Replay: Leadership and Mastery Level 1 - Video Meeting, January 28, 2020

1

00:00:02.280 --> 00:00:02.820

Scott: I get

2

00:00:03.000 --> 00:00:06.540

Scott: Get 63,000 come out how much you charge it sounds like. Good. All right.

3

00:00:07.140 --> 00:00:08.519

Greg Moody: Yes, a good ROI.

4

00:00:09.240 --> 00:00:20.400

Greg Moody: I we, uh, we did a we did a big day. Well, you know, when I come out. I want to make sure you you make a lot of money at the seminar. But I think the, I think the, the value is the that the training.

5

00:00:21.360 --> 00:00:31.920

Greg Moody: The training isn't tense to do the work at the seminar so that all the guys have to learn how to do renewals and and we didn't really do any new members that day. Sometimes we do

6

00:00:32.250 --> 00:00:38.160

Greg Moody: But renewals and Paden holes and because you're having to be really intense to do it at the seminar.

7

00:00:38.460 --> 00:00:48.780

Greg Moody: Then when when I leave really that training persists and it lasts. And you can you can do really good at renewals for a lot of times people that you don't you don't normally get trained up

8

00:00:48.990 --> 00:00:59.010

Greg Moody: So he had three people that I think Matt told me if I'm wrong, but those guys really had to Duke done that many renewals like to the degree that we had done on the seminar and now they should

9

00:00:59.370 --> 00:01:03.630

Greg Moody: Be confident they should be pretty confident, being able to do it afterwards. Right.

10

00:01:05.190 --> 00:01:10.140

C. Matthew White: Absolutely, before you came in town. I was the only one who's done renewals

11

00:01:11.550 --> 00:01:19.680

Greg Moody: Yeah. Now, now, they should have a lot of confidence because because you know when you only do renewals one of the time that you do a couple of week or you do one a week and then you're doing the rest of them.

12

00:01:20.280 --> 00:01:34.920

Greg Moody: You might have a yes or you might have a no. But you don't get as many repetitions in a seminar like this when you having to do like I don't know 10 every session or even if you got a couple nose or you got half of them to say no. The yeses make up for it it's it's a lot more

13

00:01:35.730 --> 00:01:39.150

Greg Moody: It's easy to it's easy to get over the nose when you're getting some yeses.

14

00:01:39.840 --> 00:01:40.680

Greg Moody: But it's hard to get over

15

00:01:41.310 --> 00:01:42.060

Greg Moody: At once a week.

16

00:01:43.320 --> 00:01:48.720

C. Matthew White: I mean, one of my guys. He sat down with 12 people and in renewed 12 people

17

00:01:49.770 --> 00:01:50.220

Greg Moody: Yeah.

18

00:01:50.280 --> 00:01:53.370

C. Matthew White: So that's pretty good success, you know,

19

00:01:53.670 --> 00:01:54.240

And then

20

00:01:55.500 --> 00:02:02.160

C. Matthew White: One other guy sat down with five and renewed for so but also turn several those into family memberships.

21

00:02:03.240 --> 00:02:05.370

Greg Moody: So that's remember. So that's, that's awesome.

22

00:02:06.060 --> 00:02:06.450

Greg Moody: Yeah.

23

00:02:06.600 --> 00:02:10.260

Greg Moody: I mean 62,000 is nice, but I think the training the training.

24

00:02:10.320 --> 00:02:11.490

Greg Moody: Is really what should get you to

25

00:02:11.760 --> 00:02:25.560

Greg Moody: You know, our goal would be that next year. If we come back and do that next year, maybe we do maybe we do that much, but maybe you've already consistently doing an update and falls, that that's happening more frequently and that the training is really the value in the in coming out there.

26

00:02:25.740 --> 00:02:44.670

Bob Dunne: Yeah. And let me welcome Kevin Kevin Garcia. Hey, Kevin. Good to see you, buddy. What happened to the leadership program and what they're talking about. Is Matt has just done a renewal play something cool and dad focused on moving a bunch of their basic numbers up and I said 63,000

27

00:02:46.920 --> 00:02:57.000

Bob Dunne: Yeah, so that's the value in that renewal and you'll learn more about it here. Welcome master Oliver we're recording. We were just talking about matzoh great weekend.

28

00:02:58.170 --> 00:03:01.530

Stephen Oliver: Fantastic. Sounds like you guys do some big numbers.

29

00:03:04.230 --> 00:03:04.650

Yes, our

30

00:03:06.600 --> 00:03:19.530

Greg Moody: Plus the staff was really great. Everybody was awesome. You can tell you tell I mean one. One thing that that makes the difference is that the classes are being taught. Well, and when I when I taught there. I could tell that the students are really good and and there's no there's no

31

00:03:20.580 --> 00:03:27.690

Greg Moody: There's no replacement for doing a good job on the floor and everything else happened well so mass do a great job of that too. Excellent, excellent.

32

00:03:28.410 --> 00:03:35.790

Stephen Oliver: And what were what were the final numbers again I apologize if I missed them. But how many renewals how much cash, how much

33

00:03:35.820 --> 00:03:36.360

Contract

34

00:03:38.280 --> 00:03:38.970

Greg Moody: Back. Go ahead.

35

00:03:40.170 --> 00:03:43.260

C. Matthew White: So we did 27 renewals

36

00:03:45.270 --> 00:03:50.010

C. Matthew White: Which also included five new members. Yeah.

37

00:03:50.400 --> 00:03:52.920

C. Matthew White: Because we turned individuals into families.

38

00:03:54.000 --> 00:04:04.350

C. Matthew White: We did 60 just under 63,000 in cash. Wow. And as far as contract. I DON'T WE HAVEN'T FINISHED totaling all that up. We have a lot to get through this week.

39

00:04:04.980 --> 00:04:05.730

Greg Moody: Mercer County.

40

00:04:05.850 --> 00:04:15.240

C. Matthew White: Nice, but I still have a couple other payment fools that may come in this week. So we may close this another 20 to 40,000 in cash, this week.

41

00:04:16.440 --> 00:04:19.530

Stephen Oliver: Well, an extra hundred thousand is a nice way to finish the month in it.

42

00:04:21.030 --> 00:04:21.840

C. Matthew White: Absolutely.

43

00:04:22.020 --> 00:04:25.440

Stephen Oliver: Yeah, love it I love it so

44

00:04:26.790 --> 00:04:28.980

Stephen Oliver: So basically 60,000 in a weekend.

45

00:04:30.900 --> 00:04:32.490

C. Matthew White: In about six hours.

46

00:04:32.790 --> 00:04:35.130

Stephen Oliver: Six hours. Oh, I stand corrected.

47

00:04:35.910 --> 00:04:36.240

Stephen Oliver: Yeah.

48

00:04:36.360 --> 00:04:42.780

Greg Moody: One day we did three seminars that's kids teens kids and little kids.

49

00:04:43.290 --> 00:04:46.290

Greg Moody: elementary kids and adults and free seminars. That's it.

50

00:04:47.130 --> 00:04:53.100

C. Matthew White: You know, everybody asked what was the seminar. How is this seminar, I said I have absolutely no idea. I was too busy.

51

00:04:53.730 --> 00:04:54.270

C. Matthew White: So,

52

00:04:54.360 --> 00:04:55.920

Stephen Oliver: And the other pairs.

53

00:04:59.130 --> 00:05:04.440

Greg Moody: Yeah, my job. My job at the seminar was just it pitch pitch balls out to the guys and let them, let them hit him.

