Replay: Leadership and Mastery Level 2 and 3 - Video Meeting, January 8, 2020

1

00:00:03.810 --> 00:00:05.339

Bob Dunne: Let's roll. We're good.

2

00:00:05.609 --> 00:00:14.880

Greg Moody: Okay, so let's see what what do you guys have on that you want to go over right now and get started a little bit and then when when master Oliver joins us weekend.

3

00:00:16.320 --> 00:00:25.410

Greg Moody: We can add on. So what do you guys want to cover what some successes, you had or things you want to kind of focus on for 2020 and got a new decade ago.

4

00:00:29.340 --> 00:00:40.680

Greg Moody: We spent some time kind of going over big, big successes that you had. But then, the challenge is to make it another you know 30 if you had 30% improvement or 50% improvement to, you know, do that again.

5

00:00:41.220 --> 00:00:50.580

Greg Moody: The most the time that can be replicated that whatever improvement that you had last year. If you really look at it to tweak some of the other numbers can be replicated. Again, this next year.

6

00:00:51.060 --> 00:00:53.040

Bob Dunne: Yeah, where are the lows. Where are the long

7

00:00:55.080 --> 00:00:55.560

Greg Moody: Yeah.

8

00:00:57.210 --> 00:00:58.950

Chris: Chris, I would like to ask a question.

9

00:00:59.520 --> 00:01:12.240

Chris: Yes. Um, so we've had some success. Last year contacting some of the school PE teachers and going out there for the first time and doing the PE teacher for the day.

10

00:01:13.320 --> 00:01:14.850

Chris: We did two in December.

11

00:01:16.320 --> 00:01:24.150

Chris: And we got really good feedback from the coaches one coaching particularly send out an email to all the coaches here in our town and

12

00:01:26.550 --> 00:01:26.790

Chris: Other

13

00:01:27.480 --> 00:01:32.130

Chris: me and asked me if we could go out there and do the same presentation so

14

00:01:33.060 --> 00:01:39.660

Chris: That's that's been really good and we set one up for February, March and April. So we have those lined up, however, I've had a

15

00:01:40.080 --> 00:01:50.820

Chris: Little bit of trouble trying to get them to fill out a permission slip from the parents or trying to take a step beyond that and try to set up a, you know, the after school program so

16

00:01:51.660 --> 00:01:58.650

Chris: What would, what would be the way to go about that to start getting maybe push a little bit more on the permission slips.

17

00:02:00.330 --> 00:02:04.500

Chris: Or getting that contact to start trying to do an after school program.

18

00:02:04.530 --> 00:02:07.080

Greg Moody: How did you ask for the permission slip, Chris.

19

00:02:07.530 --> 00:02:16.770

Chris: Um, well, after it was I didn't ask for until after was booked once we booked it and they gave me the date I say, hey, by the way, this has been official

20

00:02:18.300 --> 00:02:19.590

Chris: Or the kids that are

21

00:02:20.220 --> 00:02:25.440

Greg Moody: Yeah I know, Master I preempted master Oliver's shaking his head on that one.

22

00:02:27.180 --> 00:02:30.060

Greg Moody: It's a master. All right, let me say it and then

23

00:02:31.920 --> 00:02:32.370

Stephen Oliver: You got it.

24

00:02:33.540 --> 00:02:37.500

Greg Moody: This is the way you do it. You go, here's the permission slips, make sure everybody feels one out.

25

00:02:38.250 --> 00:02:40.830

Stephen Oliver: Yeah, everybody write this simple script down

26

00:02:42.090 --> 00:02:47.400

Stephen Oliver: This is a very simple script right yeah we require because

27

00:02:48.690 --> 00:02:49.050

Chris: Okay.

28

00:02:50.520 --> 00:03:12.240

Stephen Oliver: That script will solve all your weasel sloppy crappy shit you guys all do on enrollments on renewals on on permission slips everything else we require permission slips because you know our liability insurance requires that we have the information for all the all the kids.

29

00:03:13.560 --> 00:03:23.250

Stephen Oliver: The parents know about the the program. The objection, you get sometimes is well by law. We can't give you the kids information.

30

00:03:24.390 --> 00:03:26.790

Stephen Oliver: Oh, I understand. We're not asking you to give us anything.

31

00:03:28.530 --> 00:03:31.440

Stephen Oliver: Good parents are going to give us whatever information they're comfortable with.

32

00:03:31.680 --> 00:03:34.410

Stephen Oliver: And they can share whatever information they want

33

00:03:35.820 --> 00:03:36.150

Chris: Okay.

34

00:03:36.570 --> 00:03:43.290

Greg Moody: And by the way, that what you're doing is so common. It's really just you're trying to make up some BS reason

35

00:03:44.070 --> 00:03:44.430

Stephen Oliver: Yes.

36

00:03:44.610 --> 00:03:52.170

Greg Moody: Good for the kids, for whatever reason, I don't even have any idea what came next in your mind, but

37

00:03:52.230 --> 00:03:56.310

Greg Moody: There's no reason. It's like good for the kids or something. The only reason is what we just said.

38

00:03:57.870 --> 00:03:58.290

Chris: Right.

39

00:03:58.470 --> 00:04:02.880

Greg Moody: It's alluded it i mean the the advantage, what he just said was, is it's true.

40

00:04:03.600 --> 00:04:03.900

Chris: Yeah.

41

00:04:04.470 --> 00:04:10.080

Greg Moody: In the same for birthday parties and everything else. Everything else is like we require the parents to be here to, you know,

42

00:04:10.260 --> 00:04:27.180

Stephen Oliver: If, if you run the business where they have the the trampolines and the inflatable things and the inflatable dragon and all of that crap, right. Would you ever let a seven year old in the place without the parent filling out the liability waiver.

43

00:04:27.780 --> 00:04:29.400

Stephen Oliver: No. Okay.

44

00:04:30.240 --> 00:04:31.410

Greg Moody: cops don't do that.

45

00:04:31.470 --> 00:04:38.550

Greg Moody: Pizza shops. If I take my kid or the pizza place when he was little that has all the games they require me to wear like a

46

00:04:38.790 --> 00:04:47.250

Greg Moody: It's been a while. He's 18 now but they required you to meet where our badge and everywhere in our badge to make sure it's the kids matched up with the parents. So we don't abandon the kid there.

47

00:04:47.640 --> 00:04:48.270

Chris: Y'all

48

00:04:48.510 --> 00:04:50.160

Stephen Oliver: Are talking about Chucky Cheese, Chuck.

49

00:04:50.910 --> 00:04:51.750

Greg Moody: Or any of those

50

00:04:52.350 --> 00:05:07.590

Chris: So it might write in telling them because so don't ask. Tell them once it's booked say hey, all the students need to fill this out and send them the permission slip that you guys have on that Facebook group as an attachment and say, hey, all of them need to fill it out.

51

00:05:07.830 --> 00:05:19.290

Stephen Oliver: Well, what, what we need to do is is send these home with the kids and Friday folders or Wednesday folders. What, what do you do with the kids to make sure all the notices everything

52

00:05:19.800 --> 00:05:23.970

Stephen Oliver: Get to them when we do Friday folders. Fantastic. Can we get this sent out and

53

00:05:24.750 --> 00:05:30.540

Stephen Oliver: Maybe two or three Friday folders you know as well as I do, how difficult it is to get parents to return anything

54

00:05:31.020 --> 00:05:46.290

Stephen Oliver: Yes. Okay, so if we could maybe send this out in two or three of the Friday folders and it has a little note we're going to be doing a special presentation on this date and you know all parents, please complete this and and return it for your child participate. That's it.

55

00:05:47.820 --> 00:05:49.200

Chris: Okay, yeah, you put it

56

00:05:49.260 --> 00:05:56.610

Greg Moody: You might even address, though, like you're saying well after we get a book like oh that's a problem now because it was like withholding information. No, it's

57

00:05:56.850 --> 00:06:05.760

Greg Moody: It's fine to book it and then just say, okay, yeah. Now here's a permission slips like not, it shouldn't be a big deal because they do permission slips all the time for all kinds of crap. Yeah.

58

00:06:07.530 --> 00:06:10.530

Chris: Okay, yeah. Is think it was just in my head.

59

00:06:11.100 --> 00:06:24.240

Greg Moody: Yeah, it won't do and don't do this either. Oh, I'd like to come in and do activity x or whatever. And they're thinking about it and go, by the way, we're gonna have to give you permission slips in that like it's a negative just book the activity.

60

00:06:24.960 --> 00:06:30.510

Greg Moody: Okay, yeah, then. Okay and here's what we do. Here's the permission slips. Yeah, yeah, yeah.

61

00:06:31.890 --> 00:06:44.160

Stephen Oliver: You will occasionally get somebody who gives you some pushback for some reason. I mean, I don't know how many hundreds of these I've personally done over the years, I'd be exhausted. If I thought about it, but

62

00:06:45.690 --> 00:06:51.630

Stephen Oliver: You know, I've had the you know the dumb ass assistant principal who on a

63

00:06:52.440 --> 00:07:02.160

Stephen Oliver: PE teacher for the day or on an after school program gave me back everything but she had taken a magic marker and marked out all of the addresses and all the phone numbers.

64

00:07:02.430 --> 00:07:11.310

Stephen Oliver: And gave me back the thing that just had the parents signature on the bottom for some dumb ass reason you you always get the occasional idiot who

65

00:07:11.640 --> 00:07:21.330

Stephen Oliver: Gives you pushed back and you always get the occasional, not always, but occasionally you'll get some pushback in anything that you're trying to accomplish and that's okay.

66

00:07:22.230 --> 00:07:27.960

Stephen Oliver: You know, it just, it's just the way it goes. One of the reasons why I preach the Parthenon.

67

00:07:28.680 --> 00:07:48.030

Stephen Oliver: Is have 20 things going on every month is Murphy's Law is real, you know, you get a you know my example is I had the school with 760 kids legitimately we had 185 kids registered for the after school program and the principal pulled the plug 48 hours before I supposed to start

68

00:07:49.590 --> 00:07:51.480

Stephen Oliver: And never gave me the registration forms.

69

00:07:52.110 --> 00:07:56.370

Stephen Oliver: Well, look, we've I would have done 70 enrollments from that program.

70

00:07:57.630 --> 00:08:07.530

Stephen Oliver: If that's all that I had lined up that month right then I go from I'm expecting 70 enrollments a month to zero. Right. But there was a lot of other things going on.

71

00:08:08.100 --> 00:08:17.070

Stephen Oliver: And no matter how slick. I was. And no matter how persuasive. I can be or whatever else. I never managed to fix her right

72

00:08:17.460 --> 00:08:24.630

Stephen Oliver: And literally, there's one example and I use this example because it's like the only time that ever happened to me. And in 35 years

73

00:08:25.620 --> 00:08:33.930

Stephen Oliver: But that one example was literally her kid went to the Taekwondo school down the street and she was pissed off that I was smarter than her kids instructor

74

00:08:34.200 --> 00:08:39.990

Stephen Oliver: And she wanted her kids instructor do it, but she couldn't get him to do it. So if he can't. If he's not gonna do it. Nobody's gonna do it.

