10 Things You Must Do - Quick-start Meeting, January 10 2020

1

00:00:02.100 --> 00:00:13.769

Stephen Oliver: with Disney. It also has the every month. The, the interview with the female tier and various people. It has the the full packet of information.

2

00:00:14.490 --> 00:00:30.690

Stephen Oliver: In this case, it was how to stand out from the crowd with Zach Miller, you also have in here. The RSVP for the quick start meeting coming up in Colorado coming up quickly July 24 and 25th.

3

00:00:31.980 --> 00:00:34.830

Stephen Oliver: And the structure is Thursday night.

4

00:00:36.390 --> 00:00:40.740

Stephen Oliver: Scenes at one of our schools here Friday and Saturday here at my home.

5

00:00:42.000 --> 00:00:49.920

Stephen Oliver: Typically we go across the street. One of the restaurants over here for lunch and then get done, maybe seven ish on both day six or seven

6

00:00:52.050 --> 00:01:05.430

Stephen Oliver: You also had in here. The video schedule for the year, which really only, you know, expect that their, their ongoing unless it's a holiday of some sort, US holiday.

7

00:01:06.450 --> 00:01:11.100

Stephen Oliver: We don't cancel them for Canadian holidays. Unfortunately, Scott, but anyway.

8

00:01:12.540 --> 00:01:17.070

Stephen Oliver: But interestingly, they mostly overlap. So, and then we have the

9

00:01:18.660 --> 00:01:29.640

Stephen Oliver: All of the meetings for the year. Some of them subject to change, but the did Disney meeting the high intensity staff recruiting, hiring training process meeting and then behind the scenes.

10

00:01:30.750 --> 00:01:32.940

Stephen Oliver: First at Disney World. And then in Annapolis.

11

00:01:34.260 --> 00:01:52.620

Stephen Oliver: So masses. I was just showing everybody the package that they should have gotten unless they're just brand spanking new but everybody else should have gotten that before the first of the month, more or less. And then what we're, again, to reiterate, we're using this as a guy today.

12

00:01:54.000 --> 00:01:58.350

Bob Dunne: I mean, and Mr. Oliver, if I can jump in real quick. Anybody who's not getting that packing.

13

00:01:58.770 --> 00:02:10.110

Bob Dunne: Obviously, the guys that just came on board won't probably won't see it right away. But let me know so I can update the address and make sure that you guys are getting that just feel free to give me a call.

14

00:02:10.710 --> 00:02:11.250

Yeah.

15

00:02:12.870 --> 00:02:20.610

Stephen Oliver: If you don't get it more or less around the first of the month in a month, let us know. Because we're mailing it out every, every month.

16

00:02:21.060 --> 00:02:26.400

Stephen Oliver: And it'll always have the RSVP forums for the upcoming meetings and you know announcements, as well as

17

00:02:27.900 --> 00:02:30.750

Stephen Oliver: All the limos here of material as well. Yeah.

18

00:02:30.810 --> 00:02:32.850

Greg Moody: Let me, let me share what you're talking

19

00:02:32.850 --> 00:02:42.510

Greg Moody: About master Oliver. This is the file. This is the one that you should be really if you have it, and you're looking at it on the Facebook group, we won't. We won't keep sharing it, but this is the page.

20

00:02:43.350 --> 00:02:44.250

Stephen Oliver: What, why don't you

21

00:02:45.360 --> 00:02:46.380

Stephen Oliver: Keep sharing it there.

22

00:02:46.560 --> 00:02:47.820

Greg Moody: Okay, you've got there.

23

00:02:48.060 --> 00:02:55.230

Stephen Oliver: I think is probably useful. And then I also want to address some staff development things because there's been a common

24

00:02:55.680 --> 00:02:57.420

Melissa: Thread of some of the smaller schools.

25

00:02:57.780 --> 00:03:01.350

Stephen Oliver: Asking questions and and let me touch on it.

26

00:03:01.350 --> 00:03:03.000

Melissa: Briefly, and then we'll come back to it with we

27

00:03:03.000 --> 00:03:03.450

Stephen Oliver: Have time

28

00:03:03.840 --> 00:03:12.750

Stephen Oliver: Is if you're a single school owner, operator, the worst place to be, is to be the head instructor in your school

29

00:03:13.860 --> 00:03:17.700

Stephen Oliver: Yes. You want to be the master teacher, but you've got to have a full

30

00:03:17.700 --> 00:03:18.270

Melissa: Time.

31

00:03:18.630 --> 00:03:26.190

Stephen Oliver: Head instructor who is there for all the classes and there's two and I'm this. I'm just going to make this like two

32

00:03:26.550 --> 00:03:27.450

Melissa: Seconds, but

33

00:03:27.930 --> 00:03:34.740

Stephen Oliver: The common objection is I don't have enough revenue to pay somebody what they need to be paid to be full time or

34

00:03:34.920 --> 00:03:35.340

Kevin Garcia: I just

35

00:03:35.460 --> 00:03:40.290

Stephen Oliver: Don't have anybody that can hire and there's solutions to both of those things. Obviously, but

36

00:03:41.250 --> 00:03:57.300

Stephen Oliver: I've done it when i and this is you know example from probably the 80s. In fact, it is mid 80s, but I've had it where I had to literally go into one of the branches fire all the full time staff and have gone in with a full time branch manager and then staffed it up with for

37

00:03:58.590 --> 00:03:59.190

Stephen Oliver: High School.

38

00:04:01.020 --> 00:04:02.190

Stephen Oliver: And it worked out just

39

00:04:02.190 --> 00:04:04.410

Stephen Oliver: Fine as as an intermediate step.

40

00:04:04.860 --> 00:04:06.480

Stephen Oliver: In fact, three of the four ended up being

41

00:04:06.480 --> 00:04:10.890

Stephen Oliver: Full time for me. Soon as I graduated from high school. One of them went off to Harvard.

42

00:04:11.970 --> 00:04:21.630

Stephen Oliver: But basically what I did in that case is I had for you know high school kids various, various ages. Mostly they were you know junior seniors.

43

00:04:21.990 --> 00:04:32.070

Stephen Oliver: For high school kids and the conversation with them was one is to have, you have to be here for every class to is all of you have to talk every day.

44

00:04:32.490 --> 00:04:33.690

Melissa: Because I want you to

45

00:04:33.690 --> 00:04:35.970

Stephen Oliver: Review everybody in every class.

46

00:04:36.240 --> 00:04:49.290

Stephen Oliver: Because you guys are collectively in charge of exam graduations schedules renewal schedule and retention. So we're going to have a conversation every day with

47

00:04:49.890 --> 00:04:59.460

Stephen Oliver: He and the four of you are the branch manager and the four of you and to have, you have to be here for every class and my preference is that it's a Monday, Wednesday, Friday schedule.

48

00:04:59.460 --> 00:05:01.380

Melissa: Tuesday, Thursday Saturday schedule.

49

00:05:02.400 --> 00:05:05.010

Stephen Oliver: Overlap. And that actually worked out pretty well for a

50

00:05:05.010 --> 00:05:14.460

Stephen Oliver: While one of our members that asked about, you know, pain, a really good instructor per class and this tends to be kind of the MMA BJ J.

51

00:05:14.850 --> 00:05:32.250

Stephen Oliver: Guys think this way. I've got a great guy, and he's a fighter and he's so good and I pay him $50 for the Tuesday and Thursday class at seven that a really bad idea. And it's always a really bad idea. One is the only one you really want put on a pedestal is yourself.

52

00:05:32.880 --> 00:05:34.710

Stephen Oliver: And then your full time staff.

53

00:05:34.980 --> 00:05:38.220

Stephen Oliver: Second, he is getting people to work, they think

54

00:05:38.820 --> 00:05:40.350

Melissa: They're getting paid per class.

55

00:05:40.590 --> 00:05:42.000

Stephen Oliver: As opposed they're getting paid.

56

00:05:42.000 --> 00:05:44.640

Stephen Oliver: For a broader period of time.

57

00:05:45.600 --> 00:05:48.990

Stephen Oliver: responsibility and accountability is a bad way to think about things.

58

00:05:49.140 --> 00:05:54.180

Greg Moody: Well, and getting paid per class also implies that they're only there to teach. And there's a lot of other things are school

59

00:05:54.420 --> 00:05:55.440

Greg Moody: That they should be when you said

60

00:05:55.440 --> 00:06:01.530

Greg Moody: Accountable they are responsible, even when they're teaching class to make sure these people follow through that they show up.

61

00:06:01.560 --> 00:06:10.050

Greg Moody: For their next class and then ultimately they renew and they stay with us and they they're paying their bills so nobody should ever be just an instructor ever that's

62

00:06:10.050 --> 00:06:10.290

Just

63

00:06:12.720 --> 00:06:13.050

Greg Fisher: Yeah.

64

00:06:13.080 --> 00:06:14.610

Stephen Oliver: Well, and especially

65

00:06:15.540 --> 00:06:28.590

Stephen Oliver: You can never let them think that their role is the teach the technical aspects. Their role is retention testing progress referrals renewal.

66

00:06:29.490 --> 00:06:33.690

Melissa: The purpose of the teaching process is, of course, to create tremendous

67

00:06:33.690 --> 00:06:34.680

Stephen Oliver: martial artists.

68

00:06:35.250 --> 00:06:36.720

Melissa: But that goes far beyond the

69

00:06:36.720 --> 00:06:48.180

Stephen Oliver: Technical into the developmental and it goes far beyond the technical into the relationship and the educational role and the educational role is to make sure that they're thrilled.

70

00:06:48.930 --> 00:06:49.950

Melissa: That they're not fading.

71

00:06:50.280 --> 00:06:51.210

Melissa: That they're testing on

72

00:06:54.930 --> 00:06:58.440

Melissa: We have some other background noise there. I'm not sure where it's coming from. Bob, if you can

73

00:06:58.680 --> 00:07:02.760

Bob Dunne: Yes, sir. I'm trying. It's hard when we got a screen share happening to monitor, buddy.

74

00:07:02.850 --> 00:07:03.870

Stephen Oliver: Oh, is it okay

75

00:07:04.170 --> 00:07:05.280

Greg Moody: Wait. Oh.

76

00:07:05.400 --> 00:07:17.100

Stephen Oliver: You got a good point. Okay, but what will come back to that. But I just want to point out, if you're if you're an owner, operator, and you're teaching. Most of the classes. You've got to get out of that.

77

00:07:17.430 --> 00:07:22.680

Stephen Oliver: And you got to get out of it like January 10 like right now.

78

00:07:24.060 --> 00:07:31.200

Stephen Oliver: That doesn't mean you abdicate teaching you can delegate teaching and have your hand in it.

79

00:07:31.620 --> 00:07:40.770

Stephen Oliver: But you've got to be free to do enrollment. You've got to be free to do renewals, you've got to be free to do Matt chats with parents, you've got to be free to

80

00:07:41.280 --> 00:07:49.500

Stephen Oliver: Really have a pulse of the school and the worst place to be able to really drive the results of the school is being stuck on the floor.

81

00:07:50.010 --> 00:07:56.910

Stephen Oliver: For all of the classes, but we're going to cycle back to that. What I do want to do and this is going to be admittedly

82

00:07:57.690 --> 00:08:19.200

Stephen Oliver: long winded and and I'm going to be talking fast and and long here and I want nobody to be afraid of speaking up asking questions, jumping in, but I don't want to get too diverted here, number one on this 10 things you must do to thrive and this is where myself, Mr done Grandmaster Smith.

83

00:08:20.580 --> 00:08:23.040

Stephen Oliver: Senior master Moody where we all sound like a broken record.

84

00:08:24.270 --> 00:08:31.050

Stephen Oliver: To the extent that I've heard people Tony said this to me this week, all you guys want me to do is raise my prices.

85

00:08:32.070 --> 00:08:44.190

Stephen Oliver: Well, yeah. Not all we want to do. But one of the things we want to do is to get to a better price point with the students. And it's an essential and important part of making the whole operation work.

86

00:08:44.820 --> 00:08:54.270

Stephen Oliver: If you're going to have staff who are getting well compensated better compensated. Then there are other opportunities out there in the market.

87

00:08:54.600 --> 00:09:06.240

Stephen Oliver: And compensated well enough that this is a career path, not just something they do because they love the physical aspect of martial arts. You've got to have enough revenue in order to compensate them well.

88

00:09:06.930 --> 00:09:08.640

Stephen Oliver: The second element is

89

00:09:08.910 --> 00:09:18.240

Stephen Oliver: You've got to have enough revenue per student. Because that revenue per student impacts a lot of things and whether we're talking about the lifetime value which we want to be.

90

00:09:18.570 --> 00:09:29.970

Stephen Oliver: In the six $7,000 range or whether we're talking about the average monthly revenue which we want to be in the 250 to $300 range, you have to have enough revenue per student that one.

91

00:09:30.480 --> 00:09:42.900

Stephen Oliver: Your student teacher ratio stays intact. There was Howard Schultz had a great quote in one of the interviews that I read with him. If you don't know who he is. He's the founder of Starbucks and

92

00:09:43.440 --> 00:09:51.060

Stephen Oliver: One of the quotes. Was he said the reason we charge so much for a cup of coffee is that we can highly compensated our staff.

93

00:09:52.350 --> 00:09:58.320

Stephen Oliver: And Starbucks is in the fast food business make Donald's is in the fast food business.

94

00:09:58.830 --> 00:10:07.080

Stephen Oliver: Last I knew and this may not be an accurate number right now, but last I knew McDonald's was turning over staff at 300% meaning.

95

00:10:07.740 --> 00:10:17.790

Stephen Oliver: The average person lasted for months and at Starbucks. The average person lasted a year and a half. If you have that kind of disparity in a business like fast food.

96

00:10:18.480 --> 00:10:30.330

Stephen Oliver: It affects everything. It affects your training costs and affects your customer relationships and it affects the happiness and the well being of the staff, it affects how they behave with people.

97

00:10:30.780 --> 00:10:42.570

Stephen Oliver: So it's a one of those quotes that you want to keep in mind is the reason to have a high value per student is number one. So you can have quality people working for you.

98

00:10:43.140 --> 00:10:49.230

Stephen Oliver: Who get paid better than their comparable opportunities in the market, who can view this as a career opportunity.

99

00:10:49.950 --> 00:10:57.210

Stephen Oliver: The second reason you want to have that is it makes a massive impact on your marketing decisions. Let me give you an extreme example.

100

00:10:57.750 --> 00:11:08.490

Stephen Oliver: I have a cardio kickboxing program that I'm charging $75 a month. And I'm also dumb enough to have a punch card where somebody can buy 10 sessions or 12 sessions.

101

00:11:08.760 --> 00:11:21.360

Stephen Oliver: Or whatever. But let's stick with a $75 a month to $75 a month and on average, they're dropping out at at third per month 33% per month. So therefore I turn over the entire program in three months.

102

00:11:23.370 --> 00:11:29.280

Stephen Oliver: You can extrapolate from that that the average person that I enroll is worth $225

103

00:11:30.300 --> 00:11:40.860

Stephen Oliver: Now the question is, how many of those do I need to have comedian every month they ever get this to be a viable program. Well, if I want to have 300 of them.

104

00:11:41.610 --> 00:11:54.780

Stephen Oliver: Which only is you know 20 to 25,000 in revenue. If I want to have 300 of them turning into a not a great revenue for that. I've got to have 100 new ones every month.

105

00:11:55.380 --> 00:12:11.370

Stephen Oliver: I've got to interact with 100 new ones every month. I've got to do enrollment conference with 100 new ones every month. I've got to do all that kind of stuff. Number two, how much can I spend if I know over the entire lifetime value that individual is going to pay in $225 to school.

106

00:12:12.390 --> 00:12:23.640

Stephen Oliver: Well, I couldn't pay $200 getting enrollment, because that would be essentially everything that they're going to pay over the lifetime of their enrollment. I might be willing to pay 20 bucks but

107

00:12:24.360 --> 00:12:33.120

Stephen Oliver: I'd be kind of hard pressed on a regular basis to generate 100 new people at 20 bucks apiece to make that even seem like a viable program.

108

00:12:33.840 --> 00:12:44.460

Stephen Oliver: Does that example. Make sense to everybody. But if I know that each new student. I'm going to enroll is going to be worth 567 $8,000

109

00:12:45.240 --> 00:12:58.440

Stephen Oliver: Then I'm not shy at all about spending 507 50,000 to get one right but also what I know is a school have 300 students becomes a million dollar a year school

110

00:12:59.340 --> 00:13:15.510

Stephen Oliver: Well, if I have a million dollar a year school I got plenty of money to go around for a strong payroll, so I can pay good people. Well, I've got a enough structure so that I can have a really good student teacher ratio. I've got enough resources.