54

00:05:04.890 --> 00:05:10.890

Stephen Oliver: Exactly, exactly. Apparently was good and 20

55

00:05:11.100 --> 00:05:14.700

C. Matthew White: The say 2627 27 yes or

56

00:05:14.760 --> 00:05:18.750

Stephen Oliver: By seven that that's the only validation it

57

00:05:22.410 --> 00:05:23.520

Stephen Oliver: So it works for me.

58

00:05:23.700 --> 00:05:24.240

Laura Sanborn: More. Sure.

59

00:05:24.990 --> 00:05:26.490

Greg Moody: I was saying is, as I mean I think the

60

00:05:26.490 --> 00:05:27.330

Greg Moody: real value.

61

00:05:27.360 --> 00:05:28.020

Laura Sanborn: When I

62

00:05:28.140 --> 00:05:29.370

Greg Moody: Like you one of these is really

63

00:05:29.370 --> 00:05:30.420

Greg Moody: Though the long

64

00:05:30.450 --> 00:05:31.470

Laura Sanborn: Term training because we

65

00:05:31.470 --> 00:05:33.210

Laura Sanborn: Get training, the day before. So

66

00:05:33.510 --> 00:05:35.130

Greg Moody: Three out of the reform that

67

00:05:35.160 --> 00:05:40.170

Greg Moody: We're doing sales and other than math, the guys didn't usually do sales, but it's other three guys

68

00:05:40.200 --> 00:05:41.490

Greg Moody: Were doing sales. The next

69

00:05:41.490 --> 00:05:41.850

Scott: Day.

70

00:05:42.210 --> 00:05:48.030

Greg Moody: So really it validates training makes a big difference. And that it doesn't take a lot of work to really get

71

00:05:48.030 --> 00:05:58.530

Greg Moody: People doing sales properly if you if you train them and then the next day they were you know they went did it. So now these guys should feel enough confidence that they can do do sales and sometimes we

72

00:05:58.860 --> 00:06:03.600

Greg Moody: We try to just do the sales only ourselves because we're the only one that we think could do it.

73

00:06:04.110 --> 00:06:12.750

Greg Moody: But that limits us from the ability. I mean if if Matt was the only one that could do sales that day, we would have dramatically, we would have dramatically worse day

74

00:06:13.110 --> 00:06:14.160

Stephen Oliver: Yeah, and

75

00:06:15.000 --> 00:06:20.070

Stephen Oliver: SCOTT, GOOD TO SEE YOU ON HERE. I hear you're having a pretty good January on renewals as well.

76

00:06:20.640 --> 00:06:29.430

Scott: Yeah, yeah. Thank you for acknowledging me here. I had a question about staffing that something you said wants that I it's always been. It was like, I don't know.

77

00:06:30.570 --> 00:06:36.480

Stephen Oliver: The whole. The question for half second. So, tell them what your January looks like so far as we're getting ready to finish it.

78

00:06:36.540 --> 00:06:49.770

Scott: Oh. So with that, yeah, we've done my first renewal Blitz and put it off for a long time, finally pulled the trigger on it. And I think we've renewed almost 60 people so far. We still got some have had a meeting this morning so still some out there so

79

00:06:51.420 --> 00:07:00.030

Scott: I haven't done any paid and falls on it yet. Just because I haven't pulled the trigger on that but you know contractual value have done over a million dollars this month. Cool, cool.

80

00:07:00.330 --> 00:07:05.160

Stephen Oliver: So over a million dollars renewals this month. How many, how many total Reno's

81

00:07:06.030 --> 00:07:07.950

Scott: A approaching 60 right now.

82

00:07:08.280 --> 00:07:11.850

Stephen Oliver: Okay, okay. It's not not a, not a bad month either

83

00:07:13.980 --> 00:07:20.610

Stephen Oliver: We can we can get you to ask a few of them to give you some money. In addition to that, and really be hitting some big numbers.

84

00:07:20.700 --> 00:07:20.850

Scott: Well,

85

00:07:21.270 --> 00:07:26.160

Greg Moody: You should be listening to Matt because man hasn't been asking for paid unfolds and look what happened. Saturday.

86

00:07:26.640 --> 00:07:26.970

You know,

87

00:07:28.350 --> 00:07:30.510

Greg Moody: Each other on those things, you know,

88

00:07:31.320 --> 00:07:32.610

Scott: I love it. Yeah.

89

00:07:33.210 --> 00:07:43.380

Stephen Oliver: The there was there was an ongoing humorous conversation that was always happening among the ESC guys and every meeting, I would have somebody

90

00:07:43.920 --> 00:08:00.600

Stephen Oliver: One of the board of directors come up, say, How on earth do you get somebody to write you a check for 1015 $20,000 and Keith after was usually standing beside me and he always go, ooh, I know what you're gonna say, can I say, can I say it. Sure, Keith, and he say you have to ask

91

00:08:03.900 --> 00:08:05.460

Stephen Oliver: Very difficult but

92

00:08:05.760 --> 00:08:12.840

Stephen Oliver: Good work on that to Scott, but good good and ask your staffing question. And by the way, the answer to the text from earlier today is fire via

93

00:08:13.860 --> 00:08:14.610

Stephen Oliver: The staff member

94

00:08:15.120 --> 00:08:22.020

Scott: Oh, thank you for that. Okay, so that that prompted the question, but this this something you said regarding that. I don't know. It's been a year and a half ago.

95

00:08:23.040 --> 00:08:29.640

Scott: It's, I don't know what it's like for the Karate side of things, but from the jujitsu side it is very difficult.

96

00:08:30.030 --> 00:08:34.350

Scott: When hiring staff and people, and I haven't been able to grow my own yet but hiring people from the outside.

97

00:08:34.980 --> 00:08:47.160

Scott: To find people that have any kind of experience. A and B have a decent personnel, it's, it's almost and then they. A lot of times they'll come with all this martial arts political baggage and you know what that's like so.

98

00:08:48.030 --> 00:08:59.280

Scott: Help me out here. You said something about hiring people off the street and training them to teach basic classes or something, but I don't remember all the details. So maybe you could help me out with that.

99

00:09:00.270 --> 00:09:12.150

Stephen Oliver: Well, yeah, let's let's expand on a little bit, it is extremely difficult to ever hire somebody who has external martial arts training.

100

00:09:12.870 --> 00:09:22.470

Stephen Oliver: And put them into an AR or environment and make them work properly. That doesn't doesn't mean you can't do it. Um, but the way I like to think of. It's got and you just

101

00:09:23.340 --> 00:09:30.420

Stephen Oliver: You say you don't know how it is on the Karate side is exactly the same as it is on the BJ J site, they're every bit is as screwed up.

102

00:09:30.450 --> 00:09:31.980

Stephen Oliver: And separate ways, and

103

00:09:31.980 --> 00:09:42.330

Stephen Oliver: Convince the very thing you're doing is selling out and and that is not about the money they're every bit is convinced with all that up horseshit as as anybody else. Right.

104

00:09:43.680 --> 00:09:44.040

Stephen Oliver: The

105

00:09:45.210 --> 00:09:56.610

Stephen Oliver: The main thing I think and what you're asking about is, and we just spent on the on the Thursday morning meeting last week and the week before going over this.