75

00:08:40.620 --> 00:08:51.000

Stephen Oliver: Literally, that was what the deal was right master moody. I'm sure you've had one in your life that was like that or something comparable it you know all those weird exceptions happen.

76

00:08:51.600 --> 00:08:57.870

Greg Moody: Yeah, but the danger of talking about it a little bit is that we talked about it and you guys hear the

77

00:08:58.380 --> 00:09:07.170

Greg Moody: You got to remember the numbers here. The exceptions are really literally the exceptions there one in one in 101 in a few, but

78

00:09:07.620 --> 00:09:13.680

Greg Moody: If you go to the next school and they're one of the exceptions. You'll think that it's always that way. And a lot of times it is more

79

00:09:14.070 --> 00:09:20.880

Greg Moody: Exceptions because you guys aren't really used to it. So you'll go to schools or go to organizations will work with them and you'll maybe get some more pushback, then you wait

80

00:09:21.210 --> 00:09:29.760

Greg Moody: Till you start getting used to it, but it really is rare. Once you get it in the swing of it that you get pushed back if you kind of follow the rules.

81

00:09:30.900 --> 00:09:37.050

Greg Moody: Don't expect things to be a big deal that aren't a big deal, like the permission slips. It's just not a big deal.

82

00:09:37.410 --> 00:09:45.060

Greg Moody: So don't make it a big deal. We there's so many things. What's the big deal. The big deal is, get off our butts going to enough schools.

83

00:09:45.270 --> 00:09:56.040

Greg Moody: And the big deal is being prepared when you go there and have, you know, lots of things that you can do with the schools. And then once you get things book with the schools, then just, you know, follow the process.

84

00:09:56.370 --> 00:09:57.630

Chris: And don't make things a

85

00:09:57.630 --> 00:10:07.200

Greg Moody: Big deal that aren't a big deal when you when you expect these problems and you're emotional about it, then they can sense it and it's like they can smell it and then it's it becomes a problem.

86

00:10:08.790 --> 00:10:15.540

Greg Moody: The same thing when you're asking for money. The same thing when you're asking for other stuff. Just don't expect things to be a big deal that often aren't a big deal.

87

00:10:15.840 --> 00:10:20.940

Greg Moody: But if you think they're a big deal, then they'll be a big deal in it. I don't want to get too philosophical and app, but it really is true.

88

00:10:21.990 --> 00:10:22.800

Chris: Yeah, no, you're

89

00:10:24.180 --> 00:10:24.690

Chris: Right, so

90

00:10:26.880 --> 00:10:28.020

Chris: Yes, Robert frozen.

91

00:10:28.740 --> 00:10:29.430

Chris: If, if

92

00:10:30.780 --> 00:10:39.060

Chris: If I do that with these lined up events. A way that I've been feel a little losses, how to get now into that after school program now.

93

00:10:40.260 --> 00:10:45.600

Chris: Into specifically, who do you recommend I reach out to the principal the PTA

94

00:10:48.090 --> 00:10:49.350

Greg Moody: I would have to talk to all

95

00:10:49.860 --> 00:10:52.980

Chris: Of them. Okay, email, all of them, call them on.

96

00:10:53.190 --> 00:11:03.690

Greg Moody: Talk go and talk to them. If you're especially if you're in the school to do a class for the PE teacher so you can walk over and have a conversation with them. Okay.

97

00:11:04.530 --> 00:11:05.490

Chris: All right, yeah.

98

00:11:05.700 --> 00:11:20.010

Greg Moody: I mean, you can always email people that email as we preach all the time is, is dying. It's very easy for them to ignore emails. I mean, everybody on this call probably gets 100 if they're like the average person in America gets 180 emails a day.

99

00:11:21.120 --> 00:11:30.840

Greg Moody: I'm probably better than most because I'm I try to be really good about unsubscribe being and cleaning them up and things so I only get your emails like from you guys and and ones that I want to get but

100

00:11:31.950 --> 00:11:34.620

Greg Moody: But people get so many emails and these

101

00:11:34.620 --> 00:11:34.980

Bob Dunne: Guys are

102

00:11:35.310 --> 00:11:39.780

Greg Moody: On the data by parents emailing them right. So, you know, a principal and there's

103

00:11:40.830 --> 00:11:44.610

Greg Moody: 150 parents emailing them every day you think they're going to answer yours.

104

00:11:45.420 --> 00:11:46.590

Greg Moody: Probably not, right.

105

00:11:46.710 --> 00:11:57.030

Greg Moody: So you've got this issue with thinking that email works in your marketing process. Now, by all means do email them, but also go over there.

106

00:11:57.570 --> 00:11:59.550

Greg Moody: You know, make a list of all the schools.

107

00:12:00.300 --> 00:12:09.750

Greg Moody: Run around take a day go to all the schools and talk to them about it and you know wear nice clothes. You know, like our guys were the Karate bill shirt. I just have to wear today. Nice pants and

108

00:12:10.110 --> 00:12:17.550

Greg Moody: Shoes and if you're doing a class for them, then go over there while you're doing the class and just did a classroom, you know, and then have a conversation with them.

109

00:12:18.060 --> 00:12:27.150

Greg Moody: You can if you end up having a good enough relationship with them with a lot of the schools will have the principal's cell phone and we can call them up and texting, but that's once we develop the relationship with

110

00:12:27.330 --> 00:12:31.530

Chris: Right, right. That's, that's where I'm at right now trying to build that relationship.

111

00:12:31.920 --> 00:12:32.970

Bob Dunne: Yeah but but

112

00:12:33.000 --> 00:12:40.110

Greg Moody: PTO meetings. One thing we do is we'll just look at the camp their calendar and find out when they're PTO meetings are and will show up at their PTO meetings.

113

00:12:41.190 --> 00:12:43.170

Greg Moody: But you don't have to get an invitation. You don't have to

114

00:12:43.650 --> 00:12:50.880

Greg Moody: Yeah look like yeah they're public meetings. Lot of times or during the day because they're the parents that are

115

00:12:51.870 --> 00:12:54.540

Greg Moody: The parents that don't have other jobs or they can do.

116

00:12:54.780 --> 00:13:02.100

Greg Moody: Take out, time out of their jobs. So PTO meeting will just look at when the PTO meetings or scheduled. We've got a bunch of them scheduled for this month, for example.

117

00:13:02.280 --> 00:13:08.160

Greg Moody: And we'll just go to the PTO meetings and and say, Yeah, we just, like, you know, five minutes. Talk about what we can donate to the school and oh

118

00:13:08.820 --> 00:13:14.220

Greg Moody: You guys would do that. Sure. And then we go there and we have a package that we give to all the PTO members and a

119

00:13:14.520 --> 00:13:26.520

Greg Moody: Partner in education letter and we talked to them. And so, yeah, Master Oliver, we were talking about who he should talk to when we're going to set up an after school enrichment program. And I said, the principal and the PTO in the everybody you can

120

00:13:27.120 --> 00:13:30.300

Stephen Oliver: I usually set him up for a predominantly for the teacher.

121

00:13:32.100 --> 00:13:33.750

Greg Moody: And you're talking to the PE teacher

122

00:13:34.320 --> 00:13:35.130

Stephen Oliver: Right, right.

123

00:13:36.480 --> 00:13:43.500

Stephen Oliver: What what you would. When you say, Chris, you've been having a little difficulty getting them set up what what do you mean by that statement.

124

00:13:45.660 --> 00:13:52.350

Chris: Um, well, I went to two schools in December, did the PE class for the day they both

125

00:13:53.130 --> 00:14:04.980

Chris: Kind of did shut me down for the permission slip, because what happened was I had gone to another school before we didn't do the permission slip and they said, Hey, well, they didn't do a permission slip. Can we just keep it that way.

126

00:14:06.180 --> 00:14:08.190

Chris: Now, I know how to deal with the pushback better after

127

00:14:08.190 --> 00:14:09.270

Greg Moody: Today, no.

128

00:14:10.560 --> 00:14:10.770

Chris: No.

129

00:14:12.390 --> 00:14:27.690

Chris: I'm in. Once I was there I pitch to them the after school program and they said oh great, contact the head of the PTO beginning the email I email her no response. So that's where I mean I'm having difficulty.

130

00:14:29.460 --> 00:14:34.170

Chris: making that connection to make that after school program happen.

131

00:14:34.710 --> 00:14:35.670

Chris: Granted, I've tried it.

132

00:14:35.730 --> 00:14:36.480

Chris: twice now.

133

00:14:37.260 --> 00:14:42.330

Stephen Oliver: Okay, well, here, here. Here's the first question, why did they send you to the PTO

134

00:14:44.040 --> 00:14:49.380

Chris: They said that they were in charge of fundraising, because what

135

00:14:49.530 --> 00:14:50.430

Stephen Oliver: Oh, okay.

136

00:14:52.230 --> 00:14:54.990

Stephen Oliver: They said they are in charge of fundraising.

137

00:14:56.040 --> 00:15:08.070

Stephen Oliver: There you go. Now anchor anchor that in because that's where the first mistake is right when you presented the after school program, the enrichment program you presented it as a fundraiser. Correct.

138

00:15:09.330 --> 00:15:10.890

Chris: Yes, I said day

139

00:15:11.190 --> 00:15:11.490

Okay.

140

00:15:12.780 --> 00:15:14.190

Stephen Oliver: I don't need the whole explanation.

141

00:15:15.360 --> 00:15:16.620

Stephen Oliver: There's the problem.

142

00:15:17.250 --> 00:15:35.640

Stephen Oliver: Okay, okay, here's what's happened. If you take a 1020 year horizon. Right. And everyone on here who is parents, especially of, you know, recently fairly grown kids, you can identify with is probably the schools were getting to the point where the kids are selling

143

00:15:38.370 --> 00:15:41.610

Stephen Oliver: Christmas paper and then they were selling chocolate bars and there's

144

00:15:42.390 --> 00:15:50.940

Stephen Oliver: Some other dumb ass thing. And every time you turned around the kids were doing something to raise money for some specific thing in the School of the school generally

145

00:15:51.240 --> 00:15:58.650

Stephen Oliver: And Paris just got sick to Hell of all of the all of the fundraising stuff every parent who's on here. Can you identify with that.

146

00:15:59.430 --> 00:16:04.620

Stephen Oliver: So, what, what happened is, is they had blowback on all of this crap that was going on.

147

00:16:05.040 --> 00:16:15.240

Stephen Oliver: Now this isn't probably true of all the schools, but I know in in general terms, that's one of the things that can be a problem, right, is they had blowback

148

00:16:15.660 --> 00:16:25.230

Stephen Oliver: On all this kind of stuff. And then what you end up with is, you end up with you say fundraiser. And they say, well, the PTO handles all the fundraisers.

149

00:16:26.190 --> 00:16:28.800

Stephen Oliver: Now, the next problem that can happen, which

150

00:16:28.830 --> 00:16:32.160

Stephen Oliver: See, I don't want to make that jump right but

151

00:16:32.190 --> 00:16:33.900

Stephen Oliver: The second problem that can happen is the

152

00:16:33.900 --> 00:16:46.470

Stephen Oliver: PTO oftentimes says something like, well, we have made a decision to only do one fundraiser a year and our fundraiser this year is this. So, you know, we can talk next year about if you're our fundraiser for next year.