111

00:13:15.750 --> 00:13:17.760

Stephen Oliver: That I can provide a lot of resources for people

112

00:13:17.760 --> 00:13:22.560

Stephen Oliver: Right. So the reason why we're a broken record on this.

113

00:13:22.980 --> 00:13:24.840

Stephen Oliver: Is almost anyone we talked to

114

00:13:24.840 --> 00:13:45.990

Stephen Oliver: Immediately coming in, they can double their growth and have almost all of the increase the net profit purely by being smarter on program structure and pricing. So if I can get a school to go from 30,000 a month to 60,000 a month with no increase in expenses whatsoever.

115

00:13:47.310 --> 00:13:55.260

Stephen Oliver: What's going to happen is a chunk of that is going to go to payroll everybody working for them is going to be happier and the rest of is going to go to net profit.

116

00:13:56.400 --> 00:14:01.650

Stephen Oliver: Right. Because if you're already if you're already at a point where you're breaking even and you're making a little bit of money.

117

00:14:02.340 --> 00:14:10.680

Stephen Oliver: All the rest of that is net profit, except for putting it back into the people working for you, meaning they're making more money. That makes sense.

118

00:14:11.430 --> 00:14:24.450

Stephen Oliver: So anyway, I'm not going to belabor any one of these points, but I want to do this as a checklist. What you really need to do is is is do the middle catharsis start the new year. Where am I that

119

00:14:25.260 --> 00:14:35.850

Stephen Oliver: That we have some opportunity here to massively grow our school. But the reason why we're all a broken record on this is for some reason.

120

00:14:36.300 --> 00:14:47.370

Stephen Oliver: And I attribute it in a negative sense to low self esteem. The reason the one thing that we have that, we have a hard time getting martial artists to internalize

121

00:14:47.880 --> 00:15:00.090

Stephen Oliver: Is one that it doesn't matter what anybody else in Nashville or in Tulsa or in Mankato, Minnesota, or in Harlem in Manhattan in

122

00:15:00.600 --> 00:15:05.700

Stephen Oliver: Topeka, Kansas, or wherever. Doesn't matter what anybody else is charging in that area.

123

00:15:06.600 --> 00:15:13.410

Stephen Oliver: One is, we're not in an industry where it's difficult to be the best in an area because most of them aren't very good

124

00:15:13.830 --> 00:15:23.880

Stephen Oliver: Number two, if we do our marketing properly, which is what we're teaching you. You rarely have anybody who shops, the competition so

125

00:15:24.540 --> 00:15:36.660

Stephen Oliver: Three is there's an emotional factor, unlike anything else that we do. There's an emotional factor, where, where people just can't get their head around that what they're teaching is worth

126

00:15:37.830 --> 00:15:47.100

Stephen Oliver: A higher tuition than what they're currently charging, but they're only reference point for what their pain is what their background is, and where they came up from

127

00:15:48.930 --> 00:15:53.250

Stephen Oliver: Does that make sense. Any questions or thoughts on this Matt Smith master moody.

128

00:15:54.360 --> 00:16:15.990

GM Jeff Smith: Over if you mentioned something earlier in the call that maybe some of the newer members have gotten haven't been able to understand the importance or the value of and that was when you said that the average student value should be in the minimum 250 to 300 per student range.

129

00:16:17.820 --> 00:16:24.150

GM Jeff Smith: You might want to walk through everybody because if a 300 if you have a $300 student value.

130

00:16:24.660 --> 00:16:34.710

GM Jeff Smith: And you have 200 students in your A $60,000 school a 250 value, then that's going to give you a $50,000 school with those 200 so that's how we we

131

00:16:35.190 --> 00:16:43.410

GM Jeff Smith: Can get a million dollar school up to speed. When you get to 300 students, you're a million dollars. Cool. So

132

00:16:43.980 --> 00:16:57.570

GM Jeff Smith: Maybe you could explain for some of the newer members who don't know how to calculate what their student value is now because it'll surprise a lot of people because it's less than what your normal monthly is

133

00:16:58.950 --> 00:17:00.150

GM Jeff Smith: Could you explain that to them.

134

00:17:00.810 --> 00:17:02.700

Stephen Oliver: Well, sure. I mean, it's

135

00:17:03.420 --> 00:17:04.110

GM Jeff Smith: It's simple.

136

00:17:04.680 --> 00:17:15.930

Stephen Oliver: There's two simple calculations one simple calculation is just take your, your average monthly gross. And right now, going back to 2019. This is easy.

137

00:17:16.470 --> 00:17:31.740

Stephen Oliver: What did you do for the entire year, divide by 12 divide that into what you're or divide that by what's your average active student count was. And that's the average revenue per month per person who's active in your school

138

00:17:32.730 --> 00:17:43.770

Stephen Oliver: Okay, don't do it from the a CH reports. This is actually actively training students right so if I have 150 students

139

00:17:44.100 --> 00:17:44.430

Stephen Oliver: And I

140

00:17:44.520 --> 00:18:03.720

Stephen Oliver: Wrote 30,000 a month hundred 50 divided into 30 is 200 simple calculation, we want to get that to 250 to 300 average revenue per student. Now that's the aggregation of enrollment down payments monthly tuition coming from enrollments renewal down payments.

141

00:18:04.770 --> 00:18:17.580

Stephen Oliver: Made it tuition coming from renewal payments paid in full plus anything else retail test fees any of this stuff right really all I care about is tuition.

142

00:18:18.480 --> 00:18:29.670

Stephen Oliver: DOWN PAYMENTS monthly a full all the other stuff is fairly irrelevant. But we want to get where the tuition number is in that 250 to 300 range.

143

00:18:30.120 --> 00:18:42.780

Stephen Oliver: Or more higher is better. But again, that doesn't mean you have to be charging 300 a month for a new enrollment, although I'd like for you to be. But what is certainly means that

144

00:18:43.470 --> 00:18:51.810

Stephen Oliver: By the time you enroll them and then you renew them and you put it all together. You want to get that average in the 350 to 300 range.

145

00:18:52.290 --> 00:18:58.170

Stephen Oliver: The other number which is easy to compute right now at the end of the year is go back for the last year.

146

00:18:58.830 --> 00:19:10.950

Stephen Oliver: What was your total gross and then go back to last year and look at how many new students you enrolled and I'm talking about normal enrollments on a 12 month agreement, whatever, right, not it's a one month trial offer

147

00:19:12.300 --> 00:19:19.950

Stephen Oliver: If you divide the total gross by the number of new students you brought in that gives you an approximation for average lifetime value.

148

00:19:20.670 --> 00:19:29.310

Stephen Oliver: The average lifetime value is more or less what they're going to spend with you from the day they enroll, to the point at which they leave whatever reason they leave.

149

00:19:29.850 --> 00:19:39.390

Stephen Oliver: They enrolled for the year. They never renewed they leave, they enroll and then they renew. They're there for seven years, what the aggregate of that is, but it averages it all out.

150

00:19:40.020 --> 00:19:52.680

Stephen Oliver: So what I'd like to have. Is everyone who enrolls is going to spend 678 thousand dollars with me over their lifetime. That's the total gross divided by the number of enrollments.

151

00:19:53.370 --> 00:20:01.980

Stephen Oliver: The second thing is I'd like the average monthly revenue to be in the range of 250 to 300 more with the better, but no less than that to 50 range.

152

00:20:03.270 --> 00:20:04.170

Stephen Oliver: So far, so good.

153

00:20:04.800 --> 00:20:13.740

GM Jeff Smith: And if somebody is charging even just 200 on a basic program and they're renewing I met just 300 then it's very easy.

154

00:20:14.250 --> 00:20:19.830

GM Jeff Smith: To get your student value to that to that we're talking about. So that's why when you're in that

155

00:20:20.370 --> 00:20:38.160

GM Jeff Smith: 300 for a basic or four or 500 for a black belt renewals now. That's where you're even able to get that monthly student value to even higher than 300 but we like to use that to 5300 number because we know that everybody is capable of reaching that

156

00:20:39.360 --> 00:20:51.120

GM Jeff Smith: Regardless of what their price point is right now. As long as they're in our minimum, which is a 200 and a black belt renewal, which is a minimum of a you know a three or 400 yeah

157

00:20:51.300 --> 00:20:55.860

Stephen Oliver: Yeah. So anybody have any questions on that before I go to point to, because we have 10 of these

158

00:20:59.040 --> 00:20:59.580

Stephen Oliver: Know,

159

00:21:00.150 --> 00:21:15.300

Greg Moody: The only thing I'd add on to what you guys are saying is, this is an order. So a lot of times what we get is people cycling around. Well, I'll up the price when I do the next steps that we're going to follow here in a little bit. And it's, it's an order just raise your price.

160

00:21:15.540 --> 00:21:15.990

Greg Moody: You don't have

161

00:21:16.110 --> 00:21:20.790

Greg Moody: To like create a whole bunch of new stuff or, you know, people remodel

162

00:21:21.480 --> 00:21:28.320

Stephen Oliver: All raise the price we move the location or raise the price when I have full time part time staff or raised the price.

163

00:21:28.620 --> 00:21:34.500

Stephen Oliver: When the staffer better train or raise the price when we've implemented the character lessons that you guys are suggesting

164

00:21:34.800 --> 00:21:44.760

Stephen Oliver: Or raise the price when my competitors raise the price. I'll raise the price when we have a real substantive program beyond just. No, no, you just raise the price now.

165

00:21:45.270 --> 00:21:52.110

Greg Moody: Yeah, I think that can be confusing. So don't get that confused with the next next line, things were going to say it's not do all 10 at once.

166

00:21:52.380 --> 00:22:01.890

Greg Moody: I mean, you got to do all 10. Don't get me wrong, but you don't do number one here. This is what people stress out about just do. Number one, it's independent of all the rest of the crap.

167

00:22:02.460 --> 00:22:13.530

Greg Moody: And so I just wanted to follow up with that because the next one can confuse people. I got to do these other things. First, before I can raise prices know you're just charging too little just fix it.

168

00:22:14.130 --> 00:22:26.460

Stephen Oliver: Yeah yeah and and certainly there are a lot of things that will teach along the way and I need to kind of a quick checklist of ways that you'll create a higher perception of value.

169

00:22:26.940 --> 00:22:38.970

Stephen Oliver: For people in the first intro or two, so that they see that this is more than just kicking and punching and you shifted from this is something to do between baseball and soccer. So this is a more life changing activity.

170

00:22:40.440 --> 00:22:48.570

Stephen Oliver: A simple example is load them up with testimonials, the most powerful way to do that is capture them on video.

171

00:22:48.960 --> 00:22:59.580

Stephen Oliver: And then you can burn the audio to MP3. And then you can transcribe it. And now if I go get powerful video feedback about the quality of the program.

172

00:22:59.850 --> 00:23:10.050

Stephen Oliver: I can hand out DVDs, I can text a link to YouTube or wherever that has little video clips. I can have them transcribed and I can hand them a packet

173

00:23:10.350 --> 00:23:15.390

Stephen Oliver: Of written testimonials, I can put the written testimonials on the website. I can

174

00:23:15.870 --> 00:23:25.260

Stephen Oliver: Email those out. I can text them out. I can burn them to a CD and give them an audio CD, I can burn it to a DVD and giving them, give them an audio.

175

00:23:25.800 --> 00:23:36.060

Stephen Oliver: Video. And by the way, which of those would I do, I do all of them. Right. So there's things to look at as you go about how do I make

176

00:23:36.510 --> 00:23:47.220

Stephen Oliver: The introductory process more robust. How do I really prove the value and the outcome for this Google, how do I really validated.

177

00:23:47.970 --> 00:23:59.850

Stephen Oliver: Through third party testimonial and so forth. And again, don't wait to do that. Let's just make sure your sales processes and is tight and let's get the new enrollment process going.

178

00:24:00.720 --> 00:24:09.180

Stephen Oliver: At a higher tuition level and then we're going to talk about getting the renewal process down. And that's a conversation for another day. What our

179

00:24:10.440 --> 00:24:30.060

Stephen Oliver: Frame of reference is whatever the tuition is for a new enrollment, the leadership program can be double or more I've yet to get anybody to push that too far and then have a fallback of let's say call a black Boat Club, but have a black belt fall back that's maybe a 50% Bob

180

00:24:30.330 --> 00:24:31.650

Stephen Oliver: Perhaps a tick list.

181

00:24:31.890 --> 00:24:37.050

Stephen Oliver: So when you pry some people out of the market of being able to do leadership. There's a fallback

182

00:24:37.830 --> 00:24:42.540

Stephen Oliver: Some of our more advanced schools are saying, Well, everybody's renewing the leadership. So I got rid of the fallback

183

00:24:43.050 --> 00:24:48.780

Stephen Oliver: Well my answer that in every case that I've heard so far is they just weren't pushing the price point of leadership high enough.

184

00:24:49.170 --> 00:24:57.540

Stephen Oliver: If you push it high enough, you're going to have some that aren't going to go with that. That's fine. I don't want to push them out the door. I want to have a fallback that they can go to, but

185

00:24:58.380 --> 00:25:08.550

GM Jeff Smith: What you mean by fall back because that sounds like a negative connotation not fall back as in a lot of a disgruntled people. But explain that my struggle.

186

00:25:09.750 --> 00:25:10.290

Stephen Oliver: Quickly.

187

00:25:11.340 --> 00:25:19.860

Stephen Oliver: What I mean when we start talking about the renewals which is for a different day is we want to be able to predominantly so leadership.

188

00:25:20.370 --> 00:25:33.690

Stephen Oliver: And if that's out of their price point have a lower tuition level option so that they're still committed to train to black belt, but not at the higher price point a little bit less price point again reality.

189

00:25:34.440 --> 00:25:38.490

Greg Moody: Yeah, if you don't have a little option, you can't push the price point of leadership is

190

00:25:38.940 --> 00:25:51.300

Stephen Oliver: Correct. And in reality, by the way, I designed all this for about half of the people who are new to do leadership and about half of them to do the black Boat Club.

191

00:25:51.660 --> 00:25:59.550

Stephen Oliver: In reality, and this is going back. I don't know how many years now, we've typically been in the 75 to 95% range.

192

00:26:00.030 --> 00:26:07.590

Stephen Oliver: Of students renewing directly into the more expensive option into the leadership option, rather than in the less expensive option.

193

00:26:08.010 --> 00:26:21.300

Stephen Oliver: And with our own schools with our own franchisees I keep having to have the conversation. That means they just haven't got the balls enough to charge. What we should be charging for leadership. So again, even at

194

00:26:21.930 --> 00:26:34.050

Stephen Oliver: The double it price point, we're still getting between 75 and 95% going into leadership. Okay, so let's go to point to point to his focus internally first

195

00:26:35.520 --> 00:26:36.030

Stephen Oliver: Is

196

00:26:37.260 --> 00:26:39.420

Stephen Oliver: What anybody and everybody

197

00:26:40.650 --> 00:27:01.080

Stephen Oliver: You know with minor exceptions seems to come to us for immediately is in their mind is, if I just had 10 more students a month. If I just had 20 more students a month. If I could just go from 80 students to 150 from 150 to 300 everything else would be fine.

198

00:27:02.280 --> 00:27:10.950

Stephen Oliver: Well, we've already talked about price point and in almost all cases. In fact, I think, in all cases is the value per student is usually pretty bad.

199

00:27:11.340 --> 00:27:19.890

Stephen Oliver: And we typically shift gears, no matter what the person said they wanted and say let's first fix the value per student.

200

00:27:20.190 --> 00:27:24.960

Stephen Oliver: And less fix your sales process and then we can start getting more people coming in the door.

201

00:27:25.350 --> 00:27:30.420

Stephen Oliver: Because it doesn't do any good for us to add 100 students at the crappy price point you started with. Right.

202

00:27:30.750 --> 00:27:37.410

Stephen Oliver: But the second thing is, is you need to look internally at your school and make sure that you only have friendly people

203

00:27:37.800 --> 00:27:44.700

Stephen Oliver: That you're building a high level of rapport with new students that you're really looking at the school.

204

00:27:45.270 --> 00:27:50.370

Stephen Oliver: saying to yourself, not just how proud I am of these three black belts.

205

00:27:50.820 --> 00:27:58.530

Stephen Oliver: But what am I doing with all of our beginner students to really help them develop their fullest potential to really help them develop their character.