106

00:09:57.270 --> 00:10:07.320

Stephen Oliver: So one of the things you might do is have Bob pulling up the recordings Bob of last week in the week before and I posted in the Facebook group a complete

107

00:10:08.520 --> 00:10:09.480

Stephen Oliver: Training agenda.

108

00:10:10.980 --> 00:10:13.560

Stephen Oliver: But what what you're what you're talking about is

109

00:10:14.910 --> 00:10:27.270

Stephen Oliver: First highest best way is to develop all your staff from within. Right, you develop the assistant is structured training program, you know, preceded by intense leadership program.

110

00:10:27.690 --> 00:10:35.400

Stephen Oliver: And then followed by turning them into many times into part timers and full timers. You know the problem that some of us have is

111

00:10:35.730 --> 00:10:52.350

Stephen Oliver: You know the sweet spot for that is kind of the 16 to 2324 year old crowd. And oftentimes, you just don't have anybody who's advanced enough in that in that rank level and perhaps even very many in that age group, but this is that is that a fair statement.

112

00:10:52.740 --> 00:10:56.460

Scott: That that's exactly where we're at now we've got a going just little young. Yeah.

113

00:10:57.990 --> 00:11:01.050

Stephen Oliver: So, so what you're referring to, and and the

114

00:11:02.460 --> 00:11:11.310

Stephen Oliver: The complete outline in spreadsheet form, like I said, is in the Facebook group as a I think it's comprehensive staff trainings.

115

00:11:12.150 --> 00:11:19.500

Stephen Oliver: Agenda or something like that. I can, I can do it and help you find it if you find it immediately, but it's only posted about two weeks ago.

116

00:11:20.070 --> 00:11:32.700

Stephen Oliver: But what what you're talking about is for years. I was periodically running a training schedule where we would bring people in from the outside. Some of the war. In fact, somebody else's black belt or somebody else's

117

00:11:33.240 --> 00:11:47.640

Stephen Oliver: Student now they they they weren't never the guy from across the street and I'm trying to bring an active person. What I mean by that is, they had trained in college, they had trained previously, something like that. Right.

118

00:11:48.810 --> 00:11:52.710

Stephen Oliver: If they're active with somebody else. I don't want somebody else's disloyal staff.

119

00:11:56.640 --> 00:11:59.280

Stephen Oliver: I love. I don't know what that was but will

120

00:12:00.690 --> 00:12:02.340

Stephen Oliver: You mute the background noise there about

121

00:12:03.570 --> 00:12:12.960

Stephen Oliver: But what you're talking about. In short, is bringing them in and putting them through a six day week intensive training program that was heavily laden on the

122

00:12:12.960 --> 00:12:14.280

Stephen Oliver: Physical but also

123

00:12:14.580 --> 00:12:28.770

Stephen Oliver: Teaching them all the processes that we want them to learn on the way. And so to give you an example. It might start at 9am to 9pm includes or 10pm go include Saturdays, they would

124

00:12:29.760 --> 00:12:37.950

Stephen Oliver: You know, in taekwondo terms, I could have them in six to eight weeks where they knew all of our curriculum up to brown belt.

125

00:12:38.250 --> 00:12:44.700

Stephen Oliver: And looked like a halfway decent or new all of our curriculum up to brown belt, your, your, your equivalent of what purple belt.

126

00:12:45.030 --> 00:12:59.610

Stephen Oliver: And would look like a halfway decent brown though right probably your equivalent of a green belt so I could I could, in a very short order. Get them where they physically look pretty good and mentally knew all the curriculum up to that point.

127

00:13:00.720 --> 00:13:07.860

Stephen Oliver: But what I also was able to do is train them on. Here's the techniques and here's how to teach them rather than

128

00:13:08.370 --> 00:13:15.870

Stephen Oliver: You know, oftentimes, you have a, let's say, a black belt students, but by the time they get there. They don't really understand the instructor perspective, unless you've been

129

00:13:16.140 --> 00:13:19.890

Stephen Oliver: Really good at doing a good job of leadership training and instruction development.

130

00:13:20.580 --> 00:13:34.770

Stephen Oliver: But this was the minute they were learning that technique. They were also learning how to teach it. So at every step along the way they were learning the material from the standpoint of a student and and as a teacher, not just as do. Does that make sense so far, Scott.

131

00:13:34.980 --> 00:13:36.660

Scott: It makes a ton of sense whatsoever.

132

00:13:37.470 --> 00:13:46.050

Stephen Oliver: And so what I was always doing is force feeding all of our all of our character material. So like in the first week they would have to pass the written test on

133

00:13:46.350 --> 00:13:53.490

Stephen Oliver: Psychology when eating what to say when you talk to yourself. And so we'd be do one or two books a week then upon how difficult the book was

134

00:13:54.210 --> 00:14:05.430

Stephen Oliver: Early on I spent more time on character development goals orientation and massive physical training and then as they get further through the program, assuming they survive to that point.

135

00:14:05.790 --> 00:14:12.210

Stephen Oliver: Is we will start doing basic business train. If a call first intro second intro Roma conference, etc. Right.

136

00:14:12.750 --> 00:14:19.500

Stephen Oliver: And and these are people for me. I usually turn them into a program director right away and then within another

137

00:14:20.490 --> 00:14:26.700

Stephen Oliver: Six months to 12 months I could have them be ready for first degree black belt, and then I could turn them into an instructor

138

00:14:27.150 --> 00:14:35.340

Stephen Oliver: Now, the, the, the thing to recognize in all this stuff is, you know, even after the six weeks. They were fine for teaching

139

00:14:36.240 --> 00:14:45.810

Stephen Oliver: First intro second intro beginner class, really, they were fine for teaching everybody in the first year. And as we all know, I mean, you, you know, no matter how

140

00:14:46.140 --> 00:14:59.160

Stephen Oliver: Good your student retention is, you still have a bulk anywhere from 25% to 60% of your students are always those first year students, not the ones their third year fourth or fifth year that. Does that help a little bit, Scott.

141

00:14:59.280 --> 00:15:05.220

Scott: It helps tremendously I so appreciate you telling me that I just, I'm tired of having my hands tied on who I can

142

00:15:05.820 --> 00:15:19.920

Scott: Who I least thought I could select to do this, and you've got this mile high karate instructor boot camp. That sounds like, Yeah, you know, to get someone up and going pretty quickly. I think we can replicate that here I

143

00:15:21.090 --> 00:15:23.280

Scott: It's very liberating for me to know that I can do this.

144

00:15:23.550 --> 00:15:38.190

Stephen Oliver: Oh, absolutely. And the main thing is just recognize, you know, in your case, all of the Brazilian Jiu Jitsu guys are all going to think you're a COMPLETE SELLOUT. The fact that you're making a good income. They're already there. So you got to not worry about what they think. Right.

145

00:15:39.780 --> 00:15:43.230

Stephen Oliver: The. The other thing is on it is we never

146

00:15:44.250 --> 00:15:53.130

Stephen Oliver: You know, one never gave anybody a black belt who didn't look as good as any of our other black belts. In other words, it wasn't like we were just putting a rank on them for

147

00:15:54.060 --> 00:16:05.280

Stephen Oliver: For staff purposes. Number two is if it's important, why I developed the the testing the exam process where it's a consensus, rather than it's dictated

148

00:16:05.610 --> 00:16:13.980

Stephen Oliver: And what I mean by that is all of the other black belts were accepting of unhappy with and and confident in

149

00:16:14.490 --> 00:16:23.700

Stephen Oliver: Promoting these people right so they not. And in fact, the more often, the compliment the comment was, is I'm so glad I didn't have to do the stuff that he did

150

00:16:24.360 --> 00:16:29.220

Stephen Oliver: Right. Not, oh, this guy, you know, God is black. What way faster than I did. Right.