153

00:16:47.880 --> 00:16:49.860

Stephen Oliver: You see spirals out of control.

154

00:16:50.130 --> 00:16:51.630

Stephen Oliver: Right, yeah. So

155

00:16:52.050 --> 00:16:58.230

Greg Moody: All the fundraisers to they hate doing the chicken. The, the, I'm sorry, the wrapping paper sales and all that stuff too.

156

00:16:59.340 --> 00:16:59.940

Stephen Oliver: Well, yeah.

157

00:17:00.180 --> 00:17:09.270

Stephen Oliver: But at the very least they, you know, the PTA is a parent organization and the parents got pissed off and irritated with, you know,

158

00:17:10.050 --> 00:17:23.730

Stephen Oliver: being expected to go door to door with their kids to sell all kinds of stupid crap that nobody wanted right so what you gotta do is you got to keep yourself out of that category with them, right. Let me close out the noise.

159

00:17:27.960 --> 00:17:34.770

Bob Dunne: To class. I don't know. Did you go through the material on the member site on the after school enrichment program.

160

00:17:36.480 --> 00:17:51.660

Chris: I did in. I don't know if I misunderstood. But what I was pitching it as was an after school enrichment program that would benefit the school because all of the money would go to the school, we would just provide the education.

161

00:17:51.810 --> 00:17:59.010

Stephen Oliver: Well, you know, you understand that perfectly. I'm just telling you what the political ramifications are in some of these schools right

162

00:17:59.550 --> 00:18:10.380

Stephen Oliver: So I start by pitching it as we want to come in and do a fundraiser for you. You're now putting yourself in a category that has gotten bad press

163

00:18:11.310 --> 00:18:12.150

Chris: That makes sense.

164

00:18:12.540 --> 00:18:13.110

Chris: And you

165

00:18:13.260 --> 00:18:20.910

Stephen Oliver: often end up putting yourself in a category where you end up having to deal with deal with a PTA PTO now in the end.

166

00:18:21.540 --> 00:18:40.230

Stephen Oliver: You know, regardless of anything else. I don't think I ever got one of these setups through the PTO I always got them set up through either the after school enrichment person or the PE teacher or the principal and usually my best road in in was the p the PE teacher. Okay.

167

00:18:42.690 --> 00:18:46.170

Stephen Oliver: In my my computer is freaking out today for some reason. So I'm going to show

168

00:18:46.170 --> 00:18:46.290

Us.

169

00:18:47.940 --> 00:18:48.420

Bob Dunne: What

170

00:18:48.540 --> 00:18:51.450

Greg Moody: You're flying out, but it was freezing before. Yeah.

171

00:18:51.480 --> 00:18:55.860

Stephen Oliver: Freeze before and I'm trying to adjust a webcam and it keeps doing weird stuff. So I don't know.

172

00:18:56.340 --> 00:19:04.590

Stephen Oliver: But that doesn't matter. But so what what I'm telling you this is is the reason you made a jump. That's unproductive.

173

00:19:05.070 --> 00:19:13.380

Stephen Oliver: Is that you approached it as a fundraiser. See the main benefit to the school right of the PE teacher for the day.

174

00:19:13.890 --> 00:19:26.430

Stephen Oliver: Is you're going to teach the kids wonderful focus skills you're going to teach them to be respectful, the teachers, you're going to get parents engagement, you're going to teach them anti bullying skills, etc. Right.

175

00:19:27.750 --> 00:19:35.100

Stephen Oliver: Value to the school of the after school program is you're going to double and triple and quadruple down on that with a smaller subset of kids.

176

00:19:36.150 --> 00:19:43.200

Stephen Oliver: So they're going to truly over a six lesson period become much, much more respectful in class, you're going to get the

177

00:19:43.830 --> 00:19:49.650

Stephen Oliver: Parents engaged with the teachers, you're going to get the kids dramatic behavioral changes and you're going to

178

00:19:49.980 --> 00:19:59.010

Stephen Oliver: Be teaching the the benefits and the focus of self discipline, so forth, right, that really is what you want to be talking about and what happens is the kids love it.

179

00:19:59.760 --> 00:20:10.980

Stephen Oliver: Typically we get 15 20% of the kids who who want to do it at any one time. The parents love it because it has a dramatic impact on behavior at home, etc. Right. And then the

180

00:20:11.850 --> 00:20:25.560

Stephen Oliver: In, by the way, there's a small charge for the program what we always do is we just donate that back to the school right now notice a difference in language. I'm going to donate it back to the school. I'm not going to do a fundraiser.

181

00:20:26.610 --> 00:20:26.970

Chris: Okay.

182

00:20:27.300 --> 00:20:33.240

Stephen Oliver: Right, here's the difference. They don't then have to present it to the parents as a fundraiser.

183

00:20:33.960 --> 00:20:37.860

Stephen Oliver: Okay, let's take my, my son just moved in middle school, but he's elementary school.

184

00:20:38.310 --> 00:20:49.740

Stephen Oliver: Knowing that behind the scenes up about this. It always cracks me up and I always made sarcastic comments about it. But they made this big deal all year, we only have one and only one fundraiser each year is the fun run.

185

00:20:50.910 --> 00:20:57.420

Stephen Oliver: Well guess what, they also had the Lego lady come in, they also had the science guy come in, they also had

186

00:20:59.130 --> 00:21:05.520

Stephen Oliver: Just program they had five or six other before school enrichment programs.

187

00:21:07.230 --> 00:21:18.120

Stephen Oliver: They started at 730 for some reason, never dawned on them, they could do you know four o'clock after school enrichment programs, either, you know, I didn't have any incentive to try to teach them any different, but

188

00:21:19.500 --> 00:21:29.880

Stephen Oliver: But they would, they also had a huge book fair and the book fair was promoted to everybody. And one of the big things about the book fair is the parents to go in and let their kids.

189

00:21:30.450 --> 00:21:43.230

Stephen Oliver: Pick out two or three books on the teachers list and then the the parent would buy the books for the classroom is that's not a fundraiser. I don't know what a fundraiser is plus, guess what do you think they're getting a kickback on all the books.

190

00:21:44.370 --> 00:21:52.980

Stephen Oliver: Oh yeah, yeah, I'm sure they're getting you know 50% margin on everything, or something like that. So they had all these other things that were in fact raising money.

191

00:21:53.310 --> 00:22:00.120

Stephen Oliver: That the parents were in fact paying for, they just like to be able to present. They had only one and only one fundraiser each year.

192

00:22:00.420 --> 00:22:12.180

Stephen Oliver: And that was the thing that they sent home sponsor sheets and they wanted the kids to go knock door to door and they had prizes for whoever whichever kid raised the most money and all that crap. Does that make sense, Chris. Yeah.

193

00:22:12.270 --> 00:22:18.150

Chris: Yeah, that makes sense. So you're talking about what you said, get yourself out of category of fundraiser.

194

00:22:18.540 --> 00:22:20.160

Stephen Oliver: Yeah, don't, don't use that language.

195

00:22:21.330 --> 00:22:22.590

Chris: Yeah, most, most words that

196

00:22:22.620 --> 00:22:28.470

Greg Moody: People, people will kill you on just certain words, you got to be really careful with your language. Yeah.

197

00:22:28.800 --> 00:22:36.360

Stephen Oliver: Yeah, and any small things, like I said, the beginning I keep hearing people say we'd like to have both parents here for this. The second lesson.

198

00:22:36.690 --> 00:22:39.240

Stephen Oliver: We don't like that require right

199

00:22:40.230 --> 00:22:55.680

Stephen Oliver: It would be nice and helpful for the kids if the parents are saying out. No, no, no, we require it. Just a simple, you know, change of the script makes all the difference in the world on how that how that works. Does that make sense.

200

00:22:56.220 --> 00:22:57.510

Chris: Yeah, yeah, that helps.

201

00:22:57.870 --> 00:22:59.190

Stephen Oliver: Good motivation. Go ahead.

202

00:22:59.550 --> 00:23:03.750

Jason Purcell: So we actually just this last December six months, we had a parents night out for

203

00:23:04.230 --> 00:23:10.590

Jason Purcell: Us elementary school here lon elementary and it was the exact same thing they did not want it in there because they're like, No, we don't do fundraisers.

204

00:23:11.190 --> 00:23:15.810

Jason Purcell: One of our parents have two kids is on the PTO. And so we went with her.

205

00:23:16.170 --> 00:23:23.910

Jason Purcell: And we explained this to her beforehand and that's exactly what they were running into is the school was telling her, we don't do fundraisers. And she said, This isn't a fundraiser.

206

00:23:24.360 --> 00:23:32.340

Jason Purcell: This is a parents night out the parents want this if they don't want it. They don't do it. But this is something valuable and the kids will love it and they have fun.

207

00:23:32.670 --> 00:23:43.530

Jason Purcell: And this organization is not trying to make money off of this event that's not their purpose. They're going to donate this money back to the PE department, all of it. So it's not a typical fundraiser like that. This is a no brainer.

208

00:23:44.340 --> 00:23:53.550

Jason Purcell: And then the school was like, well, what do they get out of. Why are they doing because they get exposure and this is a fantastic program if they want it, you know, if the kids want to sign up. It's great. But if they don't, who cares.

209

00:23:53.880 --> 00:24:08.460

Jason Purcell: And so this lady for the PTO argued it exactly that way in the schools like okay well let's do it. So we just did. We had her run the event, she signed up. We had 27 kids come to it and now they set it up so that we're going to do another one in three months from now. Yeah.

210

00:24:08.520 --> 00:24:08.880

Okay.

211

00:24:10.230 --> 00:24:10.410

GM Smith: Oh,

212

00:24:11.430 --> 00:24:13.230

Jason Purcell: I was gonna have to. So the waivers.

213

00:24:13.650 --> 00:24:23.880

Jason Purcell: For birthday parties. It's not uncommon. When we're doing a birthday party for parents to just sign their name and that's it and they'll skip all the information and we have, you know, an asterix must be filled out and all that stuff.

214

00:24:24.210 --> 00:24:30.300

Jason Purcell: So we trained our staff with always every time you get a waiver back from that parent, it's harder with schools, but for birthday party.

215

00:24:30.690 --> 00:24:36.210

Jason Purcell: Will look at that and if they don't add their name or their email or whatever. I always send it back and I said, Oh, sorry.

216

00:24:36.450 --> 00:24:49.230

Jason Purcell: This is required. We have to have every all of this filled out by insurance company. And they're like, well, you just need this mike. Well, it's never happened. But if if something were to our insurance company would want multiple ways to get ahold of not just one way.

217

00:24:51.540 --> 00:24:58.020

Stephen Oliver: Jason. Let me suggest one thing and all everything you said is good. It's just that it's 32 too many words.

218

00:24:59.460 --> 00:25:02.730

Stephen Oliver: You need to learn how to put a period on it and then I keep explaining it.

