people who set goals and focus on them
achieve much more success and personal satisfaction than people who just
show up to work for “another day at the office.”

Goals — and the level to which they are reached — allow people to
determine their own level of success and not let it be de�ned by others.

�e Plan

Whether you are in the early days of a start-up or have been running the
family business for four generations, you need to be constantly planning.

I like to think of a plan as simply a strategy to manage change. Without
proper planning, you won’t last long in business because things are
constantly changing and, today, that happens faster than ever.

If you’re competent in the tenets of �e YOU! Factor, you should have the
awareness that change is necessary, the motivation to see it through and the
mindset that change must occur. Some people have these things but don’t
stop to craft a plan.

A business with no plan is a plan for failure.



�e easiest analogy I can provide for a plan is that it is a roadmap. You need
a destination and must �gure out the best way to get where you want to go.
A plan can do many things:

Solve problems along the way

Provide a direction/path for the business

Address operational needs (marketing, HR, �nance, etc.)

Establish milestones

Serve as a clarity reference point

Act as a guide that anybody can follow, not just the creator of it

A plan does not have to be a 60-page document that gets into the hour-by-
hour details of how your office is going to run. It can be as simple as a single
sheet of paper that highlights a problem and what your basic strategy will
be to manage that problem.

�is is where the Knowledge aspect of �e YOU! Factor also comes into play.
Do you know how to craft a plan to handle the problem your plan needs to
solve?

It can be done on your own, but most people I’ve seen don’t have the skill
set to develop a proper plan. As an owner or leader, it’s one of the most
crucial tasks in your job description; so if you don’t know how to formulate
a plan, get help.

�e Execution

�e �nal factor in the Business Success Formula is the execution of your
plan. I like to describe a plan without execution with this old Aussie saying:



“It’s as useful as �y screens on a submarine.”

While there are plenty of businesses that don’t create plans, there are even
more that create the plan, but then don’t execute it.

One of the roles of leadership, whether you own the business or not, is to
make sure that the plan is executed, not just implemented. I’ve seen plenty
of instances where a plan is put into place, but in a short manner of time,
things revert back to the way they were.

As I said earlier, a plan is a change, and execution is that change becoming a
reality.

Many people don’t like change; however, you need to ensure your people
come on the journey with you.

I’ve heard plenty of excuses for plans not being executed: “We have been too
busy,” or “It’s not the right time,” or “We don’t have the right people,” etc.

What they really mean is that they don’t see the plan or its execution as a
priority — they couldn’t be bothered and just aren’t interested in pursuing
change.

Yes, there are plenty of things that are time-sensitive and need constant
attention, such as pricing work, supervising and paying bills. �ese duties
are all seen as urgent, and they are.

On the other hand, strategies and actions, while incredibly important,
sometimes don’t have the feel of being as urgent as typical everyday tasks.

For execution to have any chance at being successful, the following must
happen:

A culture of accountability needs to be established. Who are you
holding accountable for their actions, and who is holding you



accountable for yours?

Priorities must be regularly reviewed.

Performance needs to be measured (your objectives).

�e process of execution must be monitored and reviewed.

�e plan must be amended as warranted.

Once again, if you’ve got the tenets of �e YOU! Factor locked down,
leading the execution of a plan should be doable, but if you are unsure
whether you have the knowledge, seek assistance.

It is a far worse shame to need help and not ask for it than to have
somebody in your corner assisting you with execution.

When you combine these three factors from the formula, business success
should be almost a certainty.

TAKEAWAY: Business success based on owning a business or being a
leader is not easy, but if you have the proper tools (�e YOU! Factor), a
sound strategy (Your Plan) and the will and ability to get it done
(Execution), reaching your personal and professional goals becomes much
easier. And if you ever �nd yourself stumbling, reach out a hand for help.



CHAPTER 10
Do You Think It’s A Sign of weakness To Ask For

Help?

�e sad truth is that there are people who come to me who are going to fail
simply because it is too late — they didn’t get help early enough.

Why do they wait?

It’s hard to say, but I think fear and pride are the biggest factors.

When I started Pro�t HQ, I wanted to create a place people could come
and simply talk about their business and the challenges they were facing,
without any fear or concern they would be judged.

Most people care deeply for their business, but, sometimes, like having a
child with special needs, you have to look to outside help to address the
situation.