151

00:16:29.610 --> 00:16:42.960

Stephen Oliver: Good. And we're always making the requirement, much more difficult, making the exam process much more difficult, making the expectations, much more difficult with the explanation that they're going to be staff. They've gotta you know be at a higher level, everybody else. Okay.

152

00:16:44.250 --> 00:16:45.810

Greg Moody: If I could speak on that already.

153

00:16:46.440 --> 00:16:56.460

Greg Moody: Pre that when we bring in somebody from outside. We're bringing somebody without rank and then we train them up that there's going to be all this objection stuff. And there's another caveat to that.

154

00:16:56.850 --> 00:17:01.680

Greg Moody: You know, if you have somebody in your instructor program, they've been in there a long time and you bring somebody up and

155

00:17:02.220 --> 00:17:12.990

Greg Moody: They move up quicker because you need them and you bring them up that there's going to be some sort of objection something in you know what I hardly I mean in thousands of instructors.

156

00:17:13.500 --> 00:17:23.430

Greg Moody: Kind of big sample size it's rarely then anything that it's just not been a factor people mostly pay attention to themselves and they want about

157

00:17:24.600 --> 00:17:24.750

Greg Moody: The

158

00:17:25.260 --> 00:17:27.990

Greg Moody: Craft, the wine about not that stuff. Um,

159

00:17:28.740 --> 00:17:37.320

Stephen Oliver: You know, and even within that context. There's a lot of things that you can do to keep it from from having questions like that, for instance, we didn't

160

00:17:37.650 --> 00:17:43.440

Stephen Oliver: I was moving them through the curriculum, but I never had them wear a belt until it was a brown belt.

161

00:17:44.040 --> 00:17:54.660

Stephen Oliver: Right, so I didn't have students see I'm in a white belt one day and then I go about the next day that orange belt. The next week. I never had them see that kind of stuff. And with the

162

00:17:55.230 --> 00:18:10.080

Stephen Oliver: black belts, a senior black belts. I was always bringing them in and making them a part of the developmental process so that they took ownership and I'm like, you know, I not only did I not want them to be pushing back against these people. I wanted them to take ownership through the process.

163

00:18:13.440 --> 00:18:26.520

Stephen Oliver: And against God. When you look at those people. I've had really good staff members who are like the older brother have a have a nine year old and who, like, like, in one case, God, he, he had had

164

00:18:26.670 --> 00:18:34.560

Stephen Oliver: Previous martial arts training before the ones that you bring in that have had previous martial arts training. I prefer the guy that's

165

00:18:35.130 --> 00:18:42.000

Stephen Oliver: You know 28 years old and they, you know, took some took lessons in college and they have fond memories of it.

166

00:18:42.270 --> 00:18:50.640

Stephen Oliver: I don't like the ones who come in and they're already teaching somewhere and they try to tell me what they're going to do and how it's going to be done and all that stuff. They're pretty worthless.

167

00:18:51.270 --> 00:18:57.750

Stephen Oliver: But if you do ever bring in somebody who has previous experience to me not rule number one is you strip them of all rank.

168

00:18:58.770 --> 00:19:10.380

Stephen Oliver: And you make them go back off from from zero and make them re qualify and retest on everything. Doing it perfectly, and you give them zero difference for their for their experience and background.

169

00:19:12.150 --> 00:19:17.160

Stephen Oliver: That's really the only way to kind of break them down to zero. And then, and then pull them back up through

170

00:19:17.760 --> 00:19:19.890

Scott: Gotcha, gotcha, gotcha.

171

00:19:21.180 --> 00:19:26.790

Scott: You know, it's just so hard to find. As you know, he said it's the same. It's so find it so hard to find.

172

00:19:27.660 --> 00:19:37.860

Scott: martial artists and the personality combination that I want. And I, and I feel pretty much in control with many things in my school right now, thanks to you guys. I mean, I'm good with sales and marketing, all that stuff.

173

00:19:38.280 --> 00:19:49.650

Scott: But this is one of the places where I feel like it's one of my Achilles heels and I feel like I'm handcuffed is getting good staff members in the door, and I think this is the pathway ticked and all that crap.

174

00:19:49.950 --> 00:19:53.070

Stephen Oliver: Yeah, and it's very liberating to solve that puzzle.

175

00:19:53.490 --> 00:19:58.770

Stephen Oliver: And, of course, to get where you have you know more than you need coming from within. Eventually, as well.

176

00:19:59.070 --> 00:20:02.310

Greg Moody: Yeah, yeah, the liberation is what he said there.

177

00:20:02.760 --> 00:20:16.410

Greg Moody: The liberation is the first thing that master Oliver said Ron restarted with that is to have enough stuff happening in your school, you got a big enough school now or should be enough stuff from within happening. And if you looked at the black belt or if the

178

00:20:17.670 --> 00:20:26.070

Greg Moody: If the event it as this car and you saw all the other things, you know, Master off of the mile high group and you know with mine too. I've got a lot of people

179

00:20:26.310 --> 00:20:26.550

Greg Moody: They're

180

00:20:26.610 --> 00:20:35.610

Greg Moody: Not full time structures that are really good assets. The when you build enough of a group internally, there's always these other assets that are out there that also helped a lot.

181

00:20:35.970 --> 00:20:47.760

Greg Moody: That you know you don't have them. They're just that's part of the culture that you're building to that's important to build if you just so this is a good. This is a good stopgap measure. So it's freeing and that way I think.

182

00:20:48.990 --> 00:20:53.430

Greg Moody: But it's, it's, it can't be the only thing you have to have both of those things really for a healthy operation.

183

00:20:54.030 --> 00:20:55.860

Stephen Oliver: Yeah, well, yeah, then the the

184

00:20:56.100 --> 00:20:58.530

Stephen Oliver: The, the development of a result, as you said, Master moody.

185

00:20:59.460 --> 00:21:07.830

Stephen Oliver: You know, if you look at one of the behind the scenes at the black belt test 95% of the effort of what's being done or not being done by people who are on arrow right

186

00:21:08.700 --> 00:21:19.950

Stephen Oliver: Whether it's planning preparation organization, all of that stuff and the school really works the same way in a lot of ways, it works where it all becomes self perpetuating

187

00:21:21.420 --> 00:21:30.180

Stephen Oliver: With a stews, taking a greater and greater responsibility to keep you know the basics done and then you're looking for full timers who really understand what's going on.

188

00:21:30.570 --> 00:21:36.390

Stephen Oliver: That understand that the mission is set the goal to be black belt. The mission is, you know, to get them renewed the mission is less than

189

00:21:36.780 --> 00:21:45.180

Stephen Oliver: One or 2% drop out rate you know it's those full timers who really understand you know what it is you're trying to accomplish, not just the physical techniques.

190

00:21:46.260 --> 00:21:50.940

Greg Moody: Yeah, and they get then your full timers can quarterback, some of the names and the other guys can no

191

00:21:51.840 --> 00:21:52.380

Greg Moody: Control over

192

00:21:52.680 --> 00:21:56.190

Greg Moody: The one thing if you're only looking for instructors on the floor.