206

00:27:58.860 --> 00:28:04.890

Stephen Oliver: Their ability to interact with people to create a high level of comfort to have them be

207

00:28:05.460 --> 00:28:10.770

Stephen Oliver: His soul said he went to Starbucks to be that third place. We really want the martial arts school

208

00:28:11.250 --> 00:28:23.580

Stephen Oliver: To be that place where they go feels safe where they're excited, where they feel like they're learning and growing where they just can't wait to see the staff, where they can't wait to see the other students and so many times.

209

00:28:24.840 --> 00:28:29.970

Stephen Oliver: You know, we have a school is 30 we have people who are maybe technically gifted, but they're not

210

00:28:30.420 --> 00:28:41.370

Stephen Oliver: Particularly friendly we perhaps have staff that don't know every student's name don't know every parent's name. So I always want you to start with, let's take a clean legal pad.

211

00:28:41.730 --> 00:28:50.280

Stephen Oliver: And what could we be doing better for our students every instructor that I talked to on the way in the door. They say, oh no, are

212

00:28:50.670 --> 00:29:01.350

Stephen Oliver: Our students love our instructors our students love our school if we could just get more of them because we're horrible business people and we don't understand how to market if we could just get more of them. They love us.

213

00:29:01.980 --> 00:29:17.580

Stephen Oliver: Well, the right answer is. What's your monthly dropout rate, are you dropping out less than 2% maybe as low as 1% or even less. Are you renewing essentially everybody who enrolls or at least hitting

214

00:29:18.180 --> 00:29:32.730

Stephen Oliver: At 85%. Are you having essentially 100% of your students ready for each Bell test as they go. Well, if that's true, if you're losing 1.3% a month and everybody's ready for their test each time and

215

00:29:33.630 --> 00:29:41.580

Stephen Oliver: Essentially, everybody is renewing and committing to black belt. Well, then I believe you're great instructor. But if you're losing seven 8% a month.

216

00:29:42.030 --> 00:29:50.670

Stephen Oliver: And you're proud of the black belts, but your graduation rate to black belt is one, two, or 345 percent your crappy instructor

217

00:29:51.450 --> 00:29:57.990

Stephen Oliver: The example I used to use was when I was doing these little seminars, is I started out by using the example of Harvard

218

00:29:58.260 --> 00:30:05.640

Stephen Oliver: Who graduate something like 93% of everybody who starts at Harvard ends up graduating in four to five years with their bachelor's degree.

219

00:30:06.060 --> 00:30:14.340

Stephen Oliver: And I started seeing martial artist eyes glaze over. So I shifted it to asking everybody who thinks you're better than the worst public school system in the United States.

220

00:30:14.640 --> 00:30:29.490

Stephen Oliver: Which at the time was the Detroit Public schools who thinks you have a better graduation rate to Detroit Public Schools and as arrogant and cocky, as most martial artists are everybody would raise their hand. And I say, well, Detroit Public Schools are graduating 47%

221

00:30:30.690 --> 00:30:31.080

Stephen Oliver: To

222

00:30:32.250 --> 00:30:40.080

Stephen Oliver: Their high school diploma. How many of you over four years. Our graduates graduating 45% to black though.

223

00:30:41.880 --> 00:30:46.020

Stephen Oliver: Okay, well, how many of you are graduating 45% from year one to year two.

224

00:30:46.950 --> 00:31:00.480

Stephen Oliver: Right. See, most schools aren't even doing that. So you always want to take that blank legal pad and every day, you're thinking about not what's the new cool curriculum. And let's do some extent may or some hyper or that crap.

225

00:31:01.050 --> 00:31:06.540

Stephen Oliver: What you're thinking about is, how can I really create a higher service to the student

226

00:31:07.110 --> 00:31:17.550

Stephen Oliver: How can I make them feel more comfortable. How can I make sure nobody ever falls through the cracks. How can I make sure that the level of service in the first 90 days is so good.

227

00:31:17.970 --> 00:31:26.190

Stephen Oliver: They want to commit to black belt and they're going to be here for life, then how can I spend the next year, making sure that they're happy, they made that decision.

228

00:31:26.490 --> 00:31:41.250

Stephen Oliver: Then how do I spend the next couple years, making sure that they're thrilled by their progress and they're one of the best black belts that have ever been produced. How do I go through that steps. That's what I want to start with and always focus on

229

00:31:42.720 --> 00:31:54.990

Stephen Oliver: Directly and first. And again, you got to get out of the idea that technically gifted instructors are necessarily the best ones. I don't want them to be bad. I want them to be a product of the product. But what I want is empathy.

230

00:31:55.590 --> 00:32:04.980

Stephen Oliver: And sincere concern and I want the guy or gal who wants their student to be better than they are not the one who's watching themselves in the mirror, all the time showing off.

231

00:32:06.300 --> 00:32:09.420

Stephen Oliver: Anyway mastery. Let's go to point number three. Okay.

232

00:32:11.130 --> 00:32:20.340

Stephen Oliver: And again, anybody has any questions ship anytime I just don't want to get too far off track as we go. Number three is have a strong sales process.

233

00:32:21.060 --> 00:32:31.230

Stephen Oliver: Strangely martial artists. A lot of times get repelled by the word sales well really leadership and selling

234

00:32:31.920 --> 00:32:40.650

Stephen Oliver: Clothing and facilitating really, it's all the same word in the same skill set. There's no such thing as a great Martial Arts Instructor

235

00:32:41.160 --> 00:32:51.360

Stephen Oliver: Who's not doing a great job selling all of their students on the idea of truly becoming excellent in martial arts staying for a long period of time.

236

00:32:51.720 --> 00:32:56.460

Stephen Oliver: attain their black belt and truly making sure this is a lifestyle.

237

00:32:57.000 --> 00:33:09.390

Stephen Oliver: If your staff isn't tuned into their job isn't to teach this, or whatever it might be. Their job is to sell the student on the value of training long term.

238

00:33:09.780 --> 00:33:20.940

Stephen Oliver: And the value of becoming a black belt and the value of essentially being able to give back to martial arts everything they've received, you've got the wrong person, or they're poorly trained right

239

00:33:21.840 --> 00:33:30.630

Stephen Oliver: But the other element is is we've got to make sure that that all transmits itself to first contact

240

00:33:31.710 --> 00:33:42.000

Stephen Oliver: No matter whether they came across on Facebook or we were at a live event or they referral whatever might be the process from that first contact

241

00:33:42.840 --> 00:33:50.580

Stephen Oliver: To get an appointment to come in and see us for a introductory lesson to come back and see us prep to enroll.

242

00:33:51.030 --> 00:34:02.250

Stephen Oliver: To enroll on a trial enrollment with the expectation and excitement about being admitted to a qualified to train to black belt at the beginning stages to then

243

00:34:02.790 --> 00:34:08.520

Stephen Oliver: Setting the goal and committing to black belt and beyond. We've got to have that process down

244

00:34:09.150 --> 00:34:21.420

Stephen Oliver: So that the ratios are tight that people are understanding the value and that the new enrollments not only we have a high closing rate, but they really are committed and they really are solid so

245

00:34:22.200 --> 00:34:29.820

Stephen Oliver: That's an important step in the Quick Start member site. We have the entire sales process in there on video and audio and

246

00:34:30.090 --> 00:34:42.840

Stephen Oliver: Transcripts if you got the big box with the fill your school program. It's all in there but you got to be really tight on that now you don't know if you're good or bad. If you're not keeping really good stats.

247

00:34:44.040 --> 00:34:51.060

Stephen Oliver: Peter Drucker, who is a famous management theorist. He said, What gets measured gets done.

248

00:34:52.590 --> 00:35:04.590

Stephen Oliver: You'll have met you'll hear master Smith again like a broken record talk about stats will staff just means today I write down how many new contacts we had how many new leads

249

00:35:05.250 --> 00:35:12.630

Stephen Oliver: Then I write down those new contacts. How many of them make an appointment and then I write down how many of those appointments showed up.

250

00:35:13.050 --> 00:35:19.980

Stephen Oliver: And I write down how many of those appointments I showed up came back again, and then I write down how many of those people who came back again enrolled.

251

00:35:20.430 --> 00:35:31.200

Stephen Oliver: And then I write down how many of those did we have a renewal conference with how many of those did we renew and I keep track through the process of what our ratios are

252

00:35:31.920 --> 00:35:38.520

Stephen Oliver: And the way you keep good numbers, frankly, is forget software and forget complicated things

253

00:35:39.090 --> 00:35:46.980

Stephen Oliver: At the end of the night, the staff gets together has a chat has a review and you make sure today's numbers are written down before anybody leaves.

254

00:35:47.760 --> 00:35:54.360

Stephen Oliver: And then you add today's numbers to to the week to date in the month to date numbers, you can do that in an Excel spreadsheet.

255

00:35:54.660 --> 00:36:03.720

Stephen Oliver: You can do that with some convoluted martial arts software package anything in between. Hell, you can do it with one of those big post it note paper pads.

256

00:36:04.020 --> 00:36:10.800

Stephen Oliver: Where you just write it down every day. And then you do a week today, totally do a month to date total and frankly writing it down.

257

00:36:11.520 --> 00:36:23.070

Stephen Oliver: Is more effective than anything else, once you write it down and you discuss it and you review it as a staff, then you can put it into software you can put it in to a spreadsheet or whatever.

258

00:36:23.490 --> 00:36:36.990

Stephen Oliver: But we've got to have a strong sales process in place and the only way to evaluate whether yours is crap or it's great is by keeping track of the numbers and knowing what the benchmarks are

259

00:36:38.190 --> 00:36:47.160

Stephen Oliver: So for instance, you're out of the live event at a movie theater theater and you're talking to people and you got the prize wheel and all that we know

260

00:36:48.030 --> 00:36:58.590

Stephen Oliver: That 75% or more, make an appointment on the spot. So if you're not making 75 even 100% are making appointments on the spot. Whoever's talking to him.

261

00:36:58.950 --> 00:37:10.410

Stephen Oliver: Isn't following the script and isn't doing a good job. The other thing that we know is at least 50% hopefully and usually 65 70% are going to show up for an introductory class.

262

00:37:10.800 --> 00:37:21.960

Stephen Oliver: We also know of those at least half are going to enroll and perhaps even 65 70% of them. So if we're tracking those numbers and we see

263

00:37:22.470 --> 00:37:32.760

Stephen Oliver: Well, we only did 25% that made an appointment. Well, the person handling it was poorly trained and not doing a good job. And we know what to address or only

264

00:37:33.810 --> 00:37:46.110

Stephen Oliver: 25% showed up. Well, we know that we have two problems. Probably the person interacting and what they gave them and how that went. But we also have a problem of not using something simple like schedule once

265

00:37:46.590 --> 00:37:56.490

Stephen Oliver: Getting text and email reminders not calling to confirm effectively not mailing them information again. We have a lot of things we can we can go through

266

00:37:56.910 --> 00:38:03.660

Stephen Oliver: But to keep it short and simple or shorter. Anyway, is we've got to have a strong sales process in place.

267

00:38:04.110 --> 00:38:12.840

Stephen Oliver: Everybody's got to be trained on the script, there can't be individual variation is got to be a strong process and the other way to know whether you're doing a good or bad job.

268

00:38:13.110 --> 00:38:20.220

Stephen Oliver: Is to know your numbers always and to know the benchmark ratios, which, you know, we have nauseum will be teaching you.

269

00:38:21.330 --> 00:38:29.670

Stephen Oliver: Ask me. Let's go to a point for that, sir. And again, I apologize about how much I'm trying to cover and how it's

270

00:38:30.870 --> 00:38:41.550

Stephen Oliver: Not as interactive as usual today, but I want to start off the New Year with everybody really focusing on and and frankly, I just covered. Number four, so we can get that one.

271

00:38:44.250 --> 00:38:51.720

Stephen Oliver: Because it's a and and obviously the two are are totally interrelated. Point number five. And by the way,

272

00:38:52.770 --> 00:39:00.360

Stephen Oliver: For all the staff is on there, you might want on here. You might want to look in the mirror is number five is upgrade your staff.

273

00:39:01.620 --> 00:39:06.510

Stephen Oliver: Nicole cockiness his old line was cut for the bottom add to the top.

274

00:39:08.880 --> 00:39:20.220

Stephen Oliver: You can add to your staff and and i think about it this way. There's three elements that I look at in in in any staff member one, I look at how well trained, they are

275

00:39:20.910 --> 00:39:32.910

Stephen Oliver: Two is I look at how motivated. They are and three, I look at whether they have the aptitude to do what I'm trying to get them to do. Okay. So aptitude motivation training.

276

00:39:33.990 --> 00:39:41.370

Stephen Oliver: Now, personally, I think that my role is 100% is to train them.

277

00:39:42.690 --> 00:39:53.730

Stephen Oliver: I don't take responsibility for their motivation every day, day in, day out. It's not my job to call them in the morning. Give them wake up call do a short Ziegler

278

00:39:55.560 --> 00:39:58.740

Stephen Oliver: Story and do the rah rah.

279

00:39:58.770 --> 00:40:00.030

GM Jeff Smith: Winning one for the gipper every

280

00:40:00.030 --> 00:40:04.020

Stephen Oliver: Day people mostly bring their own motivation to the job or they don't.

281

00:40:05.340 --> 00:40:13.260

Stephen Oliver: Now there are things that I can do to ruin their motivation one way I can ruin the motivation is just by as a boss being an asshole.

282

00:40:13.770 --> 00:40:24.900

Stephen Oliver: And we could spend a day talking about what that means. But if you're not nurturing and supportive and if you're doing a I've heard it called seagull management.

283

00:40:25.500 --> 00:40:36.030

Stephen Oliver: This was rated a jewelry management stuff fly in squawk macula loud noise shit all over everybody and then fly out. Well, you don't want to manage that way.

284

00:40:36.720 --> 00:40:43.500

Stephen Oliver: What you do want to do is you want to make sure everybody really knows their job and they you don't screw up their motivation.

285

00:40:44.010 --> 00:40:52.920

Stephen Oliver: That you support them along that you keep tight numbers hold them accountable for the numbers. And again, I don't need to go back to the stats, but

286

00:40:53.250 --> 00:41:02.130

Stephen Oliver: It's just like by taking a bunch of people to a bowling alley teaching them to bowl. Well, if I blocked off of the pins and I blocked off the

287

00:41:02.130 --> 00:41:02.760

Stephen Oliver: Score.

288

00:41:02.940 --> 00:41:07.230

Stephen Oliver: And I just had him throw the ball a bunch of times. Nobody would be motivated to do that.

289

00:41:07.890 --> 00:41:14.430

Stephen Oliver: But a lot of times. Our staff is like that. They're working and working and everything, but they don't know what the dropout radius. They don't know

290

00:41:14.670 --> 00:41:20.520

Stephen Oliver: What the retention rate is which is the converse of that they don't know what the graduation rate is they don't know the renewal rate.

291

00:41:21.390 --> 00:41:36.870

Stephen Oliver: Maybe they're doing enrollments. But they don't know. Perhaps because they haven't been told to keep track and you're not keeping track of what the intro to enrollment ratio is what it should be, whether that's good or bad. So again, attitude.

292

00:41:38.250 --> 00:41:50.070

Stephen Oliver: Motivation and training. Training is one of those things that takes 10 times more effort than you think martial artists are interesting in that

293

00:41:51.030 --> 00:41:56.070

Stephen Oliver: They'll give the receptionist and info call scripts and say, Here's how you handle the phone.

294

00:41:56.520 --> 00:42:02.100

Stephen Oliver: And then they'll have a brown belt to get their black belt do a sidekick 10,000 times do the form

295

00:42:02.430 --> 00:42:13.500

Stephen Oliver: Of 1500 times spar for 52 hours, etc, etc, etc, knowing that Practice doesn't make perfect, perfect, practice makes perfect.

296

00:42:13.830 --> 00:42:21.270

Stephen Oliver: And also knowing the adage that I don't want you to do it into you know how to do it right. I want you to do it to you can't do it wrong. Right.