219

00:25:03.120 --> 00:25:04.350

Jason Purcell: I got it. Okay.

220

00:25:04.950 --> 00:25:16.200

Stephen Oliver: There was a great line. I think it was in the movie 10 men, and he he jumps up and down and he yells, he's a, you know, the old say salesperson is training the new guy and he jumps up and down says, damn it, you sold it don't buy it back.

221

00:25:16.710 --> 00:25:23.340

Stephen Oliver: Go right. And in that case, I mean, here, Miss. Miss Jones you miss these two lines. Can you fill that out for me.

222

00:25:26.460 --> 00:25:28.170

Greg Moody: Do I need to fill it out. Yes.

223

00:25:28.290 --> 00:25:28.830

Yes.

224

00:25:31.230 --> 00:25:31.710

Stephen Oliver: Yes.

225

00:25:33.840 --> 00:25:41.280

Jason Purcell: And that guy. If it's not pointing to give feedback. Why don't want to give this stuff, then at that point you can say, well, my insurance requires it, and if not just leave it at that. Got it.

226

00:25:41.820 --> 00:25:53.790

Greg Moody: Yeah what some of us tend to do is think about the 15 things they may ask in pre explain the 15 things and you don't need to do that. Yeah.

227

00:25:53.880 --> 00:25:56.610

Stephen Oliver: Because usually, they don't ask. They're not even thinking about it.

228

00:25:56.970 --> 00:26:13.320

Greg Moody: Well it confuses me. I wasn't asking, I was asking one of the 15 maybe, maybe I was not asking me, but maybe I was only asking one and you're at explaining 15 things. Same with your pricing paperwork and everything else. I mean, it's just like way too much stuff and then it's just confusing.

229

00:26:14.610 --> 00:26:16.140

Greg Moody: And it feels like I'm being hassled

230

00:26:16.830 --> 00:26:17.250

Yeah.

231

00:26:19.020 --> 00:26:19.050

Jason Purcell: I

232

00:26:19.260 --> 00:26:22.650

Greg Moody: WASN'T SCARED before I wasn't scared before, but now I shouldn't be scared.

233

00:26:24.120 --> 00:26:30.780

Stephen Oliver: Absolutely, yeah, everything should be the case for me to keep it simple, straightforward or keep it simple, stupid, right.

234

00:26:31.980 --> 00:26:34.560

Stephen Oliver: The more you over explain the more it gets to be

235

00:26:36.120 --> 00:26:37.530

Stephen Oliver: You know, they just get confused.

236

00:26:41.580 --> 00:26:41.910

But

237

00:26:44.820 --> 00:26:48.780

Stephen Oliver: Krista that that that help you on on lining up those school programs, a little bit.

238

00:26:49.470 --> 00:26:59.460

Chris: Yeah, yeah, that have done a ton. Yeah, yeah, I'm gonna I'm gonna actually go on Friday to talk to them in person to the schools that are already booked for the PE teacher for the day. Yeah.

239

00:27:00.540 --> 00:27:13.470

Stephen Oliver: I generally find the PE teacher is thrilled about the money and the principal and the and the the PTO are suffering from parent backlash and don't want to say they're doing a fundraiser.

240

00:27:14.490 --> 00:27:14.820

Chris: Right.

241

00:27:18.660 --> 00:27:22.470

Stephen Oliver: So you got you guys just got to be careful on that language. Yeah.

242

00:27:22.530 --> 00:27:23.100

Chris: We'll do

243

00:27:24.540 --> 00:27:27.360

Stephen Oliver: It. Good. Any, any other quick questions.

244

00:27:31.080 --> 00:27:40.800

Stephen Oliver: Well, that's easy enough. We had a couple of other things in the Facebook group if anybody had a question in there that didn't get answered jump in what we have

245

00:27:42.840 --> 00:27:51.150

Stephen Oliver: What I'd like to do with with all of you guys. I don't know if you have your numbers handy, although it's always useful to have them handy when we're on

246

00:27:51.540 --> 00:28:05.490

Stephen Oliver: On a these meetings, but just write this down. And if you have your numbers. Let's plug in the numbers. So if somebody has your numbers share them and we'll, we'll go through it. But the first thing to write down is how many active students did you have

247

00:28:06.600 --> 00:28:20.220

Stephen Oliver: first of the year. This week, last year, and how many active students do you have now. Okay. So let's write that down. And then the next, next thing that we need to know is how many new enrollments. Did you do for the year.

248

00:28:21.600 --> 00:28:33.150

Stephen Oliver: Okay. Now, if we know how many enrollments. You did. And we know what you starting active point was and what your ending active count was is we can extrapolate

249

00:28:33.660 --> 00:28:49.590

Stephen Oliver: Very precisely what your average dropout rate was per month. Everybody understand how that works. Right, so we know, let's say you started 300 you ended a 400 and you enroll 200 people. That means we enrolled 100 or we

250

00:28:51.030 --> 00:28:59.190

Stephen Oliver: Lost 100 people because the 200 enrollments half of them we kept and half of them we lost obviously it's not necessarily the same ones.

251

00:29:00.480 --> 00:29:17.280

Stephen Oliver: That dropped out that we lost but you get the idea, right. So if we start with that. And then we go through and we take a look at. So starting enrollment number and enrollment number. How many enrollments. You did a. Does anybody have those numbers handy.

252

00:29:20.310 --> 00:29:23.370

Stephen Oliver: Amanda. Okay. So Amanda. Where did you start

253

00:29:25.980 --> 00:29:29.310

Amanda Olson: Started at 432 last year and I ended it for 32

254

00:29:30.150 --> 00:29:31.740

Stephen Oliver: Oh, we never liked that.

255

00:29:31.830 --> 00:29:34.620

Amanda Olson: No, I don't like it at all. Yeah.

256

00:29:35.250 --> 00:29:35.550

So,

257

00:29:38.070 --> 00:29:38.880

GM Smith: Once yeah

258

00:29:39.390 --> 00:29:39.870

Amanda Olson: Well said.

259

00:29:40.110 --> 00:29:41.220

GM Smith: How many enrollments.

260

00:29:42.990 --> 00:29:46.650

Amanda Olson: We averaged about 23 months. That was our average

261

00:29:47.430 --> 00:29:49.170

Stephen Oliver: What do you, what, what, what was the total

262

00:29:50.190 --> 00:29:57.030

Stephen Oliver: That would be to 76 276 okay so you lost 276 people

263

00:29:57.540 --> 00:29:58.800

Right, okay.

264

00:29:59.850 --> 00:30:12.180

Stephen Oliver: And again, everybody understand. I'm not saying you lost the 276 that rolled you lost a total of 276 people because you had 432 you added to 76 and you ended up with with

265

00:30:12.660 --> 00:30:15.570

Amanda Olson: Yes. Kind of weird, exact same number.

266

00:30:16.050 --> 00:30:16.320

Stephen Oliver: Yeah.

267

00:30:16.350 --> 00:30:17.130

Amanda Olson: But it's accurate.

268

00:30:17.850 --> 00:30:26.910

Stephen Oliver: Yeah, well it that that's that's fine. So here's what we we enroll 23 a month we lost 23 a month. That's called a hamster on a wheel.

269

00:30:28.170 --> 00:30:29.100

Amanda Olson: That's what I was

270

00:30:29.280 --> 00:30:29.550

Stephen Oliver: Yeah.

271

00:30:30.180 --> 00:30:31.650

Amanda Olson: That's a crisis for me. I

272

00:30:32.190 --> 00:30:33.270

Amanda Olson: I now realize that

273

00:30:34.140 --> 00:30:48.120

Stephen Oliver: Yeah, so let's divide by 432 and so you're losing 5.3% yeah 5.3% okay so your average monthly dropout rate is 5.3%

274

00:30:48.630 --> 00:31:06.210

Stephen Oliver: There. Everybody understand how we did that in this case the beginning enrollment number the end enrollment number was the same if they were different. I say, what's the average active town but I'm dividing the active count by the average monthly dropout rate, which means that

275

00:31:07.260 --> 00:31:10.470

Stephen Oliver: On the average month we had 5.3 a month dropping now.

276

00:31:11.550 --> 00:31:15.180

Stephen Oliver: Over 12 months. That means we have 63.6% drop you know

277

00:31:16.680 --> 00:31:19.020

Stephen Oliver: Everybody, everybody understand the number so far.

278

00:31:19.770 --> 00:31:26.580

GM Smith: And remember, you can do this on a monthly basis to. It's just that the yearly gives you a lot more a bigger picture.

279

00:31:27.090 --> 00:31:32.490

Stephen Oliver: Yeah, well it's a more accurate number because of the longer period of time, the more accurate it is. Now, obviously.

280

00:31:32.880 --> 00:31:50.490

Stephen Oliver: If you had done dramatic things at the end of the year to approve it. It could be that the last quarter was better than the third quarter was fourth quarter, but on average is 523 okay so let's start with that number is what we would consider to be good.

281

00:31:51.150 --> 00:31:52.800

Is anything under 2%

282

00:31:54.210 --> 00:31:54.660

Stephen Oliver: Okay.

283

00:31:54.990 --> 00:31:59.370

Stephen Oliver: So I've seen as good as point 5% a month point 7% a month.

284

00:32:00.540 --> 00:32:12.030

Stephen Oliver: That's such so much of an outlier. I hate even use the number, but we've seen a lot of schools Amanda size that can be between one and 2% a month. Okay, so

285

00:32:12.600 --> 00:32:28.410

Stephen Oliver: Let's look at its simplest terms, if you were in fact losing 2% a month you would in fact be losing. What about nine people per month. Right. And so, what we know is you average 23 enrollments per month.

286

00:32:29.460 --> 00:32:41.970

Stephen Oliver: If you were losing nine a month, on average, that'd be net gain of 14 times 12 which means over the course of the year, you would have gone from 432 active to

287

00:32:43.980 --> 00:32:44.640

Stephen Oliver: 600 day

288

00:32:47.550 --> 00:32:56.850

Stephen Oliver: Everybody see how much leverage there is and fixing that dropout rate. Okay, now here's where I always start

289

00:32:57.780 --> 00:33:04.380

Stephen Oliver: And we're going to go through a lot of numbers. So we don't want to spend a lot of time on each of these pieces. But here's where I always start

290

00:33:05.130 --> 00:33:17.700

Stephen Oliver: Is if I am doing a good job of renewing everybody by the time they get to go about. I know that everybody renewed to black belt or beyond are very unlikely to drop out.

291

00:33:20.280 --> 00:33:30.210

Stephen Oliver: Yeah, very unlikely. Right. You know, in other words, you might go from 6% a month dropout rate 2.6% a month dropout rate with that particular group of people

292

00:33:30.990 --> 00:33:40.740

Stephen Oliver: Okay, so starting point number one is are you renewing the vast majority of the white belts before they get to their first belt.

293

00:33:41.220 --> 00:34:02.670

Stephen Oliver: Which I intended to mean in the first two months of their training. Okay, so if you're in factory doing 5060 70% of all new enrollments. By the time they get to gold belt that's going to have a dramatic positive impact on your student retention, regardless of anything else.