193

00:21:56.610 --> 00:22:02.610

Greg Moody: This all works. But you know, I think, I think in math, I think got bumped off. He was messaging me that he's having trouble on zoom

194

00:22:02.940 --> 00:22:14.520

Greg Moody: But the one thing that should be a message from that seminar, I just did two is they don't need a lot need six months training to be able to do sales. They don't need six months training do into our lessons and sometimes I hear instructors.

195

00:22:15.450 --> 00:22:25.740

Greg Moody: Think that the intro lesson has to be done by some, you know, sixth degree black belt on that then they turn it over for the sales part of it. The money part of it to do a

196

00:22:26.940 --> 00:22:30.360

Greg Moody: Some secretary kind of person and and

197

00:22:30.390 --> 00:22:32.910

Stephen Oliver: Yeah, exactly. delegating the wrong things.

198

00:22:33.210 --> 00:22:41.850

Greg Moody: Exactly. And number one I for me, I always have the same person do the enrollment lesson in the enrollment because I've never any problem with that.

199

00:22:42.180 --> 00:22:46.380

Greg Moody: And and it doesn't have to be some high level person if they're whatever belt.

200

00:22:46.710 --> 00:22:55.020

Greg Moody: They could they could do an intro lesson because they're more experienced the brand new person. So to do the sales portion of the big job. Get a lot of jobs in the school.

201

00:22:55.440 --> 00:22:58.710

Greg Moody: You know we just talked about how to get somebody really fully spooled up

202

00:22:59.100 --> 00:23:05.580

Greg Moody: With master Oliver just said, but to get them to do a big chunk of what you need, which is to do a lot of the marketing functions and the sales functions.

203

00:23:05.850 --> 00:23:19.620

Greg Moody: They don't need to be spooled up for six months or two months or in an intensive program that kind of function could be spooled up in a week. A lot of the pieces and they can be productive and make you money while they're doing the other stuff.

204

00:23:20.670 --> 00:23:23.520

Stephen Oliver: Well, and, and even on the instruction side.

205

00:23:24.570 --> 00:23:36.660

Stephen Oliver: We, I think we all have a tendency to think we have to find somebody who can teach every level in the school, all the way up to our most advanced black belt level. And that's just not true. I mean, and for years.

206

00:23:37.530 --> 00:23:43.560

Stephen Oliver: What I was doing with multiple schools is having centralized black belt classes and centralized black belt development.

207

00:23:43.890 --> 00:24:00.090

Stephen Oliver: Because I really didn't want to have to worry about the the instructors at the school being up and up to speed on that. That was becoming something that I was directly controlling and something that we were controlling centrally so that they could become self maintaining all that stuff.

208

00:24:01.260 --> 00:24:07.020

Stephen Oliver: But what what you what you know Scott is, you know, the, the biggest need is that first six months.

209

00:24:07.410 --> 00:24:21.630

Stephen Oliver: The second biggest need is you know everybody in that first year. The third is up to two years and it's much easier if you just kind of compartmentalize a little bit and say, you know, let me get somebody where they're capable of handling these areas.

210

00:24:22.020 --> 00:24:29.820

Stephen Oliver: Then let's train them a little bit more. So they're capable of handling a little bit more of it than a little bit more of it. And, and, frankly, a lot of times the

211

00:24:30.330 --> 00:24:46.230

Stephen Oliver: You know, the most advanced black belts, we have in the school aren't the ones who are most eager excited and and capable as a teacher at the same time, you know, sometimes we we I don't say something almost always we met, we focus on skill set.

212

00:24:46.650 --> 00:24:48.720

Stephen Oliver: Rather than on teaching capability.

213

00:24:49.080 --> 00:25:01.380

Stephen Oliver: And it's the teaching capability or the or the you know the interaction of leadership capability is more important. Hey Scott. You had another staffing issue, if you don't mind on the Reavers referring to that text.

214

00:25:02.550 --> 00:25:05.250

Stephen Oliver: Tell everybody what that was briefly and then we'll go

215

00:25:05.520 --> 00:25:14.700

Scott: To the text from today. Yeah. Yeah. Well, that's what I mean. This issue has been ongoing just the problem of finding people. And this is just another event to trigger that off. So

216

00:25:15.660 --> 00:25:25.050

Scott: You know we had a staff member who who wanted to know if it's okay if if they trained at another school in town and competed for them, etc. I told him no

217

00:25:25.710 --> 00:25:32.460

Scott: And, you know, they went in any way and posted all over Facebook. Hey, thanks to my my team other school, etc, etc.

218

00:25:32.880 --> 00:25:37.740

Scott: And it just kind of frustrating because quite frankly I'm pretty close this staff member. And we've done a lot for them.

219

00:25:38.280 --> 00:25:43.650

Scott: And it kind of felt like a knife in the back, you know, the main because I already said, you know, it's not really good for us. Good for you do that to kind of

220

00:25:44.040 --> 00:25:54.390

Scott: You know, gave them that talk. And so it was pretty frustrating. So that's when I thought, you know, Doug, and I'm going to ask about this question today, this particular issue bit more general staffing

221

00:25:55.560 --> 00:25:57.900

Stephen Oliver: Yeah, well, how quickly did you fire that person.

222

00:25:58.500 --> 00:26:03.330

Scott: I haven't done it yet. They're very high school, but it sounds like you let me do it pretty quickly.

223

00:26:04.200 --> 00:26:08.610

Stephen Oliver: When did they start training with this other school and competing for their team and

224

00:26:08.850 --> 00:26:10.800

Scott: It had happened over the weekend. I just found out

225

00:26:10.890 --> 00:26:12.630

Stephen Oliver: Okay, so it's brand new. Okay.

226

00:26:14.010 --> 00:26:17.190

Stephen Oliver: Yeah, you really have to control that what

227

00:26:18.360 --> 00:26:29.640

Stephen Oliver: What my comment was when I saw that is they're treating what they're doing with you as a part time job and they're treating what they're doing with this other instructor as their primary martial arts string.

228

00:26:30.330 --> 00:26:30.930

Scott: Sounds right.

229

00:26:31.230 --> 00:26:32.970

Stephen Oliver: And that just that this does not work.

230

00:26:34.140 --> 00:26:34.380

Scott: Good.

231

00:26:34.590 --> 00:26:42.870

Stephen Oliver: Yeah, yeah. They've got it. They've they're they're welcome to move on to new career opportunities as well as new training opportunities.

232

00:26:43.890 --> 00:26:44.850

Okay, good.

233

00:26:46.620 --> 00:26:48.600

Stephen Oliver: Like, why wouldn't let them back in the school.

234

00:26:49.680 --> 00:26:50.850

Scott: Okay, thank you.

235

00:26:51.360 --> 00:26:57.840

Stephen Oliver: And I mean if you feel you know emotional about it, you know, have the conversation of, you can be here. You can be there. You can't be both.

236

00:26:59.190 --> 00:27:03.240

Stephen Oliver: But I think I would just let I'd make the decision for them to go there.

237

00:27:03.990 --> 00:27:16.530

Scott: Okay, I always think, you know, it's been this this particular staff member has been excellent. You know, so good and high profile in the school, but I always think about when I read Dan Kennedy's book on management, you know, they all go back

238

00:27:16.560 --> 00:27:19.020

Stephen Oliver: And 1.0. Yeah, absolutely. Absolutely.