I’m the luckiest guy in the world with the way I was raised within a family
business at a young age, getting a hands-on education before I ever attended
a single university class.

I was able to take over that business at an age before most people get their
�rst taste of middle management. Over many years, I was able to build the
business into something special, even with a major restructuring as a result
of industry conditions.

We came out stronger on the other side, and now I’ve had the great honour
of working with people who care about their business as much as I cared
about the one my father started.



However, the two factors that most in�uenced my success were my
insatiable appetite to learn and my willingness to seek help and guidance.

I still have my own mentor, and so do the most successful people in the
world.

I’ve been where you’ve been and have had to make hard decisions. I’ve
helped numerous people in your situation and cared for their outcome as
much as they did — in some cases, I think more.

�e best compliment I ever receive from clients is when they say something
to the effect of, “I like you, Phil, because you get me. You understand me.”

People come and talk to me because they know their business has to change,
but what I think they really want is to feel better about their business.

�ey want to feel successful where currently they may not. �ey want to
think differently about themselves and what they’ve spent so much time,
heart and energy on building.

�ings didn’t turn out the way they wanted, and they’re hoping it’s not too
late to �x things.

And it’s not too late — as long you are willing to make changes in your
thinking and in your operations.

I’ve seen pride put a lot of people out of business. Nobody except you
expects you to know how to do everything, especially these days. I’ve never
seen the world of business more complex, and I believe that’s what’s leading
to more businesses shutting worldwide than ever before.

You can look at the high rate of closure as an omen, or you can view it as an
opportunity.



I had splendid mentors, leaders and coaches along my way to success. I
never would have guessed being one of those coaches would give me the
most professional and personal satisfaction, but here I am, a testament to
the proof that asking for help worked.

Coaches are not there to point out what you’re doing wrong. �ey are there
to assist on your journey to getting better. �ey are there to provide hope,
motivate and give ongoing advice, while holding you accountable for those
actions that will make a signi�cant difference.

Professional development, more than ever before, is going to separate the
haves and have-nots in the world of business. With statistics that show so
much failure for new businesses, why would you start one without having a
coach in your corner?

You wouldn’t try to become a great golfer without a golf pro, so why is
business any different? �ere is no way for any one person to have all of the
skills necessary for success in today’s business climate.

�ose skills have to be acquired somehow, if you’re going to have a �ghting
chance.

Likewise, it is clear that to retain the current generation of employees, one
of the most critical factors they will be looking for will be personal growth.
You have to develop yourself in order to develop others.

What this is really about is “growth mindset”.

When I take on a new client, I go right to work identifying the knowledge
gaps, while starting to address their motivation and mindset. �at leads us
to building a vision and developing a plan.

You’ve got so much to worry about already, and part of my job is just
helping to sort through the clutter and provide honest answers quickly and



cost effectively. When you’re able to remove the clutter and the noise,
answers sometimes present themselves.

If the client isn’t in the early stages of their business, it’s more about looking
at mindset immediately. �ey have to be able to evolve their mindset and
move the goalposts.

�e world of business they entered is not the world of business that’s about
to expel them, but they never got the memo.

Sitting down, taking a deep breath and hearing what a business coach like
me has to say should feel like an opportunity, because for most people it is.
It’s the opportunity to not only to improve their business but also to learn to
love it again and thrive.

Consider reading this book your �rst meeting. It wasn’t so bad, was it? You
had a few things you knew to be true, but wished were different, con�rmed.

Hopefully, there were a few ideas that were new but made sense. Maybe it
sparked some motivation, vision or willingness to move your mindset in a
growth direction.

Do yourself, your family, your employees and ultimately your business a
favour. Sit down with a professional and learn how �e YOU Factor! can
change everything.

Seeking help is a characteristic of great leadership and not one of weakness.
Start developing your growth mindset by seeking help and watch the pro�ts
and performance of the business soar.

TAKEAWAY: You don’t score extra points or make extra money for being
successful on your own. Odds are, you won’t be successful unless you’ve got a
team of professionals helping you on your way — and that starts with a
business coach.



If this book has resonated with you, and you’re ready to maximise your
growth potential and the pro�t and performance of your business, visit
www.Pro�tHQ.com.au/Consult or call 1300 00 PROFIT to set up a
Complimentary Business Opportunity Assessment (Value $995.00) and
learn how applying �e YOU! Factor can unlock that potential.

http://www.profithq.com.au/Consult
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