297

00:42:21.660 --> 00:42:28.440

Stephen Oliver: But then on the business stuff we don't realize it's the same thing. So we've got to train and train and train

298

00:42:28.800 --> 00:42:40.560

Stephen Oliver: On each of these steps to the point that you could show up at their house at 3am shine a flashlight in their face rouse them out of a deep REM sleep, and today info call Ring ring and they would have a perfect

299

00:42:42.210 --> 00:42:58.110

Stephen Oliver: Then you drag him out of bed say doing it roll my conference and then have it. Perfect. See, it's, it's the business scripts are no different than the martial art side, you wouldn't send somebody in a dark alley to defend themselves after they had heard a lecture on psychic

300

00:42:59.610 --> 00:43:08.220

Stephen Oliver: Right, you would tell them how it works. You show them how it works, you'd have to have them do it by account, you'd have to have a dual one count, you'd have them do it.

301

00:43:08.700 --> 00:43:15.510

Stephen Oliver: Against the bag coming at them, you'd have to do it out of bag moving away, you'd have to just add a stationary object.

302

00:43:15.810 --> 00:43:24.900

Stephen Oliver: You would then teach them and they're moving their stances and they're building rhythm and timing and it would take a long time before you feel comfortable with just that one.

303

00:43:25.320 --> 00:43:34.680

Stephen Oliver: Technique as a self defense move, but we pretend give them the script and walk through it a couple times and now they're great at the enrollment process.

304

00:43:35.190 --> 00:43:50.340

Stephen Oliver: Well as their students worth you know six $7,000 it's worth investing the time to make sure that everybody is perfect. And not only do they know how to do it right there. So drilled with perfect practice. They can't do it wrong.

305

00:43:52.260 --> 00:43:57.060

Stephen Oliver: Master Moody master Smith is again one of our pet peeves. Any, any comment on that before.

306

00:43:57.870 --> 00:44:08.430

Greg Moody: I would say something on that seagull management thing. I think people get confused about that because the way I look at it is not exactly that you come in and yell at people. That sounds like you're being kind of mean what I see a lot of

307

00:44:09.420 --> 00:44:10.620

Stephen Oliver: Saying never do that.

308

00:44:10.920 --> 00:44:15.270

Greg Moody: Well, right, right. No, no, I don't think you should do that. I know that. But I think we do that.

309

00:44:15.990 --> 00:44:23.250

Greg Moody: I think a lot of people I see do that not subconsciously because what happens is you don't manage constantly

310

00:44:23.610 --> 00:44:31.890

Greg Moody: And then when you do manage them. It feels like that. So the example I gave is I'm always poking at people. I'm always adjust when I go in

311

00:44:32.100 --> 00:44:36.030

Greg Moody: I'm always making sure the pads are the right place, everything's the right place. I'm always managing

312

00:44:36.300 --> 00:44:45.300

Greg Moody: But subtly and all the time, there's constant management of my staff, there's constant, making sure that they're doing stuff we're constantly training and we're constantly doing stuff.

313

00:44:45.570 --> 00:44:55.950

Greg Moody: If you don't do that on a constant basis. And then you do it on an irregular basis. That's when people feel that they feel like they're getting pooped on so you may not even be mean when you're

314

00:44:56.550 --> 00:45:03.060

Greg Moody: telling people what to do. But if you don't do it consistently if you're not consistently for enforcing rules.

315

00:45:03.330 --> 00:45:12.270

Greg Moody: Then that's when people feel like you're being a jerk. I've seen a lot of people in that situation where they just consistently enforce the rules and then it feels like that seagull manager.

316

00:45:12.720 --> 00:45:13.290

Greg Moody: So you guys

317

00:45:13.410 --> 00:45:18.450

Greg Moody: Were very consistent. So I guess my my messages, you've got to be very disciplined with each but

318

00:45:18.450 --> 00:45:18.690

GM Jeff Smith: This

319

00:45:18.780 --> 00:45:31.890

Greg Moody: Martial Arts. You've got to follow the same process here, the rules. Got to be followed 100% of the time, every single time answering the phone everything that they do, same rules as we use for martial arts. So that was my thought with that, sir.

320

00:45:31.980 --> 00:45:33.300

Stephen Oliver: And maybe to to

321

00:45:35.280 --> 00:45:36.690

Stephen Oliver: Expand on that brief like

322

00:45:37.740 --> 00:45:47.760

Stephen Oliver: You know, corporate america you hear about the annual progress review. Well, that's really a really stupid concept, what should happen with every one of your staff.

323

00:45:48.330 --> 00:45:57.750

Stephen Oliver: Is every day, every week, every month they should have metrics, they should have numbers that they have a benchmark. This is good or bad.

324

00:45:58.440 --> 00:46:09.120

Stephen Oliver: And so every day. They know they did a great job and can be happy. They did a crappy job and need something needs to change. And every day. They should know their results again.

325

00:46:09.600 --> 00:46:17.790

Stephen Oliver: The going bowling example is a perfect one. Well, I know whether I did well, or did poorly. When I released the ball and it hits the white pins.

326

00:46:18.240 --> 00:46:24.480

Stephen Oliver: It either not none of them down and I did a Gutter ball or knocked all of them down or something in between. And I know

327

00:46:24.990 --> 00:46:35.940

Stephen Oliver: Three frames in how I'm doing. I know five frames in how I'm doing. See, that's the way that people improve is they're getting constant and never ending feedback.

328

00:46:36.390 --> 00:46:45.210

Stephen Oliver: And therefore have the ability for constant and never ending improvement to steal from Tony Robbins. So you want to have that constant feedback.

329

00:46:45.570 --> 00:46:56.700

Stephen Oliver: Again, I don't want to look at, you know, I looked at, if I don't want to look at January stats and middle of February, and then go back and yell at people because it did poorly. Well, I should know every day.

330

00:46:57.240 --> 00:47:04.560

Stephen Oliver: And you know in my staff training regime. I knew on Monday, how their month to date was and I knew. On Wednesday, how their week today.

331

00:47:04.920 --> 00:47:12.240

Stephen Oliver: Was shaping up as well as their month to date, and they were getting feedback from me across multiple schools Monday, Wednesday and Friday.

332

00:47:12.840 --> 00:47:20.370

Stephen Oliver: And at individual schools, the individual schools, the branch manager was giving the part time staff and the full time staff feedback every day.

333

00:47:20.850 --> 00:47:30.900

Stephen Oliver: You know, on retention on testing progress on renewals etc. So it's very important that, but the when you when you go from a small school

334

00:47:31.710 --> 00:47:36.660

Stephen Oliver: To a really big school, you are going to find that you have some staff that

335

00:47:37.170 --> 00:47:45.450

Stephen Oliver: You know, one of my favorite quotes. I think I heard it from Danny Cox, but it probably goes back a ways is you can't teach a pig to sing it waste your time and it irritates the pig.

336

00:47:45.930 --> 00:47:58.530

Stephen Oliver: I find a lot of schools that go from small to large find out that they don't have people in place that really can rise to the occasion and are capable of making a

337

00:47:59.310 --> 00:48:10.890

Stephen Oliver: Solid income that we're capable of too many of them are happy with where they're at and what's been doing, doing, and they don't want to rise to excellence. So you've got to go through that process.

338

00:48:11.310 --> 00:48:21.090

Stephen Oliver: Of weeding those people out. Adding to the top cutting from the bottom never getting in the way of their motivation and you can certainly carrot and stick it

339

00:48:21.990 --> 00:48:29.310

Stephen Oliver: We want full time people to be incentive paid. We want them to have goals, financially, but most of it comes from within.

340

00:48:29.970 --> 00:48:42.720

Stephen Oliver: I can offer somebody $100,000 bonus and for most people is not going to get them out of bed earlier and get them that excited because they've got to have their own belief system about whether they can do it. And they've got to have their own drive to do it.

341

00:48:43.410 --> 00:48:50.520

Stephen Oliver: So you've got to have somebody gonna bring their own motivation to the table and you've got to have somebody who is capable

342

00:48:50.760 --> 00:49:01.350

Stephen Oliver: Of doing the roles you want them to do. And then you've got to be responsible for training them. Not until they know how to do it, but they tell they can't do it right. But anyway, let's go to number six.

343

00:49:03.480 --> 00:49:06.420

Stephen Oliver: This is my favorite jewelry quote of all time.

344

00:49:08.460 --> 00:49:11.130

Stephen Oliver: Martial Arts without philosophy is just street fighting

345

00:49:12.690 --> 00:49:19.830

Stephen Oliver: So many schools and you know in in in our industry. More recently, a lot of the MMA, guys.

346

00:49:20.670 --> 00:49:31.680

Stephen Oliver: They think of this as like a fitness center with choking people or it's a fitness center with kicking people they don't truly think of this

347

00:49:32.550 --> 00:49:40.620

Stephen Oliver: In the way that this is a solid developmental process and what happened. This is not a new concept.

348

00:49:41.280 --> 00:49:47.100

Stephen Oliver: There's that great book karate though my way of life. There's a nother book by Peter urban from the 60s.

349

00:49:47.760 --> 00:49:56.430

Stephen Oliver: The karate Dojo, you can go back in the history and you see the true masters. They were wanting to master themselves.

350

00:49:57.060 --> 00:50:05.880

Stephen Oliver: Not just teach fighting skill. Right. So this is about self mastery. We want to be teaching character. We want to be teaching emotional

351

00:50:06.510 --> 00:50:14.100

Stephen Oliver: stability and development. We want to be teaching goal setting goal orientation. We want to be developing the entire person.

352

00:50:14.580 --> 00:50:25.560

Stephen Oliver: Anytime you take away the moral and the developmental and just make it about the physical your now the martial arts without philosophy is just street fighting

353

00:50:26.370 --> 00:50:37.470

Stephen Oliver: The other thing that I'll say about that. By the way, let's look at the kids market, how much is apparent willing to spend for their kid to wear pajamas and learn how to do a front kick

354

00:50:39.000 --> 00:50:46.980

Stephen Oliver: I absolutely guarantee you it's a fraction of what they're willing to spend for their kid to develop strong leadership skills.

355

00:50:47.520 --> 00:51:02.040

Stephen Oliver: Incredible self discipline immunity to negative peer pressure to be the valedictorian or be close to the top of the class to qualify to go to West Point, or go to Harvard or to pursue the

356

00:51:02.700 --> 00:51:14.130

Stephen Oliver: Whatever objectives, they want. If you're not building a path that you're developing the second you're forever locked into high turnover low price point stupidity.

357

00:51:14.790 --> 00:51:20.580

Stephen Oliver: It's got to be about developing the whole person. By the way, this is more true

358

00:51:21.270 --> 00:51:34.380

Stephen Oliver: With 27 year old males who come in because they like to watch UFC. This is more true with 35 year old females who come in just to lose the last 10 pounds a baby fat before their sisters funeral.

359

00:51:35.040 --> 00:51:46.500

Stephen Oliver: They're not going to articulate it on the way in. That may not be the bait you use to get them into school but they want those skills and that mindset, more so than anybody.

360

00:51:47.130 --> 00:51:55.530

Stephen Oliver: So it's essential that you develop a learning environment and again in here. I talked about really making sure you have the formal

361

00:51:56.400 --> 00:52:03.630

Stephen Oliver: Aspects of martial arts in place, people are in uniform. They're battling in and out. There's a student creed.

362

00:52:03.900 --> 00:52:12.240

Stephen Oliver: Perhaps there's a created the beginning classes of Crete, at the end of the class. There's a real developmental process that you're teaching them. There's a

363

00:52:13.050 --> 00:52:20.130

Stephen Oliver: Reverence for the process. There's a reverence for the hierarchy. There's a reverence for the lineage.

364

00:52:20.700 --> 00:52:27.660

Stephen Oliver: It's important not to get new students in because they don't carry it. But it's important for your second third fourth year black belts.

365

00:52:28.050 --> 00:52:37.650

Stephen Oliver: And black belts. They've got to review the lineage. They've got to revere the masters teachers, they've got really Revere what it is they're they're learning at the highest level.

366

00:52:37.920 --> 00:52:53.070

Stephen Oliver: And if you don't do that, frankly, you're just in the learning how to do a front kick and keep pajamas. We've got to make sure that we develop that philosophy we develop that reverence for what they're doing and really anchor that and develop that to the highest level.

367

00:52:55.110 --> 00:53:09.420

Stephen Oliver: Let's go to point number seven master moody and again any questions at any time. Do this. I know that I'm kind of talking fast to stifle it a little bit, but I don't mean to ask any questions post in the Facebook group asked asked you live here as we go.

368

00:53:11.040 --> 00:53:11.970

Stephen Oliver: Number seven.

369

00:53:14.250 --> 00:53:14.760

Go ahead.

370

00:53:16.020 --> 00:53:19.110

Lux adam: Good question. So I don't want to quickly move

371

00:53:20.340 --> 00:53:21.030

Lux adam: Motorola

372

00:53:21.990 --> 00:53:23.310

Stephen Oliver: I have no idea what you just said.

373

00:53:23.850 --> 00:53:29.520

Greg Moody: He said 60 want to quit because he moved. He moved like a quarter mile away in 6.1

374

00:53:31.200 --> 00:53:31.710

Lux adam: On both

375

00:53:33.990 --> 00:53:37.890

Stephen Oliver: They were, they were getting ready to quit. Anyway, and that excuse. Does your

376

00:53:40.290 --> 00:53:42.000

Stephen Oliver: You do all the same things you want

377

00:53:42.000 --> 00:53:42.060

To

378

00:53:43.590 --> 00:53:54.960

Stephen Oliver: Get them back end work with them privately review and renew their goals get back to why they started, etc. Again, I mean any change in the school, you're going to have people say

379

00:53:55.140 --> 00:53:56.520

Stephen Oliver: I want to quit because

380

00:53:56.580 --> 00:53:57.570

Stephen Oliver: They pointed that

381

00:53:57.990 --> 00:53:59.700

Stephen Oliver: But the reality is most of the time.

382

00:53:59.700 --> 00:54:01.200

Stephen Oliver: Those are people who are already

383

00:54:03.060 --> 00:54:06.150

Stephen Oliver: fading out and now that's just the news. They use at the time.

384

00:54:06.870 --> 00:54:12.180

Greg Moody: In that to back. What up when master Oliver said, and this is relevant to number seven.

385

00:54:12.450 --> 00:54:22.320

Greg Moody: It's get a really good process when somebody a wants to quit that you follow that process is the same no matter what the issue is. You just have to respond to the issue and then follow it.

386

00:54:22.590 --> 00:54:37.500

Greg Moody: But he, what we're going to talk about here is making sure that you have a good process before they would want to quit, so we we we have retention prior. The biggest issue with quitting is we don't renew them and all this stuff that we're going to talk about here. So,

387

00:54:37.680 --> 00:54:42.510

Greg Moody: Exactly. This is a key point to fix the problem. Adam before it even starts

388

00:54:43.530 --> 00:54:49.050

Greg Moody: In the point we're going to talk about here is making sure if you don't know what your dropout rate is you have a bad dropout rate.

389

00:54:50.460 --> 00:54:54.840

Stephen Oliver: Exactly, yeah. Let's, uh, so when we get to retention.

390

00:54:56.760 --> 00:55:00.000

Stephen Oliver: You know, again, this could be a weekend seminar.

391

00:55:01.860 --> 00:55:17.010

Stephen Oliver: Let me start with this is, let's look at numbers in order for me to have 300 active students if I'm losing 7% a month. That means I need 21 new people every month to stay even

392

00:55:18.780 --> 00:55:30.300

Stephen Oliver: On the other hand, if I'm losing 2% a month. I only need six people a month to Stephen right so if I did 20 enrollments in any given month

393

00:55:30.840 --> 00:55:36.840

Stephen Oliver: At 2% retention. I'm adding 18 new students every month that I do that.

394

00:55:37.710 --> 00:55:50.970

Stephen Oliver: But at 7% a month. I'm just treading water I'm like a hamster on a wheel, you know, running, running, running, running, running, getting nowhere. And by the way, it's much easier to get from 7% dropout, a month to 2%

395

00:55:51.510 --> 00:56:01.260

Stephen Oliver: Than it is to do the enrollments. To begin with, it's cheaper. It's easier requires less labor. It requires less less of everything.

396

00:56:01.950 --> 00:56:05.490

Stephen Oliver: And frankly, morally and ethically is the right thing to do.

397

00:56:06.030 --> 00:56:14.490

Stephen Oliver: Getting that dropout rate way down means that you're doing good service having the dropout rate means being too I majors, you're just fooling yourself.

398

00:56:14.790 --> 00:56:25.440

Stephen Oliver: And you're teaching kicking and punching and they come and go, but you're not developing human beings at the highest level. Now one of the things I want you to write down. And this is really important anchor in

399

00:56:27.150 --> 00:56:38.040

Stephen Oliver: Forget about the bozo explosion in our industry, most of whom are busy selling you what you want to hear meeting. They're selling martial artists, what they want to hear.