294

00:34:05.370 --> 00:34:17.160

Stephen Oliver: Then if you're converting at least half of what's left before their next belt test in the next two months, then you're, you're gonna you're just doing that one thing

295

00:34:17.970 --> 00:34:23.100

Stephen Oliver: Which is seems to be the hardest thing to get people to do for some reason. It's the easiest thing really to do

296

00:34:23.490 --> 00:34:31.260

Stephen Oliver: That's the most important thing, right. So what I hear that happens and it's endemic in the bozo explosion in our industry.

297

00:34:31.710 --> 00:34:40.860

Stephen Oliver: Is they want to go through. Here's 28 new games. Here's seminar need to new drills. Here's a way to disguise repetition differently. Here's

298

00:34:41.520 --> 00:34:54.870

Stephen Oliver: 28 new curriculum pieces. We're going to add hyper ex ma. We're going to do flips and roles and all of that crap. I gotta tell you, none of that stuff has a big impact on your dropout rate.

299

00:34:56.730 --> 00:35:10.620

Stephen Oliver: But all of us as martial artists tend to focus on all that stuff. The number one thing they'll have a big impact on your dropout rate is making sure all the white belts are renewed to train the black one. And beyond before they get to their goal, though.

300

00:35:12.090 --> 00:35:13.050

Stephen Oliver: Does that make sense.

301

00:35:14.100 --> 00:35:16.500

Stephen Oliver: Okay, let's look at some other numbers.

302

00:35:17.790 --> 00:35:20.760

Stephen Oliver: The, the next number to look at. I don't know if you have this or not.

303

00:35:21.090 --> 00:35:31.080

Greg Moody: For over before you bump into that number. I would just suggest two things. If a man wants to take more time to look at, I would want to break those out between her Jiu Jitsu and Taekwondo program, and I'd wonder whether or not

304

00:35:32.370 --> 00:35:35.640

Greg Moody: I'd wonder whether or not there was a major difference between those two.

305

00:35:37.560 --> 00:35:38.070

Stephen Oliver: Oh, sure.

306

00:35:38.400 --> 00:35:48.390

Greg Moody: And I would also wonder, since she did repost on retention Parthenon, which was in like September August and I made a comment about a bunch of stuff. And I don't know whether you implemented that stuff.

307

00:35:48.780 --> 00:35:57.030

Greg Moody: And that's not a lot of data, time to figure out whether your retention was better or worse during that time, but you might want to look and see if, during that time you've improved.

308

00:35:57.360 --> 00:36:08.370

Greg Moody: So you could be on the right track, just don't know it because we're looking at the annual numbers. So those are two pieces. You've got two pretty dramatically different programs. So I'm not sure that

309

00:36:09.270 --> 00:36:14.550

Greg Moody: It might be worth separating those numbers out and do it redoing that analysis for that that stuff so

310

00:36:15.300 --> 00:36:25.260

GM Smith: That's also why you do it every month to see if you're if you're trending up or you're trending down. And that's why the monthly and weekly are so important.

311

00:36:25.680 --> 00:36:26.640

Stephen Oliver: You bet. You bet.

312

00:36:28.740 --> 00:36:31.410

Stephen Oliver: But, but, but that all being the case is

313

00:36:33.300 --> 00:36:42.000

Stephen Oliver: The way you fix the retention and we could go through a 98 point checklist. But the way you fix retention is you renew them at white belt.

314

00:36:43.380 --> 00:36:57.630

Stephen Oliver: And you hire only nice people and you build a positive relationship with them so 99% of retention is rapport with the individual and it's getting them committed to black belt early on.

315

00:36:58.350 --> 00:37:06.960

Stephen Oliver: That's 99%. Okay, now there's all kinds of other stuff that we can do. It's very important. Never let somebody slipped through the cracks. We've got to be

316

00:37:07.200 --> 00:37:15.960

Stephen Oliver: On the phone every time they miss a class at the very least by Wednesday we're calling everybody who missed, Monday, Tuesday, we could go through a list of 32 things

317

00:37:16.590 --> 00:37:32.460

Stephen Oliver: But if you don't start with the number one thing which is build a strong relationship high level of rapport and renew them all committed to train to black belt by time their goal. Though none of the other stuff is particularly relevant. Okay.

318

00:37:33.960 --> 00:37:39.750

Stephen Oliver: And the, the number one school I ever saw on retention actually didn't do black belt renewals

319

00:37:40.500 --> 00:37:53.520

Stephen Oliver: For a while, but what they did is they had such strong relationships I strong rapport with everybody that didn't really matter. I gotta tell you, I very rarely see anybody able to duplicate that so it's really those two things.

320

00:37:55.260 --> 00:37:58.710

Stephen Oliver: And I might add one more thing, trying to keep this be short, but

321

00:37:59.820 --> 00:38:11.910

Stephen Oliver: You want to really refrain yourself and all your staff that what you're doing is an eight to 10 less than the introductory process, not a one or two lesson introductory process.

322

00:38:13.500 --> 00:38:27.840

Stephen Oliver: You do Lesson one make sure all the decision makers are there enroll them on a trial enrollment. You do less than three, you go through the folder conference you do less than 456 and you're doing

323

00:38:29.130 --> 00:38:38.130

Stephen Oliver: Progress updates and spotlights and all that stuff. And by less than 10 they're committed to train the black button beyond and they're in your leadership program.

324

00:38:38.730 --> 00:38:45.990

Stephen Oliver: What happens over and over and I want you to anchor it in I it's the hardest thing for me to ever get anybody to fix in terms of mindset.

325

00:38:46.470 --> 00:39:01.050

Stephen Oliver: Is people do enrollment throw them over the wall metaphorically into the white ball class go like this are so happy. They got them enrolled and then they go pull them back out and four or five months and then pitch them on the, the next thing.

326

00:39:02.130 --> 00:39:08.670

Stephen Oliver: That's the wrong absolutely wrong way to do it. You want to think about it as being an eight and extended introductory process.

327

00:39:12.000 --> 00:39:15.990

Stephen Oliver: So far, so good. Okay, Amanda. Here's the other

328

00:39:17.310 --> 00:39:17.910

Stephen Oliver: Number.

329

00:39:18.150 --> 00:39:31.440

Greg Moody: In by the way everybody should be doing these numbers for themselves. If you're not, so this is just, we appreciate Amanda be in there are one, we're picking on because she's so good at keeping track of the numbers, but this really is everybody should replicate this data.

330

00:39:32.910 --> 00:39:35.040

Stephen Oliver: Well as he still enjoys being the punching bag.

331

00:39:35.340 --> 00:39:39.180

Greg Moody: Yeah, I didn't want to say that I, that was on the tip of my tongue, but yes.

332

00:39:40.890 --> 00:39:49.020

Stephen Oliver: He here's the next number, Amanda. What was, what was your total growth and by the way. Oh, I don't want to buy you slip past what master Moody said

333

00:39:50.070 --> 00:40:02.010

Stephen Oliver: If you do an after school program, separate the after school from the evening martial arts. If you do a Brazilian Jiu Jitsu program and and Taekwondo programs to do separate those out.

334

00:40:03.540 --> 00:40:10.080

Stephen Oliver: What I see a lot of times, like Jan would be example. I don't know if anybody else on the me right now is doing transport after school care.

335

00:40:10.530 --> 00:40:18.750

Stephen Oliver: But a lump of all in together. And what we know about transport after school care is essentially nobody drops out because they only daycare, whether they enjoy

336

00:40:19.440 --> 00:40:28.620

Stephen Oliver: The day to day or not. And then excuse the dropout numbers. Well, we also know about after school care is that payroll can be 50% of the gross because of the

337

00:40:28.950 --> 00:40:34.830

Stephen Oliver: Of the attention needs. We also know that it requires a lot of square footage. So if you're not keeping track of that.

338

00:40:35.100 --> 00:40:48.120

Stephen Oliver: Separately, the rental needs and the payroll needs can skew the profitability of the martial arts school by by under estimating the cost of the program. So, and then jujitsu program man in this case.

339

00:40:49.290 --> 00:41:05.070

Stephen Oliver: If you're not doing they already knew it white belt and they're committed to black done all that other stuff, you know, the dropout rates going to be a lot worse for that. We also know that dropout rate for 20 something adults is a lot worse than it is for 12 year olds.

340

00:41:05.610 --> 00:41:06.660

Greg Moody: Well, and I think

341

00:41:06.690 --> 00:41:20.670

Greg Moody: I think, Amanda, you didn't use to upgrade that or renew them the way that we suggest right and now it's pretty much the same as your other program. But I think that changes this year, didn't it where you wasn't at this year where you change that.

342

00:41:21.840 --> 00:41:33.420

Amanda Olson: Right. It was late in the year. And so, so our final quarter was better. Our first quarter was good. Our last quarter was good. It was the middle of the year where we kind of fell apart. Yeah, yeah.

343

00:41:33.900 --> 00:41:38.640

Stephen Oliver: Well, no problem, which was just using this as an example for everybody. No, but

344

00:41:38.790 --> 00:41:40.110

Amanda Olson: I want to fix the problem.

345

00:41:40.530 --> 00:41:46.470

Greg Moody: But that might be something you already in some ways I'm suggesting in in in that now that what master Oliver saying about the

346

00:41:46.710 --> 00:41:55.290

Greg Moody: jujitsu program. You weren't doing the renewals this the right way. Now you are, you may have fixed a lot of this right, would you now we're doing this gives you a baseline.

347

00:41:56.130 --> 00:41:57.270

Amanda Olson: Yes, yeah.

348

00:41:57.360 --> 00:42:03.750

Stephen Oliver: Okay, so the next question. When will use your stats, Amanda. What was your total gross for 2019

349

00:42:05.520 --> 00:42:09.330

Amanda Olson: I'm 930 3000 okay

350

00:42:09.660 --> 00:42:18.660

Stephen Oliver: 933. Now let's say 933 and let's divide it by 276 enrollments.

351

00:42:24.390 --> 00:42:30.600

Stephen Oliver: Okay. Now the number we come up with is 3003 80

352

00:42:31.800 --> 00:42:36.750

Stephen Oliver: And some change. Okay. Now, what's that number, everybody.

353

00:42:38.610 --> 00:42:41.490

Stephen Oliver: That's an approximately. Go ahead, I'm sorry. Amanda

354

00:42:41.940 --> 00:42:42.360

Amanda Olson: Was it

355

00:42:43.380 --> 00:42:45.780

Amanda Olson: The average lifetime value. Yeah.

356

00:42:45.870 --> 00:42:48.150

Stephen Oliver: It's an approximation for average lifetime value.

357

00:42:49.620 --> 00:42:53.040

Stephen Oliver: And so where we want that number to be is is

358

00:42:54.180 --> 00:42:56.760

Stephen Oliver: In the range of six to 7000 if not more.

359

00:42:57.780 --> 00:43:10.620

Stephen Oliver: Okay, so if you think about how am I safe. They initially what they pay per month how much the renewals going to be how much they pay on the renewal and frankly, anything else they spend with you is buried in there.