239

00:27:20.160 --> 00:27:28.500

Stephen Oliver: You know, and in the end the feeling like he got stabbed in the back. THAT'S, YOU KNOW, JUST YOU GET YOU GOTTA DO emotional eyes and stuff. And it's just the the business environment.

240

00:27:29.250 --> 00:27:37.950

Stephen Oliver: That we're in, and it is probably worthwhile going back at some point to look at how it developed to that point right

241

00:27:38.340 --> 00:27:41.940

Stephen Oliver: Is this somebody who is very actively in in competition.

242

00:27:42.360 --> 00:27:45.600

Scott: Yes. And I'm not so there was a little mismatch there already.

243

00:27:46.020 --> 00:27:52.110

Stephen Oliver: Yeah, see, that's, that's my, my biggest issue and this, this is coming from somebody ran one of the biggest tournaments in the country for 10 years

244

00:27:52.530 --> 00:28:03.960

Stephen Oliver: But the the mismatch. There has a tendency to be is that the the demo team thing and the external competition tends to turn people into Prima Donnas

245

00:28:05.340 --> 00:28:14.400

Stephen Oliver: And then they have a tendency to think you should be spending all your time and effort because you're out there getting your they're out there getting your name out there, right.

246

00:28:16.200 --> 00:28:20.760

Stephen Oliver: You know, who cares about getting your name out there, a bunch of among your competitors.

247

00:28:21.030 --> 00:28:22.950

Stephen Oliver: You know, don't make any damn difference whatsoever.

248

00:28:23.190 --> 00:28:24.360

Stephen Oliver: But they don't think that way.

249

00:28:25.530 --> 00:28:36.420

Greg Moody: I'm sorry, interrupting. I think that's not the that's not the emotional thing. I think they think they're better because they're doing that. There, there's an ego thing that they're they're at a higher level of

250

00:28:36.420 --> 00:28:40.500

Greg Moody: Status because they're competing and that's more important something. Yeah, well,

251

00:28:40.980 --> 00:28:44.610

Stephen Oliver: It's all of those different factors that can go together, right.

252

00:28:46.590 --> 00:28:57.930

Stephen Oliver: I always think there's a story from a long time ago, but Larry Carnahan who is the president of NASCAR and ran one of the best tournament. He had this this girl who was competing. That was like a first degree black belt.

253

00:28:58.590 --> 00:29:06.270

Stephen Oliver: And I always remember the story she was paying whole young pack or one of these guys like $300 an hour to train her and

254

00:29:06.900 --> 00:29:15.180

Stephen Oliver: What she was paying them to Trey there to teach her something that whole young packet learned from Jon john Jon john had learned from Larry

255

00:29:15.510 --> 00:29:26.340

Stephen Oliver: And she was always mad at Larry and gang because they weren't devoting enough time to her for free because she was getting their name out there and there she was paying these other people to learn like, third, fourth, and their stuff.

256

00:29:27.330 --> 00:29:30.720

Stephen Oliver: It just seems typical to me of what happens in that that environment.

257

00:29:33.390 --> 00:29:38.280

Stephen Oliver: That makes sense. Kevin, you had some questions about staff compensation as well right to tie into this

258

00:29:41.130 --> 00:29:42.180

Kevin Garcia: Yes sir, I did.

259

00:29:43.350 --> 00:29:55.050

Kevin Garcia: Justice far as questions. What would be your suggestions for salary and bonus for your chief instructor program manager and assistant instructor

260

00:29:56.430 --> 00:29:56.820

Stephen Oliver: Yeah.

261

00:29:59.130 --> 00:30:01.860

Stephen Oliver: Kevin at right now. How many active students are you at

262

00:30:03.570 --> 00:30:07.200

Kevin Garcia: About 151 5155

263

00:30:07.830 --> 00:30:11.310

Stephen Oliver: Okay, and in and what is your staffing right now.

264

00:30:12.420 --> 00:30:15.630

Kevin Garcia: I'm outside of myself. I have three full time.

265

00:30:16.560 --> 00:30:19.650

Stephen Oliver: Okay, I would say you're massively overstaffed

266

00:30:19.980 --> 00:30:20.340

Okay.

267

00:30:22.170 --> 00:30:22.590

Stephen Oliver: The

268

00:30:24.420 --> 00:30:34.170

Stephen Oliver: Part of the question is, is how how much you want to be owner, operator, as opposed to absentee owner

269

00:30:34.620 --> 00:30:44.010

Stephen Oliver: That's always a question you have to ask you, Master Moody's case my case Jeff's Miss case we are always really you know the best best way, think about, I guess, is absentee owners.

270

00:30:44.550 --> 00:30:50.460

Stephen Oliver: Meeting with five schools or six or eight schools or whatever you're not really running any one school right

271

00:30:51.060 --> 00:30:56.640

Stephen Oliver: But really, at that level of active, I think you need a full time head instructor and you need a full time program director

272

00:30:57.090 --> 00:31:05.220

Stephen Oliver: And and my payroll structure Kevin was always this and this is it in multiples, but I'll bring it back to thinking about a single school

273

00:31:05.730 --> 00:31:18.060

Stephen Oliver: Is with multiples. It was two full timers up to 300 active and somewhere around 300 active, we regret. He talked about last week that he has cut off as 250 active

274

00:31:18.450 --> 00:31:30.000

Stephen Oliver: But somewhere around 300 active I was adding a third full time. Right, so three full timers 300 let's say five or 602 full timers under 300

275

00:31:30.630 --> 00:31:51.690

Stephen Oliver: Right. So, and then the pay structure for that was, you know, there's different ways of bonuses, and so forth. But generally, with two full timers. I want 25% of the gross to go into payroll. I was having branch manager at 12% head instructor 10% that left about 3% for part timers.

276

00:31:53.490 --> 00:32:10.110

Stephen Oliver: With three full timers. It was 7% 7% so that's 14% and then nine or 10% for the branch manager and rounding error. What was left over for part timers. Right. So in other words, I was never running very much part time payroll.

277

00:32:11.370 --> 00:32:16.710

Stephen Oliver: Always had a lot of volunteers mass media was saying those leadership people and all that volunteer.

278

00:32:17.940 --> 00:32:26.610

Stephen Oliver: But then wanted to end up with essentially with two people. One of them making about 10% of gross. The other one, making about 12% of gross.

279

00:32:27.630 --> 00:32:31.020

Stephen Oliver: Now, there's a lot of different ways to structure that

280

00:32:32.400 --> 00:32:41.250

Stephen Oliver: What you really want to always be thinking in terms of full time staff is you want them as closely aligned to you in the way that they think about what the

281

00:32:42.570 --> 00:32:53.880

Stephen Oliver: The outcome of the school is right and you know I've done incentive pay, whether they're getting paid on in our case, each testing and have a graduate scale.

282

00:32:54.570 --> 00:33:02.820

Stephen Oliver: Based on people who are renewed and cycle and getting paid on on gross and then basically went to just pay them 10% or 12% of the gross.

283

00:33:03.300 --> 00:33:14.190

Stephen Oliver: The. The only downside of paying them just a pure percentage of gross can be what matches did is I don't want to get them to aggressively chasing cash.

284

00:33:14.700 --> 00:33:19.800

Stephen Oliver: For their own self interest, although that's a, you know, that's a an easy argument to make

285

00:33:20.400 --> 00:33:33.840

Stephen Oliver: Both sides right we want to do some cash and so it's not like it's a bad thing, but I want to be careful to not pay somebody for a paid in full deal for six years or four years and they leave next month. Right.