400

00:56:38.670 --> 00:56:55.590

Stephen Oliver: So they're selling age appropriate curriculum or they're selling hyper and flips and all that stuff, or they're selling 22 new pieces of curriculum or some other curriculum overlay all of that stuff is not

401

00:56:56.790 --> 00:57:04.650

Stephen Oliver: Write it down and anchor it in that is not isn't now never was never will be the key to retention.

402

00:57:06.180 --> 00:57:17.220

Stephen Oliver: People don't drop out because they want some new exciting thing to learn. Not that it's not helpful for your black belts and so forth, but that's not why they dropped out.

403

00:57:18.240 --> 00:57:19.800

Stephen Oliver: Most of your dropouts.

404

00:57:19.860 --> 00:57:24.840

Stephen Oliver: Are in the first year, both of those dropouts are in the first six months.

405

00:57:25.950 --> 00:57:41.580

Stephen Oliver: The number one and number two thing that you can do to fix your dropouts is number one focus on rapport. What I mean by focus on rapport is get rid of the technicians and hire nice people.

406

00:57:42.720 --> 00:58:01.050

Stephen Oliver: Get them to know every name to ask questions to be sincerely interested in every student, make sure that no student ever gets within three foot in the door without being greeted by name that your staff and by the way that's true of everybody on staff.

407

00:58:01.410 --> 00:58:02.430

Stephen Oliver: I want I

408

00:58:04.350 --> 00:58:13.560

Stephen Oliver: Leadership Team assistant instructors. I want my part time instructors and I want my full timers to know that they want to greet every student on the way in the door.

409

00:58:14.070 --> 00:58:29.370

Stephen Oliver: That they want to greet them by name, meaning the kids and the parents, meaning the adult and the wife or the girlfriend everyone who's in the school. I want them to make eye contact touch them appropriately hand on the shoulder and handshake.

410

00:58:30.390 --> 00:58:34.950

Stephen Oliver: Touch them appropriately and use their name, at least three times every time they are in the school.

411

00:58:35.640 --> 00:58:47.460

Stephen Oliver: So number one is focus on rapport or focus on relationships. Ask questions that you are sincere about about the person's day about their life.

412

00:58:47.820 --> 00:58:54.900

Stephen Oliver: I always asked questions about the book, they're reading. I always ask questions about their career and their job asked questions.

413

00:58:55.560 --> 00:59:05.700

Stephen Oliver: Listen to the answer. Take notes describe that and discuss that with the other staff members. So everybody is getting more familiar with your students.

414

00:59:06.300 --> 00:59:19.440

Stephen Oliver: One of the examples I've used a lot if you're new, you haven't probably haven't heard it, my friend, Keith. After who at one time was probably writing the single most profitable school in the country right now. We probably have the top five.

415

00:59:20.610 --> 00:59:24.210

Stephen Oliver: But Keith one, one of the times I was visiting

416

00:59:24.480 --> 00:59:30.360

Stephen Oliver: He had this like conference room that he used as his office for staff meetings and he had one of those

417

00:59:31.230 --> 00:59:34.260

Stephen Oliver: Things that you see in hotel, meeting rooms, a lot there they fold out

418

00:59:34.590 --> 00:59:50.310

Stephen Oliver: And there's a bulletin board and there's like a whiteboard and then you can close it. So nobody sees what's in there on the wall. And so I walk over and I opened that and there's like 10 Polaroid pictures. I love Polaroids there's a 10 and by the way that's back, you can do the one off.

419

00:59:50.880 --> 00:59:51.870

Stephen Oliver: Pictures, which

420

00:59:51.930 --> 01:00:06.150

Stephen Oliver: I would have five of them, and there's like 10 pictures up on the up on the bulletin board in there. I say, Keith. What is this, he goes out to everybody who dropped out last month or within the last 90 days that I'm pissed off about

421

01:00:08.190 --> 01:00:12.420

Stephen Oliver: So let's start with a pissed off about are there are there are others who dropped out. He goes, yeah.

422

01:00:12.780 --> 01:00:18.060

Stephen Oliver: There's a couple of them that we shouldn't have enrolled. To begin with, but these are the people who dropped out that I'm pissed off about

423

01:00:18.720 --> 01:00:30.960

Stephen Oliver: Now just in the language of him as a close friend of mine. One of my best friends, describing this to me picture how his staff meeting goes three times a week, when he walks over and he opens that board.

424

01:00:33.240 --> 01:00:34.170

Stephen Oliver: Can you picture it

425

01:00:35.190 --> 01:00:43.020

Stephen Oliver: The other thing that was on the desk is there was a little you know like card box and I went in there and there were a bunch of Polaroids there.

426

01:00:43.650 --> 01:01:00.210

Stephen Oliver: In the Polaroids. It was a kid, it was with mom and dad, and if it was an adult. Sometimes it was was with the wife or the husband. Sometimes it was just an individual. And I said, What is this. He goes, every time we have a little staff gathering, which we do. Every day we use those as as

427

01:01:01.620 --> 01:01:02.700

Stephen Oliver: What do you call it the

428

01:01:04.260 --> 01:01:09.450

Stephen Oliver: Basketball. What do you use like Matthew use it as a cards, where you hold up with

429

01:01:10.620 --> 01:01:12.750

Stephen Oliver: Flash cards flashcards. That's the word I'm looking

430

01:01:12.930 --> 01:01:14.010

Greg Moody: For, thank goodness.

431

01:01:15.270 --> 01:01:21.810

Stephen Oliver: We use this last car. So what they do is they pull up a picture and everybody's got to know the name everybody's got to know the parents name.

432

01:01:22.050 --> 01:01:30.210

Stephen Oliver: And they go through to make sure that every full time part time and leadership team member knows every name of every new student

433

01:01:30.510 --> 01:01:38.850

Stephen Oliver: And then anchors it in so that they use those names greet the parents by name and greet the kids by name greet the V on say by name. Read the student by name.

434

01:01:39.420 --> 01:01:54.420

Stephen Oliver: Three times every class every day. Within three foot of the door initially as well. That makes sense. So number one, to fix your dropout rate is to get them comfortable and get them.

435

01:01:56.610 --> 01:02:00.330

Stephen Oliver: well received in the school early on and then keep it that way.

436

01:02:01.650 --> 01:02:18.750

Stephen Oliver: So all of your thoughts about oh, I've got to have more exciting music in class. So we've got to rev it up. We got to have a better class plan. We've got to keep things moving. We got to have high energy. We've got about yeah okay that's all fine, but it doesn't fix rapport.

437

01:02:20.490 --> 01:02:33.750

Stephen Oliver: The single most exciting schools that I have seen from my friends, people. We used to take them and have them watch them for staff training Ernie Reyes senior Dave Kosovar steel Valley, they all had high dropout rates.

438

01:02:34.680 --> 01:02:43.080

Stephen Oliver: The schools that I've seen with the lowest dropout rate was they were friendly, they immediately made somebody feel like they were part of the family.

439

01:02:43.500 --> 01:03:02.070

Stephen Oliver: Nobody fell through the cracks. Everybody was was wrapped in a wool blanket metaphorically. As soon as they come in came in and never allowed this slip through the cracks and always attuned to their needs. The key is not high energy. The key is rapport.

440

01:03:03.150 --> 01:03:05.130

Stephen Oliver: The second key is goals.

441

01:03:06.450 --> 01:03:17.670

Stephen Oliver: So if you don't take a white belt and in those first two months. Get them where they're committed to and dedicated to and put in writing.

442

01:03:18.330 --> 01:03:30.720

Stephen Oliver: They're going to be a black belt you have somebody who's just training next month because they trained last month and are kind of going through it until they get bored or until something new catches their fancy

443

01:03:31.680 --> 01:03:41.910

Stephen Oliver: So number one is rapport. Number two is goals. You've got to get them where they set their goals to train the black belt and beyond.

444

01:03:42.240 --> 01:03:51.270

Stephen Oliver: And if you're doing a good job getting white belts to set their goal to be a black belt, you'll have great retention and if you're doing a bad job getting white girls to set their goal.

445

01:03:51.570 --> 01:04:00.630

Stephen Oliver: To black belt, you'll have bad retention. Doesn't matter how charismatic the instructor is doesn't matter if he's a world champion fighter. Doesn't matter if

446

01:04:00.990 --> 01:04:17.190

Stephen Oliver: They can kick vertically. Doesn't matter if the class is so exciting that people's endorphins are shooting off and they're, you know, just so almost exhausted. At the end of the class from the excitement level. None of that matters. If it doesn't have rapport.

447

01:04:18.360 --> 01:04:33.390

Stephen Oliver: And goals. That makes sense. So again, this is one of those areas of it doesn't get measured it doesn't get done every instructor. I talked to thinks they're great. All of my staff thought they were great. You know why.

448

01:04:34.500 --> 01:04:36.180

Stephen Oliver: You have 200 students you have

449

01:04:37.260 --> 01:04:40.590

Stephen Oliver: 60 of them are in your face all the time telling me how you walk on water.

450

01:04:41.970 --> 01:04:47.580

Stephen Oliver: If you want to get a better perspective. Make sure the instructor talks to everybody who dropped out in the last year.

451

01:04:48.060 --> 01:05:02.880

Stephen Oliver: That's a better perspective. One of my favorite movies, by the way, is the days of thunder with Tom Cruise. There's a great line in there. I forget which character, it was maybe as Robert Duvall who says oh no drivers won't go to hospitals.

452

01:05:04.230 --> 01:05:13.320

Stephen Oliver: They don't want to face the risk of of their injury or death. They don't want to face their mortality well instructors don't want to talk to people who don't revere them.

453

01:05:15.000 --> 01:05:32.640

Stephen Oliver: Instructors don't want to talk to people who felt left out instructors don't want to talk to people who who got bored and and faded away for the same reason is an ego trip to be talking to people who tell you how great you are. It's reality be talking to the others at least as well.

454

01:05:33.840 --> 01:05:35.190

Stephen Oliver: Questions or thoughts on that.

455

01:05:39.870 --> 01:05:54.900

Greg Moody: No, I think, I think a key point, you said is, if you're not paying attention to this. It definitely is going to be bad. Yeah. You know if this is an in, by the way, all this stuff. We said so far, one through seven won't take a lot of time.

456

01:05:55.350 --> 01:06:06.990

Greg Moody: Now, if there are things and that's why we're trying to hit you with these early in the year and for some of you guys your new with us are pretty new with us. And some of you guys are old with us and you haven't fixed these seven things yet.

457

01:06:07.200 --> 01:06:07.680

Stephen Oliver: Exactly.

458

01:06:07.830 --> 01:06:20.940

Greg Moody: You just, you just need to fix them. So that's why it's a little different in this meeting to not be as interactive and not be kind of answering questions as you go through these. This is a checklist of things that you you need to get to. So when we go to the next one then

459

01:06:21.480 --> 01:06:27.090

GM Jeff Smith: No, yeah, let's stay there for just one second. Um, I think the biggest thing on retention is

460

01:06:28.170 --> 01:06:36.330

GM Jeff Smith: Most instructors. I've never met an instructor. When I asked him how good of instructor. He was that they didn't say they were great instructor

461

01:06:36.930 --> 01:06:41.340

GM Jeff Smith: That they really care about the students are they have good quality students what

462

01:06:41.910 --> 01:06:50.460

GM Jeff Smith: What I always measured and how good an instructor was was what was his retention. And what was his dropout rate because

463

01:06:50.970 --> 01:07:00.600

GM Jeff Smith: If you don't have an ID card system. Some people do this scan. But I'm talking about the physical card that they're actually bringing the class.

464

01:07:00.960 --> 01:07:13.290

GM Jeff Smith: There's really no way to track an accurate day to day system. So if you don't have a system of tracking your retention, you are going to have terrible retention.

465

01:07:13.950 --> 01:07:20.580

GM Jeff Smith: Even when people start tracking it they find out they have terrible retention. Now, at least I know how to fix it.

466

01:07:21.150 --> 01:07:28.800

GM Jeff Smith: But most of them will say, oh, well, my classes are full. I'm not losing anybody but then when we actually go through their numbers of

467

01:07:29.310 --> 01:07:37.350

GM Jeff Smith: How many you started with, at the beginning of the year. And how many you ended up with at the end of the year, minus the enrollments. Then all of a sudden

468

01:07:37.860 --> 01:07:50.340

GM Jeff Smith: You know they have about a 50 to 100% dropout. So it's very critical that they, they do have the ID card system and a system in place to help them with their retention.

469

01:07:51.090 --> 01:07:52.980

Stephen Oliver: Exactly and

470

01:07:54.660 --> 01:07:56.610

GM Jeff Smith: And again, you talked about the ID card system.

471

01:07:56.610 --> 01:08:04.830

Stephen Oliver: Again, without going too far down there. One of the best schools I ever saw and retention, good friend of mine had the craziest silliest curriculum. I've ever seen.

472

01:08:05.130 --> 01:08:16.410

Stephen Oliver: The classes weren't dynamic excited they, you know, all of that stuff wasn't in place. However, they had great retention and one of the things the instructors were were trained to do

473

01:08:16.860 --> 01:08:22.830

Stephen Oliver: And this was, by the way, 800 active students in one location is every class they went through the ID card.

474

01:08:23.310 --> 01:08:34.980

Stephen Oliver: They had a whiteboard up the covered in the entire wall and every day, every students current classes number of classes needed for the next belt.

475

01:08:35.430 --> 01:08:45.570

Stephen Oliver: And deficit, if there was any were put on the board and every day. The instructor would reference that reference the ID card and walk every student through

476

01:08:46.020 --> 01:08:58.080

Stephen Oliver: Well, Billy. You have 12 classes, you should be a 14 right now. You need 24 for the next belt test, we need to work on getting a makeup of those two classes they were doing that every day.

477

01:08:58.530 --> 01:09:04.380

Stephen Oliver: And then when somebody missed the Tuesday at 615 class. Somebody was on the phone with them at at 630

478

01:09:04.740 --> 01:09:14.130

Stephen Oliver: Oh, Mrs. Jones, I noticed that Billy's not here. I was hoping that he wasn't sick or anything. Oh, okay, that's, you know, I know how that sucks up came up, I want to make sure we still get are two classes a week and

479

01:09:14.550 --> 01:09:19.140

Stephen Oliver: This week, and keep in mind we're looking to do a couple makeup. So in the next four weeks.

480

01:09:19.830 --> 01:09:26.070

Stephen Oliver: When can we schedule him for that. That extra class to make up for today. Do you think tomorrow night. Oh, work or Thursday.

481

01:09:26.400 --> 01:09:39.570

Stephen Oliver: Work. So he was going, they were going through that every time with every student never let anybody fall through the cracks. Again, we go on and on, on this, but let's keep going because we have two more points, three more points.

482

01:09:41.010 --> 01:09:44.670

Stephen Oliver: This is the next one, where we sound like a broken record.

483

01:09:46.170 --> 01:09:55.500

Stephen Oliver: Every school that we work with, who he is failing to have enough new enrollments. They're just and in this is a

484

01:09:56.340 --> 01:10:07.230

Stephen Oliver: Is not very technical and it's not very sophisticated, but they're just not doing enough stuff is if I want to have 20 new students every month.

485

01:10:07.830 --> 01:10:19.110

Stephen Oliver: I should just have 20 things that are likely to generate one or more students every month happening so that I have a guarantee of at least 22 people

486

01:10:19.590 --> 01:10:28.560

Stephen Oliver: Now what happens with with marketing is one is Murphy's Law is real. So as soon as I have the one big event.

487

01:10:28.980 --> 01:10:37.200

Stephen Oliver: That's going to give me 70 enrollments this month because you guys told me these things work. It's the same time that in Colorado, you're going to have a blizzard

488

01:10:37.890 --> 01:10:45.660

Stephen Oliver: Or you're going to have Hale, or you're going to have a tornado warning in Texas, you're going to have tornadoes or floods and then

489

01:10:46.620 --> 01:10:54.030

Stephen Oliver: You know, God knows we go through the country. Something is going to happen. That's going to screw with them more times than not right.

490

01:10:54.570 --> 01:11:01.620

Stephen Oliver: You want to have 20 things going on every month, you want to have external live events.

491

01:11:02.010 --> 01:11:11.190

Stephen Oliver: You also want to have for the kids market community outreach directly with public and private elementary schools. You also want to have internal family add on.