360

00:43:11.040 --> 00:43:21.750

Stephen Oliver: But I'm really concerned with how much is the renewal going to be how much do they pay on the value on that. How much is the enrollment, how much they pay down. How much do they pay monthly until they renew

361

00:43:22.890 --> 00:43:35.580

Stephen Oliver: You put all those numbers together and you look at what if somebody is there for a year, what they should pay. They're there for two years, what they should pay what they're there for three years, what they should pay is

362

00:43:36.270 --> 00:43:45.930

Stephen Oliver: It's relatively easy if we're doing the renewals before they get their goal belt and were charging a

363

00:43:46.560 --> 00:43:57.990

Stephen Oliver: Reasonable tuition rate. I don't mean by that cheap. I mean, you know, appropriate if we're charging a reasonable tuition rate and where you're renewing them early it's relatively easy to get that into the six $7,000 range.

364

00:43:59.190 --> 00:44:08.970

Stephen Oliver: One of the examples we use that one of the meetings recently is we had Greg Macy go through the numbers on his three schools and they were somewhere between 50 560 800

365

00:44:09.840 --> 00:44:15.060

Stephen Oliver: Depending upon the school. Right. And here was the deal. He's got three locations.

366

00:44:15.810 --> 00:44:21.450

Stephen Oliver: The newest one was the best number. The second newest one was the second best number, the oldest one

367

00:44:21.720 --> 00:44:33.720

Stephen Oliver: Was the worst number. The reason that the oldest one was the worst number is his staff hadn't gotten the idea to renew everybody to leadership and was still had a whole bunch of people who were in the lower level renewal.

368

00:44:34.260 --> 00:44:40.320

Stephen Oliver: That literally was the primary difference, right. So you see how much leverage things like that have

369

00:44:41.370 --> 00:44:51.510

Stephen Oliver: And so let's let's look at that number for a second. If the average person and Amanda. We know yours are skewed because you used to be dirt cheap.

370

00:44:52.830 --> 00:44:59.820

Stephen Oliver: And now you're on a reasonable tuition level right and you have a whole bunch of those dirt cheap people who are still training.

371

00:45:00.330 --> 00:45:05.340

Stephen Oliver: Right. And we don't want to just like kick them to the curb. You know that's that's going to happen.

372

00:45:06.150 --> 00:45:20.340

Stephen Oliver: We can do a renewal Blitz and up, you know, do an upgrade and stuff. But generally, what we know is that your new students are going to be different than your older students. So it's not you know you won't have to address that and not get discouraged by that. Right.

373

00:45:21.540 --> 00:45:36.240

Stephen Oliver: But the lifetime value is going to be a function of retention of renewal percentages of tuition rate on the enrollment of the tuition rate on the renewal. Now here's the next question. Amanda, if you have it. What was your full year billing collection.

374

00:45:37.560 --> 00:45:48.630

GM Smith: Master Oliver before you get to that question, since we were on that other for student values. It also puts it into a lot more perspective and it's a number that you can relate to.

375

00:45:49.080 --> 00:46:00.270

GM Smith: If you do their average monthly student value and yours was about 180 which you know next year is going to be much higher than that.

376

00:46:00.780 --> 00:46:09.480

GM Smith: So even keeping the same students at the much higher value is gonna say you're locked into your gross bumping 50% or

377

00:46:09.780 --> 00:46:22.440

GM Smith: Or or more, because you are now. Have you when you can get that student value in that 300 range is what we're looking for, you know, let's say, a 247 at the low and maybe a

378

00:46:23.040 --> 00:46:35.850

GM Smith: 400 at the high end. So then you're going to have somewhere in there 300 something right but even at 300. See, that's kind of give you a, you know, over that close to 140,000 a month.

379

00:46:36.570 --> 00:46:44.850

GM Smith: When you get yourself to where it should be, which you're already charging those correct prices. So it will automatically go up. Yeah.

380

00:46:45.330 --> 00:46:45.600

Yeah.

381

00:46:47.190 --> 00:46:57.390

Stephen Oliver: And maybe just restate what you said you're on trend already with your pricing structure to be at 130,000 a month with no difference in any expenses.

382

00:46:59.790 --> 00:47:08.550

Stephen Oliver: If you just keep doing what you're doing now. It doesn't mean we don't want to massively focus on the dropout rate and on the on the renewal rate of white belts.

383

00:47:08.970 --> 00:47:16.110

Stephen Oliver: But if you just keep doing what you're doing everything else being the same. You should be topping it at 130 by middle of the year.

384

00:47:16.590 --> 00:47:18.990

Greg Moody: Right. Is your 180 per student now.

385

00:47:19.290 --> 00:47:22.620

Stephen Oliver: Yeah yeah yeah yeah

386

00:47:23.640 --> 00:47:29.430

Greg Moody: Which is definitely. It was pretty easy to get to one, you need to get to one to 200 that's going to make a massive difference

387

00:47:29.460 --> 00:47:33.360

GM Smith: And that's a $1.5 million school

388

00:47:33.810 --> 00:47:35.220

GM Smith: You're locked into that.

389

00:47:35.550 --> 00:47:37.890

GM Smith: Probably by the end of next year, for sure. It's

390

00:47:39.780 --> 00:47:45.390

Larry Keith: Populated in one he isn't it total revenue divided by active students

391

00:47:45.570 --> 00:47:46.050

Greg Moody: Average

392

00:47:46.080 --> 00:47:47.850

Greg Moody: Average per month average

393

00:47:48.000 --> 00:47:50.040

Greg Moody: revenue per month divided by active student count.

394

00:47:51.720 --> 00:48:08.430

GM Smith: If yeah if you take that that figure where her her total was divided as an annual basis and just divide that number by the lifetime value by 12 and that gives you what your monthly student values.

395

00:48:08.850 --> 00:48:09.360

Stephen Oliver: Yeah, well,

396

00:48:10.530 --> 00:48:23.970

Stephen Oliver: I said a different way, Olga her average monthly gross with 78,000 just a tick under average monthly active was for 32 so if you divide the 78,000 by 432

397

00:48:24.330 --> 00:48:28.500

GM Smith: It's right about 188 monthly student values.

398

00:48:30.330 --> 00:48:34.680

Greg Moody: Time student value and monthly student value. Those are the two numbers lifetime.

399

00:48:35.070 --> 00:48:45.060

GM Smith: I always find that my staff can relate to the monthly student value so much easier just because they know what students should be paying each month.

400

00:48:46.890 --> 00:49:10.410

Stephen Oliver: Yeah, yeah. Well, the Amanda useful thing for you to think about doing all year is always look at a rolling 12 month gross divided into the rolling 12 month enrollments and see if that's on the right track. Okay. Okay. But let's let's let's go on to the next question I had, which

401

00:49:11.520 --> 00:49:14.430

Stephen Oliver: Maspeth where was I going before you did that.

402

00:49:16.020 --> 00:49:17.250

GM Smith: You just did the

403

00:49:18.480 --> 00:49:19.350

Stephen Oliver: total gross.

404

00:49:19.770 --> 00:49:21.510

Stephen Oliver: What was the total billing

405

00:49:22.200 --> 00:49:23.970

Stephen Oliver: Yeah, versus everything else.

406

00:49:24.180 --> 00:49:26.760

Amanda Olson: A solid estimate

407

00:49:27.150 --> 00:49:29.190

Amanda Olson: Is 660,000

408

00:49:29.670 --> 00:49:31.650

Stephen Oliver: Okay so 660

409

00:49:34.110 --> 00:49:42.600

So out of 933 55 55,000

410

00:49:43.770 --> 00:49:45.120

GM Smith: Is building

411

00:49:47.730 --> 00:49:49.260

Stephen Oliver: Yeah, well, or so.

412

00:49:49.770 --> 00:49:51.150

GM Smith: Thousand in house.

413

00:49:52.800 --> 00:49:55.650

Stephen Oliver: Okay so 22,000. What was the other number Matt Smith.

414

00:49:56.100 --> 00:49:58.620

GM Smith: 55 is your billing. Okay.

415

00:49:59.460 --> 00:50:01.260

Stephen Oliver: Okay, so, but the

416

00:50:02.550 --> 00:50:09.990

Stephen Oliver: 69.25% is the average monthly portion of the revenue this building.

417

00:50:11.280 --> 00:50:21.120

Stephen Oliver: Okay. My rule of thumb is whatever the billing is I want to double that each month. Yes, so its ability 55 i'd like to do 110

418

00:50:22.050 --> 00:50:34.890

Stephen Oliver: If you air. It's okay to air towards 55% of the billing, you know, maybe 60 but you're heavily weighted on the billing not on on internal right

419

00:50:35.280 --> 00:50:55.560

Stephen Oliver: And the most productive way to bump the internal is bigger. Initial Enrollment tuition bigger initial downpayment you want to use that term. Initial Enrollment tuition on the Reno, those are those are the two most productive, the third most productive is big paid in full renewals

420

00:50:56.250 --> 00:50:58.290

Greg Moody: I've got 78.7% filling

421

00:50:59.520 --> 00:51:01.140

Stephen Oliver: Oh, did I did I miss calculate

422

00:51:01.320 --> 00:51:03.600

Greg Moody: 6660 divided by 933

423

00:51:04.560 --> 00:51:06.030

Stephen Oliver: Yeah. Yeah, that's right.

424

00:51:06.270 --> 00:51:16.170

Greg Moody: 70% 70.7 so you're even a little more weighted heavy on billing. So that's a big opportunity huge opportunity right there.

425

00:51:16.650 --> 00:51:23.070

Stephen Oliver: Yeah, and we can we can we can say it a different way. If you've done the 5050 rule, you would have been at

426

00:51:23.100 --> 00:51:24.840

Stephen Oliver: 100 million this year.

427

00:51:26.250 --> 00:51:27.990

GM Smith: In about 110 a month. Yeah.

428

00:51:28.440 --> 00:51:38.160

Greg Moody: Yeah but i think i think what everybody's saying to is because you've got those low and the little dollar amount people because we're charging less they're contributing to your building your building.

429

00:51:38.160 --> 00:51:39.720

Greg Moody: Relationships still go off.

430

00:51:40.200 --> 00:51:48.330

GM Smith: Yeah, we'll go up master Oliver. Can I, can I make this an obvious statement. Everybody that

431

00:51:48.900 --> 00:51:59.400

GM Smith: That everybody gets so fixated on, you know, doing the busy stuff you know the the marketing and the the enrollments in the renewals all this stuff you have to do.

432

00:51:59.940 --> 00:52:08.850

GM Smith: And that's, you've got to work pretty hard to get that going. You know, to get that double that other half of the gross. You don't have to work that hard.

433

00:52:09.390 --> 00:52:15.780

GM Smith: You know, to get a paid in full to get somebody to prepay a year to get somebody to do a 90 day payment plan.

434

00:52:16.260 --> 00:52:26.400

GM Smith: To get somebody to do instead of a four year reduce it down to a two year and give them a little bit of a discount from paying it off at an earlier time see those kind of ways.

435

00:52:26.790 --> 00:52:35.070

GM Smith: Are the ways that you can actually double that billing because the reason we say double the billing is because if your billing is that high.