286

00:33:34.920 --> 00:33:44.790

Stephen Oliver: So I want to be a little careful about gave them chasing cash two months. And I also want to be careful about having them not like turn off and not care about somebody who's paid in full.

287

00:33:45.270 --> 00:34:02.190

Stephen Oliver: I want them to be focused on retention and service always right. So if I can build it in somewhat to be focused on retention service I'm I'm better off. Is this making sense so far, Kevin. So, and then with that I always would start to full time was with a with a middle and base salary.

288

00:34:03.750 --> 00:34:07.950

Stephen Oliver: But it was, it was kind of the conversation. If you ever make this base salary. We both got a problem.

289

00:34:08.430 --> 00:34:14.550

Stephen Oliver: And you make this base salary for more than three or four months, you know, you're probably looking for having to look for another job because

290

00:34:14.850 --> 00:34:25.020

Stephen Oliver: I'm not happy with that. Right. So for instance, maybe they start with a base salary at 2500 or 3000 a month, but it was 10% or that base, whichever is more

291

00:34:25.500 --> 00:34:39.840

Stephen Oliver: Right. So if the school gross 30,000 and their base was 2500 they made 3000 and if their school grows 45,000 they made 4500 and if the school grows 2200 they may 2500

292

00:34:41.850 --> 00:34:42.990

Stephen Oliver: Does that help a little bit, Kevin.

293

00:34:46.020 --> 00:34:47.070

Kevin Garcia: Yes, sir. Thank you.

294

00:34:48.180 --> 00:34:48.810

Kevin Garcia: You're welcome.

295

00:34:49.590 --> 00:34:50.820

Stephen Oliver: David, did you have a question.

296

00:34:53.640 --> 00:34:55.440

David Hirst: Good. Yes.

297

00:34:56.640 --> 00:34:58.920

David Hirst: Could you repeat the numbers you had said.

298

00:34:59.940 --> 00:35:03.150

David Hirst: For 25% and I'm sure

299

00:35:03.510 --> 00:35:05.190

David Hirst: Sure. Yes. Yeah.

300

00:35:07.980 --> 00:35:16.440

Stephen Oliver: And in it. And I said, I go back to owner, operator on that I didn't get there yet, but what I was always based on is 25% of the gross to payroll.

301

00:35:17.700 --> 00:35:26.490

Stephen Oliver: Okay, now. And by the way, last week, and I'm not sure how you felt about his structure. I did a hybrid of it is

302

00:35:27.690 --> 00:35:31.650

Stephen Oliver: Bill Clark used to have it basically where you know the branch managers given

303

00:35:31.650 --> 00:35:33.180

David Hirst: 25% he can spit it

304

00:35:33.180 --> 00:35:34.110

Stephen Oliver: Out every once

305

00:35:34.290 --> 00:35:34.650

Greg Moody: Yeah.

306

00:35:34.680 --> 00:35:36.150

Stephen Oliver: To including keeping all of it.

307

00:35:37.110 --> 00:35:38.400

Greg Moody: I tried that one time.

308

00:35:38.940 --> 00:35:48.480

Greg Moody: Yeah, worked fine because it was a somebody had a partnership school. Yeah, we went through it and he wanted staff and it wasn't. But that can backfire.

309

00:35:48.630 --> 00:36:05.490

Greg Moody: With you, if you give the person too much leeway. If they're not mentor, then it can be a problem that what we what he's saying is, is they basically give them 100% control over the entire payroll and they can have zero staff and keep all the money for themselves.

310

00:36:05.640 --> 00:36:07.110

Stephen Oliver: Well, and this would be a

311

00:36:07.920 --> 00:36:09.480

David Hirst: You know, multiple school issue right

312

00:36:09.480 --> 00:36:13.110

Stephen Oliver: So, you know, in a single school, you're essentially that guy.

313

00:36:14.460 --> 00:36:17.010

Stephen Oliver: Well, I say hybrid is

314

00:36:18.120 --> 00:36:18.870

Stephen Oliver: I always

315

00:36:20.040 --> 00:36:34.530

Stephen Oliver: Kind of insisted that they have another part timer, but at the same time, I would say you got 25% for the payroll. If you guys if you decide not to have any other part timers. That's fine. It just goes towards your, your income.

316

00:36:35.760 --> 00:36:48.780

Stephen Oliver: And and sometimes they would hire a new person and it'd be on base for three months, then they'd be on more limited percentage. Then they go on their full percentage I'd let let them make those kinds of decisions.

317

00:36:50.280 --> 00:36:54.960

Stephen Oliver: But David going back to that question is with a it was

318

00:36:56.040 --> 00:37:00.180

Stephen Oliver: 10% 12% so 22% plus part time

319

00:37:01.260 --> 00:37:16.080

Stephen Oliver: Total 25% or three full timers over 300 active and 7% 7% and then nine or 10% for the for the branch manager when you're when you're in a single school environment.

320

00:37:16.860 --> 00:37:25.170

Stephen Oliver: If you're fully engaged and you're not, you know, vacationing two weeks, a month, you are that branch manager. Right. So really it's

321

00:37:26.250 --> 00:37:38.580

Stephen Oliver: You know 12% for you 10% for the head instructor or it's nine or 10% for you. That is 7% and 7%, you have to have yourself be included in that now.

322

00:37:39.660 --> 00:37:47.070

Stephen Oliver: With that percentage as a single school owner, operator, I think you're okay to get that percentage up to maybe 33 35%

323

00:37:47.550 --> 00:37:56.700

Stephen Oliver: Right, so you can let that expand a little bit in multiple schools. We were always planning on between five and 8% for overhead.

324

00:37:57.600 --> 00:38:10.200

Stephen Oliver: So for my salary and for you know office salary and everything else. So you had had to keep the branch at around 25% so you had another 80% or so for corporate over it.

325

00:38:12.270 --> 00:38:13.170

Stephen Oliver: Does that help, David.

326

00:38:13.920 --> 00:38:15.510

David Hirst: Yes, yes it does. Thank you.

327

00:38:16.440 --> 00:38:18.150

Stephen Oliver: Is that enough or do you need to follow up on that.

328

00:38:18.630 --> 00:38:20.670

David Hirst: I know that was a very good description.

329

00:38:20.790 --> 00:38:23.040

Stephen Oliver: Okay, good, good. And Kevin you good

330

00:38:24.840 --> 00:38:29.520

Stephen Oliver: Excellent, excellent. Scott anything to follow up on staffing that you thought about him in

331

00:38:33.840 --> 00:38:35.640

Stephen Oliver: Any we lost him. He's

332

00:38:36.870 --> 00:38:45.750

Kevin Garcia: A master Oliver, it's so definitely as I got bit with the IRS DOING CONTRACT labor, just stay away from contract always run them through a payroll service.

333

00:38:45.930 --> 00:38:47.790

Kevin Garcia: Yeah, okay. Yeah.

334

00:38:48.210 --> 00:39:03.120

Stephen Oliver: Yeah, there's in our context if somebody is working in the school and you're telling them when to show up and when to leave and they have no flexibility, the way that their outcome of their job is, if anybody ever looks at it. They're all W two employees.

335

00:39:04.230 --> 00:39:14.130

Stephen Oliver: Right, I could have the, you know, I could have a 1099 contractor. If I let's say I paid somebody to be an external promotional person.

336

00:39:14.730 --> 00:39:20.820

Stephen Oliver: And I am am giving them you know hundred dollars per enrollment they generate or I'm telling them.