492

01:11:11.520 --> 01:11:25.500

Stephen Oliver: And referral events and activities and birthday parties and buddy days and movie nights and women's self defense things a ton of that stuff going on. You also want to really master Facebook advertising. Usually we

493

01:11:26.010 --> 01:11:41.820

Stephen Oliver: Want somebody at that stage we tie them up with a recommended ad agency which is elite digital to do that. You want to make sure you have Google AdWords and SEO done usually when somebody is at that stage, we recommend company master Moody also works with go to karate.

494

01:11:42.870 --> 01:11:47.310

Stephen Oliver: 97 display is pretty good as well. But go to karate is usually our recommendation.

495

01:11:48.210 --> 01:11:55.860

Stephen Oliver: You want to make sure you have PR going on constantly so that you're getting press and the local newspapers and on live radio and

496

01:11:56.610 --> 01:12:07.110

Stephen Oliver: TV, etc. But you, you want to have all of the grassroots marketing stuff going on banners on the school side rotating the windows bandit signs out

497

01:12:07.710 --> 01:12:16.110

Stephen Oliver: You want to have a rack cards two or 300 placements of rack cards everywhere. You want to have flyers on the Domino's

498

01:12:16.590 --> 01:12:31.470

Stephen Oliver: Pizza Hut Papa John's delivery boxes, you want to have a charitable fundraiser is going on with the Ronald McDonald House. So you have flyers going on in the bags at the drive through and trade lines, you want to have a long list of stuff going on. And yes,

499

01:12:32.070 --> 01:12:32.520

Stephen Oliver: We have

500

01:12:33.150 --> 01:12:38.310

Greg Moody: Close this with this is on the Facebook group and you can grab him get a really great marketing checklist. You did.

501

01:12:38.580 --> 01:12:47.520

Greg Moody: Master Oliver. So I hope you guys are taking notes really fast, as he's talking. But all this stuff is on. We got a really great marketing checklist, you should be using

502

01:12:47.940 --> 01:12:55.620

Greg Moody: And the Mile High Karate marketing plans. Another one that you can use. This is a sample of all the stuff that he's talking about. Sorry to interrupt your, your

503

01:12:56.670 --> 01:13:02.640

Greg Moody: But these are all stuff all things you can download right now and and to get

504

01:13:03.900 --> 01:13:15.000

Greg Moody: To get all these things done. And this is not rocket science. This is pretty straightforward for you to do, is it easy. You got to do some work. But you can do this within the budget that you have

505

01:13:16.230 --> 01:13:22.440

Stephen Oliver: And this is all of this stuff. This is the most labor intensive and the most expensive thing that you're going to do.

506

01:13:23.520 --> 01:13:43.230

Stephen Oliver: All of the other internal things and all of the other stuff really is not very labor intensive and truthfully doesn't cost much, if any money the marketing side is the one place that is either going to have labor money or a combination of the two that's tied to it. But again, write down

507

01:13:44.340 --> 01:13:57.870

Stephen Oliver: Always get more things added to your plan. We were having a conversation earlier in the week and one of our members said, well, yeah, it's having really good results with Facebook advertising, but I ended up with two or three big events going on. So I cut off.

508

01:13:57.870 --> 01:13:58.320

Facebook.

509

01:14:00.030 --> 01:14:06.240

Stephen Oliver: That's just the dumbest thing ever, right, is what you want to do is later on and then layer on and the layer on

510

01:14:06.840 --> 01:14:21.060

Stephen Oliver: Other people tell me, well, we have plenty of new enrollments coming in. I don't need to worry about that. No, you don't do that, because one. I mean, over the years, you know, my primary source for many years was third phase TV Guide

511

01:14:22.110 --> 01:14:27.720

Stephen Oliver: Denver Post Rocky Mountain News. It was pulling. Great. I was spending over 100,000 a year with them.

512

01:14:28.080 --> 01:14:35.520

Stephen Oliver: Great. Well, one TV guy doesn't exist anymore to Rocky Mountain News doesn't exist anymore. Three Denver Post is a shadow of its former self.

513

01:14:36.210 --> 01:14:46.590

Stephen Oliver: Right. The other thing that we did for years that was pulling great big budget was long form infomercial 27 and a half minutes. Well, that has changed as well.

514

01:14:47.430 --> 01:14:55.620

Stephen Oliver: One thing that I've done great with work really well, does work really well continues to work really well is direct Community Outreach PE teacher for the day.

515

01:14:55.950 --> 01:15:09.240

Stephen Oliver: After school enrichment programs, both directly to elementary schools well Littleton Colorado is the home of Columbine when Columbine hit I had three schools within a two to three mile

516

01:15:10.800 --> 01:15:15.900

Stephen Oliver: Range from Columbine I had one in Inglewood, I had wanted Littleton, I wanted Lakewood

517

01:15:17.070 --> 01:15:18.810

Stephen Oliver: Each own had students from Columbine

518

01:15:20.130 --> 01:15:31.170

Stephen Oliver: What happened is for 18 months we couldn't do anything with any of the schools because they all freaked out, understandably, and they locked down everything. Well, if that was like the primary driver.

519

01:15:31.590 --> 01:15:47.070

Stephen Oliver: Then we would have been in bad shape, right. You gotta have a bunch of different things going on, knowing that in any given month. Some are going to work well. Some are going to flounder, knowing that in any given year. Some things are going to rise and some things are going to fall.

520

01:15:47.610 --> 01:15:49.860

Stephen Oliver: Two years ago I hated Facebook.

521

01:15:50.430 --> 01:16:01.080

Stephen Oliver: Right now, I love Facebook. I also see the politicians every day trying to kill Facebook, the politicians in the last year have taken a bunch of stuff away.

522

01:16:01.410 --> 01:16:13.680

Stephen Oliver: That was really helpful with Facebook. So maybe it's a great source in three years, maybe our politicians in their infinite insanity and stupidity are going to kill it. I don't know.

523

01:16:14.190 --> 01:16:19.170

Stephen Oliver: But what they're upset about is all the tools that make it work really well for us.

524

01:16:19.650 --> 01:16:28.350

Stephen Oliver: But that's just one example of, you've got to have a broad base. You want it to be like the Greek parts and on where you have 20 or more things going on every month.

525

01:16:28.710 --> 01:16:35.460

Stephen Oliver: Some of them are going to be base hits. Some of them are going to be home runs. Some of them are going to be grand slams and some of them are going to be strikeouts

526

01:16:35.760 --> 01:16:41.550

Stephen Oliver: That's okay, have a bunch of stuff going on. Then keep layering and layering and layering.

527

01:16:42.030 --> 01:16:51.450

Stephen Oliver: And even if you have enough students coming in. You want to be getting more well known in the community. You want to be the go to guy in all the local elementary schools, you want to be the

528

01:16:51.900 --> 01:16:59.280

Stephen Oliver: Go to guy with all the local charities. You want to be the only name that anybody in a five or 10 or 15 mile radius knows

529

01:16:59.790 --> 01:17:23.670

Stephen Oliver: My like karate and Denver, Colorado. It doesn't matter if it's 1983 or is 1988 8995 2005 2015. We are the only one that they do jewelry Institute 80s, 90s. The only one that they knew you want to have that kind of impact and create that kind of stability for you anyway. Move on. Number nine.

530

01:17:24.960 --> 01:17:36.990

Stephen Oliver: This is a really difficult one for martial artists, some of my good friends who are also, you know, in the consultant mode. I won't put them in the bozo mode, but I will

531

01:17:38.010 --> 01:17:39.390

Stephen Oliver: chastise a little bit

532

01:17:40.770 --> 01:17:49.410

Stephen Oliver: You got to separate what you're what you like about what you're doing with what your students need want and like about what they're doing.

533

01:17:49.770 --> 01:17:53.280

Stephen Oliver: So you've got to separate what your hobby is from what your businesses.

534

01:17:53.970 --> 01:18:06.390

Stephen Oliver: In my case, when I moved to Denver. The thing that I liked most about physically training, which I was infected by Jeff Smith here. The thing I like most about physical training was kickboxing

535

01:18:06.960 --> 01:18:21.690

Stephen Oliver: I liked working down the boxing gym with Jimmy Jones. I liked working out in the kickboxing gym with Jeff and Rodney and all those guys. I liked the physical training the bag work the speed bag all the stuff I like the actual sparring.

536

01:18:22.860 --> 01:18:31.140

Stephen Oliver: And short of, you know, letting him hit me. I liked everything about it. I didn't like Rodney or Jeff Smith hitting me. Anybody else was fine.

537

01:18:34.260 --> 01:18:34.590

Stephen Oliver: But

538

01:18:36.570 --> 01:18:48.390

Stephen Oliver: But that was not the thing that was going to grow five schools in 18 months to 1500 students six schools and 30 months to 2500 students that was not the thing that was going to keep us

539

01:18:48.960 --> 01:19:03.570

Stephen Oliver: Viable alive and successful for 35 years and counting. Right. So you've got to figure out what it is you love how that applies to what your role is and educator, keep them separate when necessary.

540

01:19:04.260 --> 01:19:10.350

Stephen Oliver: Don't lose what you love about martial arts training and so forth. But when you put your educator hat on.

541

01:19:10.950 --> 01:19:21.060

Stephen Oliver: What does your target audience want to learn what is it you need to teach them in order for them to develop as a full human being. What's the process to go through

542

01:19:21.540 --> 01:19:30.540

Stephen Oliver: The other thing and I'll touch on this lightly because it applies to retention as well is we as martial artists tend to try to teach people way too much stuff in the first year.

543

01:19:31.380 --> 01:19:41.910

Stephen Oliver: And have too low of expectations of what they can accomplish in four, six and eight years, but too high of expectations of what we're going to try to get them to learn the first year.

544

01:19:42.780 --> 01:19:49.170

Stephen Oliver: The first year is about making the decision commitment and enthusiastic goal to black belt.

545

01:19:49.710 --> 01:20:03.570

Stephen Oliver: The second year is about making sure they're excited about that goal. The third year is about really developing them on a high level and the fourth year is about making sure they turn in to a black belt that you're proud of and as you welcome in your home and that you

546

01:20:04.650 --> 01:20:09.840

Stephen Oliver: Want to be an example to the world. You don't do all that in the first year.

547

01:20:10.110 --> 01:20:17.130

GM Jeff Smith: Yeah. And the thing that you said Master Oliver that I think is so important for for all of our, our school owners, is that

548

01:20:18.000 --> 01:20:32.040

GM Jeff Smith: you motivate your instructors by giving them that physical training. You know, we had when I was World Champion and training all of them. We had either the world champion or the number one contender in every weight class and

549

01:20:32.580 --> 01:20:47.040

GM Jeff Smith: We trained physically very hard. Each week, but I made every one of them also just equally what we were training at a physically. We were training in business and because I did that and I open that vision to everybody that

550

01:20:47.430 --> 01:20:55.590

GM Jeff Smith: The fighting and all you're doing now is a short road that you know your career, your competition career will end.

551

01:20:56.040 --> 01:21:05.400

GM Jeff Smith: Up you know a lot sooner. But if you want to have a business. If you want to have a livelihood competing is not a livelihood. That's an entertainment.

552

01:21:05.820 --> 01:21:16.710

GM Jeff Smith: That's a sport, that's something that you have fun with even though nowadays with UFC, a lot of them are becoming millionaires. But back then, we did. We had to have the business knowledge.

553

01:21:17.160 --> 01:21:30.180

GM Jeff Smith: And so by training. I'm I got their respect from doing the physical training, but then taught them the real lifetime skills that taught them how to run schools and

554

01:21:30.900 --> 01:21:36.750

GM Jeff Smith: And do all of these business systems that you have been able to upgrade and

555

01:21:37.290 --> 01:21:43.980

GM Jeff Smith: See, the problem with a lot of people as they learn something and they think whatever they learned this year is going to carry them the rest of their life.

556

01:21:44.310 --> 01:21:49.920

GM Jeff Smith: It doesn't things change every year. So if you're not changing it with it. And that's why

557

01:21:50.610 --> 01:21:58.920

GM Jeff Smith: Master Oliver's on the cutting edge and what is the latest and the greatest thing we don't necessarily do exactly what we did last year.

558

01:21:59.160 --> 01:22:10.110

GM Jeff Smith: We did we do what we do. Last year plus whatever we had to change and revise to keep our schools growing because the bottom line is, you're either green and growing.

559

01:22:10.560 --> 01:22:21.930

GM Jeff Smith: Or you're ripe and running and if your grosses going down or flat mind, then you're not doing the same thing that you you're not doing the right thing even if it was the same thing you did last year that was successful.

560

01:22:22.380 --> 01:22:28.770

GM Jeff Smith: And that's why I hear school owners telling me. Well, you know, we're doing pretty good but

561

01:22:29.220 --> 01:22:38.190

GM Jeff Smith: I said what's your gross and they'll give me a number, and then I'll say, Well, what was your gross two year before that about this and then I find out to the last five years, they've been doing that.

562

01:22:38.610 --> 01:22:53.550

GM Jeff Smith: Or it's been slowly going down. So if you're not going up. That means you're not making the changes. You're not keeping track of your stats. You're not setting your goal. You're treating it more like a hobby, not a business.

563

01:22:53.880 --> 01:23:03.810

Greg Moody: But back to this point here on the on the hobby as well. One thing I think that's for over. There's a corollary to that is, if you've come in with a system that your instructor taught you.

564

01:23:04.050 --> 01:23:13.830

Greg Moody: Or your organization taught you, and you got a curriculum, but it's top heavy or bottom heavy like you've got to teach a lot of curriculum in your first year that seems to conflict with what you're saying.

565

01:23:14.220 --> 01:23:22.080

Greg Moody: You can still be honoring that program or lunch times we have people in the jujitsu world that they've got, you know, it's 20 years to black belt.

566

01:23:22.350 --> 01:23:33.000

Greg Moody: And that's fine. We can still make it all fit. So you got to make the structure, you can still honor. What you where you came from, but still make the structure fit something's going to work for your students.

567

01:23:34.020 --> 01:23:39.210

Greg Moody: So, so don't you work. We want to work on making it fit the right way.

568

01:23:40.080 --> 01:23:50.550

Greg Moody: And a lot of times these structures that we've been handed or the way you've been taught wasn't really set up the right way for student retention. It wasn't set up the right way for your business.

569

01:23:50.850 --> 01:24:01.020

Greg Moody: That doesn't mean you can't still honor what you've learned in the past, but you've got to be open to changing things around and just restructuring things and we're really good at helping you with that. Absolutely.

570

01:24:01.260 --> 01:24:02.820

Stephen Oliver: And my last point here.

571

01:24:04.020 --> 01:24:10.410

Stephen Oliver: In number 10 is eliminate self defeating thinking and elevate your expectations. Now,

572

01:24:11.550 --> 01:24:28.560

Stephen Oliver: Not so much today, but the number one thing that we did a few years ago, is we went from almost all of our interaction one on one to essentially all of our interaction being in small group.

573

01:24:29.640 --> 01:24:39.690

Stephen Oliver: The, the improvement was massive. The main place where improvement was massive is I concluded that

574

01:24:40.140 --> 01:24:47.430

Stephen Oliver: I can be no matter how much somebody thinks of me as the expert or master, Master moody, Mr. Done. I can say to you.

575

01:24:48.120 --> 01:25:03.660

Stephen Oliver: Doesn't matter that everybody else in your area is charging $80 a month. And you're already at the top end of what everybody's charged in your area you can charge 247 a month, you can charge 297 a month just doesn't matter. Stop worrying about, well, I can say that

576

01:25:04.680 --> 01:25:15.360

Stephen Oliver: But what happens subconsciously or consciously is a lot of times it. Well, yeah, maybe you can. But I can't hear Denver isn't the same as, you know, wherever

577

01:25:16.560 --> 01:25:26.010

Stephen Oliver: Or maybe you're such a good salesman. You can do that, but I can't do that. My staff couldn't do that. But when you're on a video meeting like this.

578

01:25:26.490 --> 01:25:36.150

Stephen Oliver: And you hear like we did on an earlier meeting you hear Mandelson, who used to be at $85 a month is now at 247 for a new enrollment your

579

01:25:36.750 --> 01:25:45.000

Stephen Oliver: Paul Pendergast who used to be at 149 who is at 247 for a new enrollment you here. Greg Macy, who's, you know,

580

01:25:45.930 --> 01:25:55.080

Stephen Oliver: Relatively new now to run his own schools. I mean, he was a staff member of mine for many years, but he's charging 327 for a new enrollment.