436

00:52:35.400 --> 00:52:43.920

GM Smith: You have that many people to work with that are paying all that so proportionately. You have a bigger group to be working on.

437

00:52:44.370 --> 00:52:49.950

GM Smith: On getting those paid in full or accelerated payments or different payment plans.

438

00:52:50.880 --> 00:53:02.880

GM Smith: And to get extra income like that to get bigger down payments and and things like that. So, well, you know, keep that in mind that it's working smarter not harder to get that extra

439

00:53:03.420 --> 00:53:10.770

GM Smith: 50% bump in your gross from your billing to get it to 110 you just got to do a few things.

440

00:53:11.370 --> 00:53:21.270

GM Smith: Systematically that are gonna get you those things like master understand the big Paden falls. In other words, I have to have my list of who I'm talking to this month.

441

00:53:21.630 --> 00:53:29.070

GM Smith: And I might. I'm going to out of that list. I'm going to either get them to pay it in full. I'm going to get them to prepay a year or two.

442

00:53:29.610 --> 00:53:42.210

GM Smith: I'm going to have other ways of getting extra income that will jump my gross on a monthly basis, not just once a year, but you can do it on a monthly basis because

443

00:53:42.630 --> 00:53:52.560

GM Smith: Even if you've got, let's say, a big number five paid in falls well five paid in full that could generate easily

444

00:53:53.100 --> 00:54:06.570

GM Smith: $80,000. That's what we're talking about. And if that generated $80,000 well that's five billing payments that you're not going to have. So if I just renewed five more people

445

00:54:07.200 --> 00:54:13.980

GM Smith: I'm my billing is exactly the same. It never went down. See, some people think that if I if I

446

00:54:14.520 --> 00:54:25.830

GM Smith: Get paid in full that my billing is going to go down well it will, if you're not signing up new people. If you're not renewing new people. But if I can renew 10 people and I bill.

447

00:54:26.340 --> 00:54:36.600

GM Smith: Five. And I paid in full on five others, then my billing still going to be going up. Same thing on enrollments. If I get 25 that are paying you know

448

00:54:36.990 --> 00:54:52.590

GM Smith: That there's new contracts coming in and I had some of the old contracts paid in full. Well, if I got five out of 20 or 25 enrollments. Who cares. My billing still going up. But the big thing is that my cash can actually double

449

00:54:53.700 --> 00:55:10.740

GM Smith: In one month. And you've seen some of our members know from a $50,000 a month to an, an 80 to $100,000 a month, just because they had a couple paid in full or a couple, you know, a couple of what I call big sharks, you and I got a big, big group to go after

450

00:55:12.540 --> 00:55:24.390

Stephen Oliver: Yeah, yeah. So the, the bad rep that paid him fools appropriately got were the guys mass training Fred Mertens etc.

451

00:55:24.810 --> 00:55:43.950

Stephen Oliver: Who were teaching everybody to cash out every enrollment and cash out every renewal and beat everybody over the head for doing it. And, you know, and it wouldn't have been so bad, frankly, if those guys had a marketing strategy to replace everybody that came in. Yeah.

452

00:55:45.090 --> 00:55:45.390

GM Smith: Yeah.

453

00:55:45.600 --> 00:55:47.730

GM Smith: Well, yeah, replacing

454

00:55:48.120 --> 00:55:55.590

GM Smith: And the retention. Because if people are dropping out. Now if your pay if they're paying in full your buildings going down.

455

00:55:55.860 --> 00:56:04.290

GM Smith: If you get more people to billing goes up and people drop out billing goes down. So that's why you got to do all the things that keep the billing going up.

456

00:56:04.710 --> 00:56:13.050

GM Smith: paid in full don't make the billing go down. What makes the billing go down as one you don't renew anybody you don't enroll everybody in the new people.

457

00:56:13.680 --> 00:56:26.670

GM Smith: So as long as your business is growing, you're getting new traffic coming in, then you can take advantage of that extra bump in revenue of that extra doubling your billing, or at least 50% more

458

00:56:27.180 --> 00:56:38.100

GM Smith: You know, you could easily go from 77 to 100 with with very little effort, Amanda. Once you've done several months, you know, you've been up close. You've been right there.

459

00:56:38.730 --> 00:56:57.600

GM Smith: So you can do that same number every month if you if you make it a strategy part of your strategy part of that gross revenue has to be attributed it. And the good thing about it is it takes very little of your time to get that big extra chunk of change.

460

00:56:58.650 --> 00:57:02.130

GM Smith: not near as much as it is to get that 55 Billy.

461

00:57:04.410 --> 00:57:05.490

Stephen Oliver: Right and

462

00:57:07.380 --> 00:57:11.580

Stephen Oliver: But again, going back to creating cash in house.

463

00:57:13.230 --> 00:57:19.950

Stephen Oliver: The foolish way to do it is set up the coke machine and try to sell you know soft drinks for two

464

00:57:20.970 --> 00:57:32.160

Stephen Oliver: And focus and focus on getting your, your retail up and you know devote a bunch of space to the pro shop have a Thanksgiving Blitz where you try to sell.

465

00:57:32.940 --> 00:57:48.630

Stephen Oliver: $9,000 and retail, all of that is short sighted and stupid. Right. But what you do want to do is you want to get bigger initial down payments on enrollments. Even though I don't like that word bigger initial down payments on renewables, you want to get the

466

00:57:50.430 --> 00:58:02.070

Stephen Oliver: 10% or 20% of the big renewals paid in full. Personally, I'm not a big fan of paid in full enrollments. I like beta for renewals but if I could get if I

467

00:58:02.430 --> 00:58:12.780

Stephen Oliver: You know, again, out of 23 enrollments a month if I'm renewing 75 80% of those people that gives me 1617 renewals a month.

468

00:58:13.230 --> 00:58:36.420

Stephen Oliver: If 20% of them paid in full. That's going to give me three or four paid and fools if each pay in full is worth $30,000. Let's say that gives me 90 220,000 just in three or four paid and falls on renewals. You see how much dramatic leverage that. That gives Jason Yeah.

469

00:58:37.260 --> 00:58:45.030

Jason Purcell: Yeah, so again in Seattle. We can only do contracts for three years, right at a time machine. Those if we paid in full. Is that different

470

00:58:45.450 --> 00:58:55.650

Jason Purcell: Because a contract is contract. You're paying month to month for three years. If we did a painting full could we potentially do that for six years, because they're paying at one time. Does that make sense.

471

00:58:56.700 --> 00:58:59.670

Stephen Oliver: Yeah, let me give you the yes and no answer.

472

00:59:00.030 --> 00:59:00.990

Jason Purcell: Yeah, okay.

473

00:59:01.560 --> 00:59:06.540

Stephen Oliver: Here's what you could do is you could do a paid in full for a year.

474

00:59:08.070 --> 00:59:15.480

Stephen Oliver: That gives them whatever time after that. That's for free if I was doing it on a credit card and I didn't want to show was going over a year.

475

00:59:16.380 --> 00:59:27.390

Stephen Oliver: I could do a paid in full for three years. Tuition with the stipulation that if somebody gets to black belt. At that point, or gets to brown belt. By then, we automatically gives them the next three years free

476

00:59:29.010 --> 00:59:37.590

Stephen Oliver: That makes sense. So what I wouldn't do in that case is write it up as a paid in full for six years.

477

00:59:38.610 --> 00:59:39.030

Right.

478

00:59:40.440 --> 00:59:48.450

Stephen Oliver: You know what the health clubs used to do which, you know, they used to do. You're on a three year membership and then it's an automatic, you know,

479

00:59:49.170 --> 00:59:59.400

Stephen Oliver: Five bucks a month maintenance fee or something like that, after that. Right. But you don't even need to do that if you just write it up so that what they're paying for is earned

480

00:59:59.970 --> 01:00:08.220

Stephen Oliver: 100% in the period of time and then the agreement with them is when they get to that period of time, you don't charge them for the next period of time.

481

01:00:11.160 --> 01:00:18.030

Stephen Oliver: And that I think works in just about, you know, I mean every province in Canada and every state in the United States is a little bit different.

482

01:00:19.170 --> 01:00:23.010

Stephen Oliver: But in most every case that's going to work right.

483

01:00:24.960 --> 01:00:30.270

Stephen Oliver: Is the other question always Jason is what is the level of

484

01:00:32.160 --> 01:00:44.280

Stephen Oliver: Of activity from the regulatory people. In other words, are they really aggressive out looking for problems or are they just addressing problems when somebody complains and raises a stink.

485

01:00:45.210 --> 01:00:53.880

Stephen Oliver: In Colorado and we're in the wild wild west you know 35 years later with 35,000 students. I never heard from the Attorney General twice.

486

01:00:54.330 --> 01:01:00.750

Stephen Oliver: And the two conversations I had with the Attorney General were very polite and they were nice and they were easy in their head was

487

01:01:01.050 --> 01:01:09.120

Stephen Oliver: You know, it was all over the phone, but they were agreeing with everything I said, and it all went away in a heartbeat. And what I wanted to do is I wanted. Never have.

488

01:01:09.690 --> 01:01:26.310

Stephen Oliver: A disgruntled student elevate itself to the point where they, you know, raise a red flag on anybody's list right. I don't want to post posting on Yelp or Facebook or Google, much less chasing down. Better Business Bureau, the Attorney General all that crap.

489

01:01:28.680 --> 01:01:29.430

Stephen Oliver: That makes sense.

490

01:01:30.660 --> 01:01:30.930

Okay.

491

01:01:32.130 --> 01:01:33.120

Good, good.

492

01:01:34.170 --> 01:01:35.580

Stephen Oliver: Amanda is helping a little bit

493

01:01:38.880 --> 01:01:47.580

Stephen Oliver: So for everybody. What does the numbers we looked at first were. Where did you start in January. Where did you end the year

494

01:01:49.140 --> 01:01:56.910

Stephen Oliver: Okay, so you've got a gain or loss in terms of students and Amanda. By the way, what was your annual growth for the previous year.

495

01:02:00.360 --> 01:02:02.340

Amanda Olson: It was about the same as a little bit higher.

496

01:02:03.750 --> 01:02:04.770

Stephen Oliver: Over the previous year.

497

01:02:04.950 --> 01:02:06.450

Stephen Oliver: Yes, sir. Okay.

498

01:02:06.480 --> 01:02:10.860

Amanda Olson: But they ever. For me, it's double from when we started with you guys.

499

01:02:11.220 --> 01:02:12.450

Stephen Oliver: Where, where were you the year before.

500

01:02:13.860 --> 01:02:14.580

Amanda Olson: We were

501

01:02:15.630 --> 01:02:17.820

Amanda Olson: Right around 500 a little over 500,000

502

01:02:18.570 --> 01:02:19.140

Okay.

503

01:02:20.610 --> 01:02:27.000

Stephen Oliver: Oh, here was the other number I wanted to hit is we're running at a time. How many renewals did you do for the year.

504

01:02:28.620 --> 01:02:31.320

Amanda Olson: I don't have that number for you right now. Okay.

505

01:02:32.040 --> 01:02:33.450

Stephen Oliver: If you had to guess.