581

01:25:55.710 --> 01:26:14.670

Stephen Oliver: You hear over and over and over again, you hear Colby Winkler, say I was in a meeting and he said, Who's charging less than 120 a month and I raised my hand. He said, When are you going to grow a pair of balls and I realized I was the only one. And he's in Mankato, Minnesota, with a

582

01:26:16.110 --> 01:26:27.810

Stephen Oliver: $38,000 a year median income with 35,000 population charging 247 a month for new enrollments. You hear that over and over and over again.

583

01:26:28.080 --> 01:26:33.570

Stephen Oliver: And all of a sudden, you say, well, it must be just what I'm thinking it's not reality out there. I can do that.

584

01:26:34.380 --> 01:26:43.410

Stephen Oliver: The other thing that happens is, you know, you go out and you do a movie theater event or you do some other live event and you crap out on it. Well, it's easy to think

585

01:26:43.950 --> 01:26:49.740

Stephen Oliver: Well he's telling me that, but that doesn't really work. He's just trying to make that sound good. But then you hear King Gibson.

586

01:26:50.160 --> 01:26:55.140

Stephen Oliver: Who went to the movie theater. We got 300 appointments that he went out and got 150 appointments and then

587

01:26:55.410 --> 01:26:58.710

Stephen Oliver: They're only problem was they had too much intro traffic. They couldn't handle

588

01:26:58.950 --> 01:27:08.130

Stephen Oliver: And their ratios declined and then you hear over and over and over stories like that you come out to one of our meetings. You see, Alan Ogle make 160 appointments in five hours.

589

01:27:08.490 --> 01:27:20.850

Stephen Oliver: Well, seen other people and hearing their stories is powerful. When you pat post in the Facebook group, which again is something that we just gotten to be really active in last couple years.

590

01:27:21.540 --> 01:27:31.320

Stephen Oliver: You post in there and you hear other people essentially using the same format over and over, over again. I understand how you feel. I felt the same way. But what I found was

591

01:27:31.590 --> 01:27:37.710

Stephen Oliver: You hear that over and over and over again. Well, it helps to eliminate that crap that's going on between your ears.

592

01:27:38.610 --> 01:27:51.840

Stephen Oliver: Because all of us have great excuses on why we can't do that, or why we can't do any piece of it. But the reality is there's massive opportunity, but you've got to get rid of the self defeating thinking and elevate your expectations.

593

01:27:52.230 --> 01:28:04.860

GM Jeff Smith: And let, let me give you another example. There are much stronger because in night in that in the early 70s to the late 70s. We were charging it to January organization. Back then $149 a month.

594

01:28:05.370 --> 01:28:14.370

GM Jeff Smith: Well, that was back when you could buy a Corvette for three or $4,000 a brand new Corvette. Now a brand new Corvettes 80 to 100,000

595

01:28:14.820 --> 01:28:33.000

GM Jeff Smith: I mean everybody else has raised their prices over the years on every, every commodity, there is out there and all cars and on I mean everything except I still see martial artists that are charging what they were charging 40 years ago. Well,

596

01:28:33.990 --> 01:28:38.010

GM Jeff Smith: Yeah, to realize rents are higher. Everything else is higher and you cannot

597

01:28:38.070 --> 01:28:42.540

GM Jeff Smith: run a business successfully on 1970 prices.

598

01:28:42.720 --> 01:28:43.530

Stephen Oliver: Well, and

599

01:28:43.680 --> 01:28:46.290

Stephen Oliver: But let's but moving away from pricing for

600

01:28:46.290 --> 01:28:52.590

Greg Moody: Exactly. Yeah, I was gonna say the other thing about prices. Sometimes we're talking to people about their schedule.

601

01:28:53.130 --> 01:29:01.290

Greg Moody: You know it's self defeating thing is, Oh, I can't do this because I have to stay home with my kids and and I can't do it like I have to pay

602

01:29:01.680 --> 01:29:10.230

Greg Moody: I'd have to pay $15 an hour for daycare right $20 an hour for daycare. I can't afford doing that because I can't, that might be something to speak about to

603

01:29:10.440 --> 01:29:22.500

Stephen Oliver: Or, or, or I can't do the marketing because I show up at my school at nine o'clock and I'm busy with busy work all day and I don't have time to do that. Right. I mean, there's all kinds of things. The last thing I want to hit on this.

604

01:29:23.490 --> 01:29:31.320

Stephen Oliver: Is almost everybody that you talk to is not the success that you want to be.

605

01:29:33.360 --> 01:29:40.140

Stephen Oliver: The Tom Hopkins quote that I've used forever is never take advice from somebody more screwed up than you are.

606

01:29:41.430 --> 01:29:55.320

Stephen Oliver: If your parents were top 1% of the income ladder and retired as millionaires. Great. They have some valuable insights on how to grow an income and and and grow wealth.

607

01:29:56.130 --> 01:30:07.260

Stephen Oliver: If they weren't then hearing advice from parents and immediate family about what you should do with your business, especially if they punch the clock nine to five and you're

608

01:30:07.710 --> 01:30:21.300

Stephen Oliver: Now an entrepreneur or business owner is not very useful. The other thing that happens is most of us go to Association events tournaments and we interact with other martial artists.

609

01:30:21.870 --> 01:30:35.700

Stephen Oliver: Most of them are failures, no matter how skilled, they are most of them are our part timers as they run a school, most of the ones that run a school full time aren't making a top 1% income.

610

01:30:36.420 --> 01:30:45.090

Stephen Oliver: Even the ones that are making a good income oftentimes is because their personality and his personality driven. It's not duplicatable

611

01:30:46.200 --> 01:31:02.370

Stephen Oliver: So you've got to be really careful where you get advice, what you listen to how you interpret things. What you want to do is, you know, we give you examples of 510 1520 3040 success stories.

612

01:31:03.510 --> 01:31:19.230

Stephen Oliver: If Amanda can do it in small town Tennessee and Colby can do it in small town, Minnesota. And I can go through the list and if Paul can do it in brick, New Jersey, etc, etc, etc. You can do it where you're at.

613

01:31:20.040 --> 01:31:31.470

Stephen Oliver: But what happens when you get off one of our meetings and you go, interact with your martial arts peers, you have to metaphorically, at least do this and not let them see

614

01:31:32.130 --> 01:31:42.360

Stephen Oliver: Defeat is thinking into your mind. You've got to not look at the other guys in your area, most of whom aren't very successful and say, well, I can't charge more. I can't do more. I can

615

01:31:42.630 --> 01:31:47.670

Stephen Oliver: Do more than they are. Because that's just what happens in our city. You've got to eliminate all that stuff.

616

01:31:48.150 --> 01:32:02.250

Stephen Oliver: The only one to pay attention to our top one percenters who are using duplicatable systems that are replicable in your environment. That's what we're doing all the Time Masters biz master moody. On that note,

617

01:32:02.970 --> 01:32:12.060

Stephen Oliver: I have to be out of here for an appointment. We're a little over our time, but I would like to open it up for questions. If you guys have a couple of minutes to do that. Yeah.

618

01:32:12.510 --> 01:32:19.500

Stephen Oliver: So let's open it up for questions. There's more on this handout that I'm not going to cover today, and some of it is repetitious to

619

01:32:19.890 --> 01:32:30.120

Stephen Oliver: Master it you could stop the screen share. And let's do questions as long as as either one of you gentlemen have some time here. And then I've got to leave to be an appointment across town.

620

01:32:30.600 --> 01:32:39.120

Greg Moody: Well, let's take a couple minutes. Let's say you know I can stay for another 10 minutes for questions for everybody, but I just wanted to add on to what you said Master Oliver, I think this was really valuable. I hope

621

01:32:39.390 --> 01:32:50.910

Greg Moody: I don't know if everybody this is not a normal format for the meeting. And a lot of it was us talking master Oliver talking a lot about which was, I think, super valuable for everybody. Those 10 things are what

622

01:32:52.110 --> 01:33:00.450

Greg Moody: Your maybe a couple of you're doing a few of them pretty well, but they're even if you are doing them pretty well. There are things that you can up

623

01:33:00.840 --> 01:33:04.830

Stephen Oliver: And remind everybody of the quick start meeting before you go.

624

01:33:05.130 --> 01:33:09.810

Greg Moody: Bad winter quick start meeting once the dates and I think you said July when we first started

625

01:33:10.110 --> 01:33:11.520

Stephen Oliver: January. January.

626

01:33:11.580 --> 01:33:14.430

Greg Moody: Worry. What's the day sir, Bob. Yeah.

627

01:33:15.420 --> 01:33:20.730

Bob Dunne: Anyway, 23rd to the 25th, man. On Thursday, the 23rd will be at

628

01:33:22.020 --> 01:33:24.420

Bob Dunne: The school important will be open to come in there.

629

01:33:26.010 --> 01:33:27.510

Stephen Oliver: Are you are you the moderator.

630

01:33:30.060 --> 01:33:30.960

Bob Dunne: Am I got it.

631

01:33:31.260 --> 01:33:31.710

Okay.

632

01:33:33.240 --> 01:33:34.440

Bob Dunne: Thank you. Really good.

633

01:33:35.880 --> 01:33:45.540

GM Jeff Smith: I'd like to remind everybody, to make sure that you come in on Thursday, because on Thursday at five o'clock till about eight o'clock.

634

01:33:46.170 --> 01:33:53.370

GM Jeff Smith: We do a little behind the scenes at the Thornton Mile High Karate even though there's other schools, you can visit

635

01:33:54.240 --> 01:34:07.020

GM Jeff Smith: Myself and master Oliver will be at the store and school with Amanda and Steve Christiansen and their staff and you'll actually get to see them going through intros doing the interaction with the character strikes.

636

01:34:07.860 --> 01:34:17.880

GM Jeff Smith: And all of these systems that we're talking about. You'll be able to see them in action at an actual school and for a lot of our members they tell me that

637

01:34:18.420 --> 01:34:24.990

GM Jeff Smith: Until they actually saw it, they really didn't quite understand how everything fits together. And it's just like

638

01:34:25.320 --> 01:34:38.100

GM Jeff Smith: Everything was a cloud. And when they saw that, then everything kind of cleared up and it gave them a much better sense of direction. So we use that Thursday evening, just to kind of kick things off for everybody so

639

01:34:38.580 --> 01:34:54.810

GM Jeff Smith: You know, we tell everybody video that whole thing while you're there. So you could go back and show it to your staff that didn't make the training so they can see how some of these things that we're talking about work and operate, you'll have an opportunity to talk to me and master.

640

01:34:55.890 --> 01:35:13.140

GM Jeff Smith: Oliver there the whole weekend, of course, but Thursday night at the school, you'll be able to ask questions as they're happening. And I'll even try to break it down for inviting explain steps and procedures and then things will start making that better sense right

641

01:35:13.380 --> 01:35:25.710

Greg Moody: So guys just don't don't try to overthink. A lot of these things. The 10 things on the list just do them. Don't try to like figure out reasons why you can't raise your price reasons why you can't fix your retention.

642

01:35:26.070 --> 01:35:33.180

Greg Moody: Is make that your checklist do them and by next week when we we meet, if you've done a bunch of stuff and made progress. That's, that's step number one.

643

01:35:33.420 --> 01:35:42.660

Greg Moody: The other is just scheduled time to go there. I know you've got some reason why you've got to be in town that weekend, unless it's your own wedding or your own funeral, just go there.

644

01:35:42.960 --> 01:35:53.820

Greg Moody: Okay, so don't don't try to overthink it. Any questions we got because we got about 10 minutes we can stay later. What other questions you guys have. I mean, we covered so much stuff. We want to let you guys talk. What do we got here.

645

01:35:54.420 --> 01:35:55.530

GM Jeff Smith: Just mute yourself.

646

01:35:57.750 --> 01:36:01.080

Greg Moody: Yeah we muted. Everybody for background information or background noise.

647

01:36:02.430 --> 01:36:02.820

Lux adam: I think if

648

01:36:06.570 --> 01:36:11.190

Greg Moody: You don't have to get for real right like it depends on the weather.

649

01:36:14.940 --> 01:36:17.250

GM Jeff Smith: Okay guys, raise your hand or something.

650

01:36:17.910 --> 01:36:22.200

GM Jeff Smith: Just more if we covered everything we're good. Kevin, did you have a question.

651

01:36:23.190 --> 01:36:37.410

Kevin Garcia: Yes, gentlemen, regarding staff pay. Do you guys have suggestions on like the, you know, Chief instructor program managers like salary and then Commission structures or is that somewhere I can find in the quick start a Facebook page.

652

01:36:37.800 --> 01:36:50.220

Greg Moody: We made a lot of comments on the Facebook page about that. It depends a lot on what they're specifically going to do. I mean, are they really truly going to be full time are they going to be, you know, full time mean they don't have another job and they're not just

653

01:36:50.220 --> 01:36:55.500

Greg Moody: Showing up there a chief instructor, but they're showing up at five o'clock teaching some classes and going home.

654

01:36:55.710 --> 01:37:05.760

Greg Moody: There's a level set on one of those checklist that you know you you want to have the right kind of staff for one of those items that we talked about and have the right kind of people in your school. So is it

655

01:37:05.820 --> 01:37:22.200

GM Jeff Smith: A lot of that is depending on what your school it's grossing what you can actually afford to pay them. You know what we usually like to recommend for full time staff is that they have a minimum guarantee with a commission and and you kind of base that minimum guarantee

656

01:37:23.310 --> 01:37:33.900

GM Jeff Smith: And where the Commission starts. You know, I usually say well if we gross to X amount last year, then that's what they're going to need to make

657

01:37:34.410 --> 01:37:42.240

GM Jeff Smith: As a base salary, you know, we'll get a base salary based on that. And then as the school grows, anything that goes above that minimum part

658

01:37:42.570 --> 01:37:55.140

GM Jeff Smith: Then we can give them a percentage of and a typical percentage for an instructor program director is usually five to 10% depending on how long they've been with you and and their seniority.

659

01:37:55.980 --> 01:37:58.800

Greg Moody: If I 10% over that minimum gross. So if you were

660

01:37:58.800 --> 01:38:06.090

Greg Moody: Exactly 25,000 last year 20,000 last year and you're, you know, with us now. So you plan on doing 30,000 then they could make

661

01:38:06.900 --> 01:38:19.140

Greg Moody: Five or 10% of that if their, their full time employee part time employees and make less they make a percentage. You want to keep your overall payroll percentages Grandmaster Smith is talking about your overall payroll percentage about 25%

662

01:38:20.550 --> 01:38:26.100

Greg Moody: So think about that. So if you're roasting 20,000 then you have 5000 to work on payroll.

663

01:38:26.970 --> 01:38:35.820

GM Jeff Smith: And I'll tell you a typical a $20,000 school typical annual depending on your demographic where you are.

664

01:38:36.150 --> 01:38:47.520

GM Jeff Smith: Because some of you have a higher cost of living is is like master Oliver was talking about like a 25,000 a year job plus commission. So if your school was doing 25 and then

665

01:38:48.060 --> 01:38:58.200

GM Jeff Smith: You know that month that did 30 they would have maybe a 250 to 500 bonus on top of their normal 2000 or 2500 a month salary whatever you're paying them.

666

01:38:58.680 --> 01:39:01.350

Greg Moody: Yeah, we don't want to take, we went for other questions, but the other

667

01:39:01.350 --> 01:39:08.640

Greg Moody: Thing is, and you can read some things on the Facebook group. You don't want to, you want to be really careful when you're doing commissions and not getting too complicated.

668

01:39:09.360 --> 01:39:14.940

Greg Moody: If you end up giving them a bonus for testing and a bonus for some enrollments in a bonus for this a bonus for that bonus for this.

669

01:39:15.150 --> 01:39:22.560

Greg Moody: It starts getting so complicated that they don't really know when they're in the moment, what they're doing. The nice thing about giving them a bonus on the gross of the school.

670

01:39:22.860 --> 01:39:33.990

Greg Moody: Is then your every day was we just talked about in the prior conversations. You're just talk a lot about stats every day. My guys know how much they made. They have to count that at the end of the day.

671

01:39:34.350 --> 01:39:44.970

Greg Moody: And they they write it on a sheet of paper and they project. What that means for the end of the month, so they know exactly how much money based on what they made today that's going to mean at the end of the month, so they know

672

01:39:45.420 --> 01:39:55.500

Greg Moody: Like we're the ninth of the month. Now, at the end of today. They're going to know what that's going to equal at the end of the month, and that they could calculate what they're going to make it is very simple.

673

01:39:55.980 --> 01:40:00.570

GM Jeff Smith: And we make sure they know how to do that and that. That way they start becoming more

674

01:40:02.160 --> 01:40:16.470

GM Jeff Smith: You know, less resistant to change because they know you're changing these things to increase the gross school which is going to increase their salary, so I i find that the staff don't reject new things when it could mean that they could make more money.

675

01:40:17.190 --> 01:40:20.640

Greg Moody: Yeah. And so you're measuring your measuring stick becomes the gross.

676

01:40:21.000 --> 01:40:29.760

Greg Moody: And when the measuring stick is the gross then it changes how they look at now you got to be a little careful I have had some employees that went a little too far and now they're trying to you guys.

677

01:40:30.150 --> 01:40:41.100

Greg Moody: I had one guy that I hired. He wasn't one of my people from white belt. I remember one guy that tried to catch everybody out and you know he came from outside. And that wasn't his that wasn't my strategy.

678

01:40:41.430 --> 01:40:53.460

Greg Moody: And so he thought that was the overall goal because cash was the most important thing to him. Well, it is to us too, but we want to do it the right way. So does that make. Does that help you, Kevin.

679

01:40:53.790 --> 01:40:55.200

GM Jeff Smith: Okay, got it.

680

01:40:55.710 --> 01:40:59.730

Greg Moody: What other. What other questions do we have guys got a couple minutes get time for one more.

681

01:40:59.820 --> 01:41:00.600

GM Jeff Smith: Go ahead, Tony.

682

01:41:01.740 --> 01:41:03.210

GM Jeff Smith: unmute yourself there, Tony.

683

01:41:03.300 --> 01:41:05.220

Greg Moody: Tony, you're talking about. We can't hear you but

684

01:41:06.270 --> 01:41:07.320

GM Jeff Smith: You have any of

685

01:41:07.620 --> 01:41:16.980

Tony Lewis: That 25% OVER GROSS for payroll. That's the spread out among all your employees not 24 yeah well

686

01:41:17.040 --> 01:41:25.890

Greg Moody: I will tell you, I haven't, I haven't scenarios like I had a partner, one of my school's a yield 49% or 51%. That's all I've ever done. Because I have control.

687

01:41:26.280 --> 01:41:37.470

Greg Moody: And so my strategy with him was, you have 25% do whatever you want with it. If you want to be the employee, you can, and of course he wanted other health. So he got to divvy that up. But that was an unusual case probably not worth talking about.

688

01:41:37.620 --> 01:41:38.340

Greg Moody: But yes, that's what

689

01:41:38.430 --> 01:41:42.690

GM Jeff Smith: My only thing that I would be careful with that is, I've had it where

690

01:41:43.080 --> 01:41:58.560

GM Jeff Smith: I knew then an instructor was over, you don't because he was getting a bigger percentage. If you didn't hire somebody else but the gross wouldn't going up the way it should be at the head somebody extra in there. So I do try to control that. So the growth is going up.

691

01:41:58.830 --> 01:42:04.470

Tony Lewis: Yeah ago I grabbed director and chief instructor. Basically, what kind of should we get each

692

01:42:04.890 --> 01:42:05.160

Fight.

693

01:42:07.200 --> 01:42:16.140

Greg Moody: Yeah, it depends on what they're doing. So you guys. You guys want really specific examples, but when you're hiring anybody in in our kind of business.

694

01:42:16.740 --> 01:42:24.660

Greg Moody: It's, it's not like there's a job description that we give you and then you end up getting this perfect thing that ends up getting slotted most of the time.

695

01:42:24.990 --> 01:42:30.900

Greg Moody: What if you get somebody that's working, you know, 4050 hours a week. They're, they're a regular, full time employee.

696

01:42:31.260 --> 01:42:42.630

Greg Moody: And they've been with you a while and they're going to be a full time manager, they're fully responsible for the school, they might be getting 10 11% of the gross. They might, but there are not i'm not even working at that school

697

01:42:43.590 --> 01:42:51.540

Greg Moody: So remember, I'm not teaching in my school. I'm not going there. I'm not taking this isn't a situation in that case where I'm where

698

01:42:52.710 --> 01:42:53.400

Greg Moody: I'm getting

699

01:42:55.650 --> 01:42:59.610

Greg Moody: It. I'm on pay myself a salary, then they get 12% of the gross.

700

01:43:00.900 --> 01:43:04.530

GM Jeff Smith: In that case, I'm done. And you guys that are going to be in Colorado.

701

01:43:05.280 --> 01:43:14.490

GM Jeff Smith: Will talk specifically to yours, your situation because, for we kind of know what your gross is and how many staff, you have and then we can give you more accurate.

702

01:43:15.240 --> 01:43:21.390

GM Jeff Smith: Of demographic exactly what you should be paying them or what you could be paying them, if you like, but

703

01:43:21.990 --> 01:43:30.600

GM Jeff Smith: You know when you do the general sometimes it doesn't fit every well we need to know what your gross is their experience. Sometimes you have a senior

704

01:43:30.840 --> 01:43:41.730

GM Jeff Smith: Instructor in the other guys just a new program director. Well, he shouldn't be getting the same. And so there's all those kinds of variables that will talk to you directly if you if you need some help with that.

705

01:43:41.910 --> 01:43:42.720

Yes, yes.

706

01:43:44.070 --> 01:43:45.120

Tony Lewis: I got young

707

01:43:45.360 --> 01:43:49.560

Tony Lewis: You know, I got young part time stuff. I gotta develop and or hard

708

01:43:49.590 --> 01:43:51.990

GM Jeff Smith: Yeah, we'll show you how to do that. That's an easy fix.

709

01:43:52.290 --> 01:43:55.980

Greg Moody: Okay, yeah. And the general guideline is 25% of your gross.

710

01:43:57.060 --> 01:44:01.020

Greg Moody: To payroll that's that's the general guideline. So you've got to try to fit it into that.

711

01:44:01.500 --> 01:44:10.470

GM Jeff Smith: We can calculate it exactly when you come out, just bring your stats. When you come out so we know, you know, what's your school average last month, or what's an average monthly growth so

712

01:44:10.740 --> 01:44:14.340

GM Jeff Smith: That gives us a little more accuracy. Okay.

713

01:44:14.670 --> 01:44:16.500

Greg Moody: So Delfino, you had a question.

714

01:44:17.310 --> 01:44:26.790

Delfino: Yes, I'm getting ready to implement the books, how do you implement that with your current students without for much resistance from the parents.

715

01:44:27.570 --> 01:44:32.520

Greg Moody: Well, there's no resistance. You just see a lot of things that we want to implement you

716

01:44:34.110 --> 01:44:36.690

Greg Moody: You make a big deal out of something. It's a big deal.

717

01:44:38.040 --> 01:44:43.260

Greg Moody: If I go to him today and say, here's a book. Do this, they'll just do it.

718

01:44:45.030 --> 01:44:55.080

Greg Moody: If you go, you know, we're going to do this new thing. And it's going to be this, and I know you might be thinking that it takes a lot of work and it's good that it's going to be a big damn deal. Okay.

719

01:44:56.010 --> 01:44:58.680

GM Jeff Smith: So you don't tell them that it's part of the

720

01:44:59.220 --> 01:45:01.080

GM Jeff Smith: Curriculum because when you start

721

01:45:02.160 --> 01:45:11.160

GM Jeff Smith: Forcing them to do stuff you get some pushback. But if you give them the book and say we're going to be covering this in class in our mat chats.

722

01:45:11.430 --> 01:45:17.280

GM Jeff Smith: Because our purpose for training in here is not just the physical, but we also want to affect the

723

01:45:17.610 --> 01:45:25.140

GM Jeff Smith: Mental side that you know the the other aspects of the martial arts. So then in my math chats. I'm talking about in chapter one.

724

01:45:25.470 --> 01:45:41.910

GM Jeff Smith: And then the next time next week, I go to chapter two and then just take a chapter each week, or sometimes the books are longer or shorter. So you can might do two chapters one in one week and then they'll start looking at those things after you set them even

725

01:45:43.320 --> 01:45:51.390

Greg Moody: Yeah, so, but anything implement. So the more general rule for all you guys when you're implementing stuff we got that checklist to 10 things, just do it.

726

01:45:52.020 --> 01:46:03.510

Greg Moody: And what what ends up happening is we worry about people complaining. Right. That's the worry somebody's going to push back. Well, the reality of it is, it's usually one or 2% of people push back.

727

01:46:05.190 --> 01:46:11.190

Greg Moody: So what what what's going to happen if you make a big deal out of it. It's 10% or 20% of people push back.

728

01:46:11.670 --> 01:46:12.090

Greg Moody: And then you're

729

01:46:12.210 --> 01:46:22.710

Greg Moody: Stressed out from the beginning. So just do it. And when one or 2% people push back, you just explain it to them and say, yeah, that's the rule. And when you say it's the rule. And that's what we're going to do. It's not a big deal.

730

01:46:22.950 --> 01:46:31.200

Greg Moody: And then you you're all excited and happy about it. So change your attitude. It's that number 10 number 10 is the most important one, guys. It's your mindset about it.

731

01:46:31.530 --> 01:46:39.030

Greg Moody: It really is it'll change your life if you just decide. Look, you're a professional Martial Arts Instructor You know what you're doing, whether you really do or not.

732

01:46:39.870 --> 01:46:50.130

GM Jeff Smith: And utilize that Facebook page by by posting. If you have a question on implementation or something like that. There's going to be at least

733

01:46:50.640 --> 01:46:56.700

GM Jeff Smith: 10 other posts that people had in there that told you what they did and maybe some videos or are

734

01:46:57.090 --> 01:47:05.700

GM Jeff Smith: printed material about it or some question and answer and response. So it gives you a lot of feedback when you learn how to use that Facebook page and our

735

01:47:06.030 --> 01:47:14.370

GM Jeff Smith: Our Member Quick Start Program was all that information in there too. But that's why we like the line meetings is we can

736

01:47:14.940 --> 01:47:28.680

GM Jeff Smith: Talk directly with everybody, so bring all your questions and any of that kind of stuff. When you come out to Colorado, so we can make sure that we empower you enough when you're out there that you'll be able to go back and get anything going

737

01:47:30.450 --> 01:47:36.840

Greg Moody: Okay, so probably time for one more question. Anybody else got any other things that are burning because we're quite a bit over today.

738

01:47:41.520 --> 01:47:42.060

Greg Moody: Okay.

739

01:47:42.150 --> 01:47:43.410

GM Jeff Smith: Well okay did a good job.

740

01:47:43.560 --> 01:47:49.860

Greg Moody: Gateway Jacob had a question. Jacob instead of just raise your hand, because we can't always see it in the group on just just

741

01:47:49.890 --> 01:47:53.700

Greg Moody: unmute and start talking. Yeah, don't know rate. It's not a raise hand thing because we can't

742

01:47:53.700 --> 01:47:54.450

Greg Moody: Always see everybody

743

01:47:54.750 --> 01:48:03.000

Jacob Roell: Okay, so my question was just about live events, excuse me, I've heard people mentioned that there's a script that

744

01:48:03.600 --> 01:48:06.720

Jacob Roell: Trained on for those live events and I haven't been able to find that

745

01:48:07.050 --> 01:48:11.130

Greg Moody: Bob, can you show me maybe Bob's busy there, it's on the member site, you know,

746

01:48:11.670 --> 01:48:24.480

Greg Moody: Start part of the member site, Bob, can I don't know if Bob, I know you were busy doing something there, but it's on the quick start for the member site. It's also in the Facebook group. If you look at movie promotion or movie procedures.

747

01:48:25.650 --> 01:48:28.170

Greg Moody: Event and movie procedures, you can find it in the Facebook group.

748

01:48:28.170 --> 01:48:31.230

GM Jeff Smith: Yeah, there's a whole script and. And remember, Jacob.

749

01:48:32.370 --> 01:48:38.490

GM Jeff Smith: We'd like you to try to search for it. But, you know, don't kill yourself searching that it's taking you longer you know too long.

750

01:48:39.060 --> 01:48:46.770

GM Jeff Smith: And you still can't find it, then just repost. The question and then we'll attach another will attach another post to that or will

751

01:48:47.160 --> 01:48:55.110

GM Jeff Smith: reprint something there are give you an attachment that you can find something, but we do like you to try to look for it first. And just because

752

01:48:55.350 --> 01:49:10.920

GM Jeff Smith: You're able to get immediate results when you can do that. Whereas when you posted it will sometimes take a day or two to get all the answers you want, but feel free to do that if you don't get your answer. Bob, can you pull that up real quick on the movie script on the quick start

753

01:49:12.210 --> 01:49:18.930

Greg Moody: It's in the member site, Jacob. And if we can't find that pretty quick will other real

754

01:49:19.380 --> 01:49:19.920

GM Jeff Smith: There it is.

755

01:49:21.000 --> 01:49:22.650

Bob Dunne: Live Event promotions, Jacob.

756

01:49:23.550 --> 01:49:24.660

Jacob Roell: Oh, I see it. Okay.

757

01:49:24.960 --> 01:49:30.900

Bob Dunne: Yeah, I remember we did on that. I know we cover so much when we go over these things. But absolutely, it's right here.

758

01:49:31.350 --> 01:49:38.910

Bob Dunne: And also, for example, today's meeting was a really powerful meeting. I mean, the mindset is the number one thing that typically

759

01:49:39.300 --> 01:49:49.500

Bob Dunne: Is the barriers with our new members. I've been doing this for a long time now, and it's once I get past that, that they start making these big leaps and bounds, but

760

01:49:50.370 --> 01:49:57.720

Bob Dunne: I. The reason I bring up this meeting, being a very powerful meeting any of the meetings that we have, if you go back to the homepage.

761

01:49:58.320 --> 01:50:10.380

Bob Dunne: I don't know if you recall, but we do have them all recorded so you can go back and you can watch the replay on that meeting. If you didn't miss something that to take notes down on something as well. Matthew

762

01:50:10.410 --> 01:50:11.610

GM Jeff Smith: Weiner's arrow is

763

01:50:12.360 --> 01:50:19.290

Bob Dunne: Where my mouse is through meeting replace master moody and also which screen shared in a battle, the annual market.

764

01:50:20.310 --> 01:50:28.620

Bob Dunne: Annual marketing plan that's right here. He had referenced the Facebook. I like you guys to utilize the member site.

765

01:50:29.100 --> 01:50:40.710

Bob Dunne: More so just to get familiar with it. And if there's something on there that we don't have that you're looking for, please let me know I can always ask our webmaster to kind of update and help you guys the annual marketing plan is right there.

766

01:50:41.820 --> 01:50:47.340

GM Jeff Smith: Just go through and click on all those things yourself to find out where they are, because sometimes the name is that

767

01:50:47.670 --> 01:50:57.540

GM Jeff Smith: What you actually thought it was. And sometimes you're looking for something and you're looking under the wrong name. So just kind of familiarize yourself with that whole quick start up procedure.

768

01:50:57.990 --> 01:50:59.670

GM Jeff Smith: And it will help you along.

769

01:50:59.970 --> 01:51:09.180

Bob Dunne: The marketing checklist was another thing that he had brought up that is also right there, Master Smith was talking about the hard copy attendance cards in this meeting today.

770

01:51:09.540 --> 01:51:16.860

Bob Dunne: Those are right there as well. They are editable. So you can print those off and stop hard or whatever you wish to do with well

771

01:51:17.790 --> 01:51:30.570

Bob Dunne: Again, I need you guys, I've got about an inch guys to RSVP me text me a who's going to live event, the end of this month. So that's going to be 23rd through the 25th.

772

01:51:31.080 --> 01:51:45.390

Bob Dunne: And if you can text me directly that you're going you know how many people you bring in obviously all of our live events are open for you guys and you can bring staff. We encourage you bring staff. We just need a good headcount so we have enough seats.

773

01:51:45.840 --> 01:51:48.060

Greg Moody: Yeah, let's make sure you guys go to that. And with that, let's

774

01:51:48.060 --> 01:51:50.070

Greg Moody: Wrap up because we're about a half hour over

775

01:51:51.270 --> 01:51:58.980

Greg Moody: Was important meeting to start the year with and make time to go to the live meetings, both the one next ones that are coming up and will be excited about having you there and

776

01:51:59.070 --> 01:52:00.270

GM Jeff Smith: Having a good start to the year

777

01:52:00.270 --> 01:52:03.840

GM Jeff Smith: Okay. Okay. Thank you. Thanks faster done. Thanks, guys.