506

01:02:34.950 --> 01:02:36.060

Average mom.

507

01:02:38.580 --> 01:02:40.410

Amanda Olson: About 10 to 15 a month.

508

01:02:41.760 --> 01:02:43.080

Stephen Oliver: What would you say was your average

509

01:02:43.140 --> 01:02:45.930

Amanda Olson: Well, let's add 120 hundred

510

01:02:45.960 --> 01:02:49.140

Stephen Oliver: 20 520 for the year.

511

01:02:49.410 --> 01:02:49.920

Stephen Oliver: Yes, sir.

512

01:02:50.010 --> 01:02:51.270

Amanda Olson: Okay, don't be a conservative

513

01:02:52.170 --> 01:02:58.260

Stephen Oliver: Okay, well, so we don't. We know it's not necessarily an accurate number but 120 renewals

514

01:02:59.430 --> 01:03:10.170

Stephen Oliver: Divided by 276 enrollments. That's a 43% 43 and a half percent ratio of enrollment to Reno and

515

01:03:10.350 --> 01:03:14.100

Amanda Olson: And I was figuring that number wrong. I thought it was a lot better than it was. I didn't

516

01:03:15.120 --> 01:03:16.950

Amanda Olson: October so

517

01:03:17.520 --> 01:03:21.810

Stephen Oliver: I remember when we, when we came across that unfortunate realization

518

01:03:23.220 --> 01:03:23.640

Amanda Olson: Yeah.

519

01:03:24.960 --> 01:03:26.280

Amanda Olson: That's a big focus right now.

520

01:03:26.970 --> 01:03:38.670

Stephen Oliver: Yeah, so you want to get that to about 80% yeah the the best way to get that 80% is is focus on a 10 lesson intro and get them all renewed in 10 lessons. Yeah.

521

01:03:39.060 --> 01:03:51.870

GM Smith: And the other the other number that I would tell you that would be important to know right off the top of your head every month, every week is how many active I have how many of those are on black belt training. I'll read

522

01:03:53.370 --> 01:04:10.110

GM Smith: And then how many are not so I know how many yeah I need to know what my fishing pond is every month. You know how big a pool. Do I have to go after. Now sometimes that gets depleted because you start renewing them faster than you're enrolling them.

523

01:04:11.340 --> 01:04:22.140

GM Smith: So the idea is to keep that that that pond stocked with new enrollments coming in. So I have more to pull out of there to renew

524

01:04:22.980 --> 01:04:38.100

GM Smith: But the school who has a big pond. What you find is, as they get past the four month mark, probably at the absolute latest is the six month mark. Nobody's going to renew

525

01:04:38.910 --> 01:04:52.650

GM Smith: You know, you've really got to get them as master Oliver says the numbers, the percentages. We like to try to shoot for is by the first belt. We want to get 50% of those basic all basic students renew

526

01:04:53.580 --> 01:05:06.150

GM Smith: 50% and then at the next belt level, we want to have at least 50% of those remaining ones renewed and that will give us our 75% that we should have

527

01:05:06.690 --> 01:05:18.450

GM Smith: Yeah. And if you can play around those numbers, what will happen is that gross will go crazy. Yeah, this is like you're locked into, you know, your gross going up kind of with what you're doing.

528

01:05:19.110 --> 01:05:30.090

GM Smith: You still gotta keep, you know, you're only as good as your last last movie right you're only as good as your last game. So next, this year.

529

01:05:30.780 --> 01:05:41.730

GM Smith: If I go out and I have this many dropouts, as I did last year, but I didn't get as many enrollments as I did last year. Microsoft is going to go down. Yeah. So I have got to keep

530

01:05:42.210 --> 01:05:59.970

GM Smith: Getting more people coming in getting less people dropping out, but I can make the biggest impact on a monthly gross basis by doing those percentages that master Oliver said shoot for that 5050 if I'm getting 55 out of my

531

01:06:00.810 --> 01:06:07.230

GM Smith: Monthly billing was I might need to come. I need to figure out how to get another 50 out of my my

532

01:06:07.920 --> 01:06:14.370

GM Smith: Tuition and house and there's ways to do that. Now you're already doing happy that you're doing 22 already

533

01:06:14.820 --> 01:06:22.260

GM Smith: So you're not too far off, but just thinking, another 22 which would have been easy to do with with just focusing on on a little bit and

534

01:06:22.710 --> 01:06:34.950

GM Smith: And I'm going to be at your place soon so I'll even go through that with you, but by focusing on that extra 22 or 25 to kind of double what you've been doing in house takes very little bit of work.

535

01:06:35.340 --> 01:06:39.600

Stephen Oliver: Okay. So on that note, masters method or interrupt you in a breath here.

536

01:06:40.500 --> 01:06:53.010

Stephen Oliver: At. Sure. Make sure you RSVP with Bob for the Disney trip. I just sent a little mini site that they set up for us. Strangely enough, they haven't sent me a code the book in our kind of limited

537

01:06:54.660 --> 01:07:03.510

Stephen Oliver: Lot room block, but you do want to stay at the corner Springs Hotel, although they have like 30 you know 30 hotels on property. So wherever

538

01:07:04.140 --> 01:07:22.440

Stephen Oliver: I guess fine but will be at the core nado springs at Disney World spread, way, way over. It's not like Disneyland. The, the second thing is, is as a recap is where you started in January last year where you're ended December, how much you gained or lost.

539

01:07:24.240 --> 01:07:42.630

Stephen Oliver: How many you enrolled. And then, what's your average monthly drop was divide that into what your average month play count was and that gives you your average monthly dropout rate, right, the other number we looked at was total gross for the year.

540

01:07:43.650 --> 01:07:53.610

Stephen Oliver: What percentage of that was building. The building number divided by the total gross gives you the percentage and we want to get 5050 or 5565

541

01:07:54.330 --> 01:08:05.280

Stephen Oliver: Not to be too out of whack. Either way, right, if all of your growth, by the way, is cast. That's a real dangerous situation to be in. You want to be in the situation where all the bills are paid when you open the doors.

542

01:08:06.030 --> 01:08:11.670

Stephen Oliver: But in addition to that, we more or less want to be able to double whatever the billing is at the beginning of the month.

543

01:08:12.210 --> 01:08:28.350

Stephen Oliver: And then the other number we looked at last, was how many total enrollments for the month how many total renewals divided enrollments renewals enjoy enrollments. We want that to be 75 80% of everybody who enrolled ended up renewing, that makes sense.

544

01:08:29.940 --> 01:08:34.770

Stephen Oliver: So, oh, by the way, I have a you mentioned movies. I have a quick recommendation.

545

01:08:35.670 --> 01:08:43.470

Stephen Oliver: Netflix has two series that series here. They're like short three or five one is inside bills brain about Bill Gates.

546

01:08:44.070 --> 01:08:52.200

Stephen Oliver: And it's just a really interesting format where follows them around and looks at what he's doing. And it gets inside the way he thinks about the world.

547

01:08:52.680 --> 01:08:59.940

Stephen Oliver: And one of the things I particularly liked is he carries around a big, you know, looks like a Whole Foods Claus shopping bag.

548

01:09:00.450 --> 01:09:14.460

Stephen Oliver: With him all the time, full of books, but the other one that's really interesting. It's a little bit more profane is there's one on Kevin Hart and the, I think the actual title of it is, don't fuck this up.

549

01:09:15.450 --> 01:09:27.240

Stephen Oliver: But it's really good. It's a five episode series about Kevin Hart behind the scenes, it's not it's not a Comedy Series per sale, those little clips of his

550

01:09:27.510 --> 01:09:40.200

Stephen Oliver: His shows and stuff. What it's all about is how he got where he's at his work ethic. What he is days is structured like what is businesses looking like what he is thinking is

551

01:09:40.980 --> 01:09:52.590

Stephen Oliver: And in his office, as well as in his home gym. There's quote by him all over the place. And one of them is everyone wants to be famous. But nobody wants to put in the work.

552

01:09:53.490 --> 01:10:06.210

Stephen Oliver: And he talks about the whole process. There's also a great book in the comedy round by Joan Rivers all the different things she did to get to the point that she did and she literally had a waffle of

553

01:10:06.840 --> 01:10:15.660

Stephen Oliver: Little three by five index cards with jokes that she would write down and she would keep track of and organized and stuff, but the Kevin Hart. One is really interesting.

554

01:10:16.020 --> 01:10:26.910

Stephen Oliver: And it walks through a series of crises in his life that were happening while his company is just blowing up. I mean productively.

555

01:10:27.210 --> 01:10:35.160

Stephen Oliver: You know, doing incredible things so i i think it's really interesting. It walks through the Oscar kerfuffle it walks through

556

01:10:35.850 --> 01:10:51.480

Stephen Oliver: Some marriage problem issues. Everything else but it shows how tightly. He just kept on his goals and what are you trying to accomplish his mission is to be a billionaire as a comic and he's just, you know, continuing to grow all these different things. It's really interesting.

557

01:10:52.830 --> 01:11:03.780

GM Smith: And before we sign off, Master. I just, like, say, lastly, is everybody, make sure that you place an importance if you didn't for 2019 you must for 2020

558

01:11:04.110 --> 01:11:17.280

GM Smith: And that's make it a must to keep your stats and then we want to show you how to understand and how to interpret your stats. So make sure you can do a comparison of what you did in 19 with

559

01:11:17.880 --> 01:11:26.190

GM Smith: If you have those numbers. And if you don't just started keeping track of them in 19 then we will need to use those to compare with 20

560

01:11:26.550 --> 01:11:31.020

GM Smith: Because we've got to take every one of those steps to get our gross up takes a

561

01:11:31.410 --> 01:11:39.510

GM Smith: A an evaluation or a reevaluation of all the different steps that we were doing that we were keeping stats up from the leads to appointments

562

01:11:39.810 --> 01:11:52.260

GM Smith: To intro enrollments renewals retention to send all of that all comes into play because if we don't know where we been we don't know where we're going. So we've got to keep that and focus and

563

01:11:53.070 --> 01:12:10.560

GM Smith: Please don't forget that everybody can get at least a 25 to 50% bump in your gross next month automatically guaranteed if you just focus on those of a half a dozen things for getting that gross.

564

01:12:11.610 --> 01:12:34.260

GM Smith: Up without, you know, we're going to focus on renewals in intros it's the other stuff. We can do and I'm going to see Jason in a week and Olga in a week and and Amanda in two weeks. And also, Scott. And so I'm going to get a chance to go over this a little more detail. When I say

565

01:12:35.430 --> 01:12:36.810

Stephen Oliver: Say goodbye master Smith.

566

01:12:37.950 --> 01:12:40.650

GM Smith: Now I'm going to say hello. Because I'm going to see them very soon.

567

01:12:40.890 --> 01:12:42.930

Stephen Oliver: Okay. Have a great day, everybody.

568

01:12:44.400 --> 01:12:47.550

Stephen Oliver: Everybody's got staff, we're gonna do is focus staff training tomorrow morning.

569

01:12:48.600 --> 01:12:51.870

Stephen Oliver: So Amanda be there be square. Bye.