337

00:39:21.300 --> 00:39:27.990

Stephen Oliver: You know, I don't care what hours you work as long as these the results. And here's what I want you to do and they're just feeding traffic right so

338

00:39:28.620 --> 00:39:44.130

Stephen Oliver: But unless it's somebody like that or is the external bookkeeper or something like that where you know anywhere in the US. We're not going to qualify, and I'm not, I'm not real clear on Canadian employment law, but certainly anywhere in the US, they're going to be W two employees.

339

00:39:48.420 --> 00:39:58.170

Stephen Oliver: The. And the other thing and Kevin, you're kind of in the MMA field there as well. For some reason, I see a lot of the MMA schools have kind of

340

00:39:58.650 --> 00:40:07.710

Stephen Oliver: gravitated towards you know this guy's the local champion. I'm going to pay him $50 an hour to come in and teach three classes type of mindset.

341

00:40:08.160 --> 00:40:18.900

Stephen Oliver: I think that's a huge mistake right so I don't want to have even a part timer, you know, part timers. I'm talking about there in your 20 hours a week, not they're coming in.

342

00:40:19.170 --> 00:40:29.190

Stephen Oliver: And they're teaching to special classes because there's some big grand Pooh bah. I think it's always a bad idea to, you know, take somebody like that, put them on a pedestal.

343

00:40:29.550 --> 00:40:38.580

Stephen Oliver: And, and, you know, try to pay up some big hour late for class that most of the ones I always did hourly were high school kids where I'm paying them hour late

344

00:40:39.060 --> 00:40:46.920

Stephen Oliver: So you don't go flip burgers at McDonald's or college kids so I'm paying them hour late, you know, looking for something that's almost full time for him.

345

00:40:48.690 --> 00:40:50.760

Stephen Oliver: Would you agree with all that master moody. Yeah.

346

00:40:50.790 --> 00:40:58.470

Greg Moody: Couldn't agree more. I mean, that's exactly you don't and then then with the with the ones that I'm paying hourly I try to figure out ways to, you know, give them some incentives.

347

00:40:58.740 --> 00:41:02.910

Greg Moody: Yeah. And the only thing I would say with a hybrid. You know, I guess when I

348

00:41:03.390 --> 00:41:10.560

Greg Moody: Contemplation as you said that what struck me is usually what I will have is my full time person that I'm I'm pretty tight with in terms of

349

00:41:10.860 --> 00:41:26.820

Greg Moody: How we're managing the the school and they're pretty involved in what the, you know, I'm free with the p&l and the what the expenses are and what the income is in the school. And so I probably, you know, in essence, kind of do run it, like you said, like a hybrid

350

00:41:27.510 --> 00:41:33.090

Greg Moody: If their percentage and if they want to hire more or less staff or do more incentives or you know how they want to

351

00:41:33.930 --> 00:41:41.160

Greg Moody: All tell them they have to have other staff so I wouldn't give them the full 25% said you whatever you want and keep it all if you want but

352

00:41:41.790 --> 00:41:45.930

Greg Moody: You know, it does come down to do we, you know, we've got this guy and this guy are going to work with you.

353

00:41:46.440 --> 00:41:51.750

Greg Moody: What do you want to pay them. Well, how do we want to pay them and and I will work with them on how they want to do it, and sometimes

354

00:41:52.020 --> 00:41:57.630

Greg Moody: You know, they say, well, that guy's not going to be incentivized by money will move the bonus over here and they make more they make less

355

00:41:57.870 --> 00:42:01.710

Greg Moody: So I worked pretty close with the guy who's the manager, but that's kind of a multi school issue.

356

00:42:02.070 --> 00:42:11.640

Greg Moody: And it starts getting I think with two units. I probably wouldn't do that with three and it's a three and more units that's relevant. So for most of the guys on the call. It's not really relevant. Right.

357

00:42:11.880 --> 00:42:20.190

Stephen Oliver: Exactly the but with part timers. You do have to be aware of as you were saying, find some way to incentivize

358

00:42:20.640 --> 00:42:27.030

Stephen Oliver: And, you know, if we had certain number we're going to go to the professional baseball game if we hit this number. This

359

00:42:27.600 --> 00:42:41.280

Stephen Oliver: This month we're all going to go play paintball, I'm going to take everybody out to a fancy lunch, whatever it might be. But having those celebrations is really useful. Right. So finding ways to hit thresholds for active count.

360

00:42:42.180 --> 00:42:53.820

Stephen Oliver: And with part timers I tended to do thresholds on how many students. What are dropout radios our test results, more so than then dollars and cents right but

361

00:42:54.330 --> 00:43:04.410

Stephen Oliver: You know, and it could be, how many new enrollments. We did but finding ways to incentivize them getting them all pulling the same direction and mass but you mentioned two things I think is, is

362

00:43:05.430 --> 00:43:19.050

Stephen Oliver: Really important to expand on with a full timers, the more open, you are with all the numbers, what you find is you get better by in and better cooperation, not worse is

363

00:43:20.130 --> 00:43:27.720

Stephen Oliver: What happens, and this is this is true. There's been all kinds of studies that show the idea of keeping everybody's payroll secret is a bad idea.

364

00:43:28.110 --> 00:43:33.540

Stephen Oliver: Because they always look at the person across the hall and they assume they're getting paid more than they are. They're

365

00:43:34.140 --> 00:43:41.970

Stephen Oliver: Assuming that they're being compensated relatively less than the other person. The same is true on what your rent is what your marketing expenses are, what's your

366

00:43:42.510 --> 00:43:47.310

Stephen Oliver: What's your all of your other expenses. I asked me, you'll you'll appreciate this, but I walked up into the

367

00:43:48.120 --> 00:43:50.700

Stephen Oliver: Thorn school when when you guys were here last Thursday.

368

00:43:51.210 --> 00:44:05.370

Stephen Oliver: And almost right after I got there. One of the moms. One of the Black Belt says to me, and I looked in there was an empty space couple doors down so she saw me. Look, she says, I've been trying to get them and trying to get them to take over that space and what you

369

00:44:05.400 --> 00:44:14.730

Stephen Oliver: Want in and you know my first reaction is, over my dead body. Yeah, but what you find with staff is they always want a bigger school

370

00:44:15.150 --> 00:44:25.830

Stephen Oliver: They always want a more elaborate school and they always want more people because you know they feel so overworked and if you have just have more people, everything will get done better. Right.

371

00:44:26.220 --> 00:44:35.370

Stephen Oliver: And what happens is, as you add add more people. What happens is less gets done more. Yes, done unless you really are at a point where you need right

372

00:44:36.300 --> 00:44:46.650

Stephen Oliver: But you know, I, I would always maybe not with everybody. The full p&l but I would you know I always share with them, you know, the rant here is CC $200 a month.

373

00:44:47.940 --> 00:45:01.140

Stephen Oliver: Well, you know, we've got 25% that we can go into payroll and we can allocate it in different ways, but we can't make it 45%. So we've got it. We've got to deal with that, especially when you're talking to the full timers. It's like, well,

374

00:45:02.400 --> 00:45:14.130

Stephen Oliver: You know, if you want to take 3% out of yours and put it into some other part timers. I'm okay with that. I think that's probably unnecessary. But you start talking that way and it reframes the way they're thinking about

375

00:45:15.780 --> 00:45:31.140

Greg Moody: Yeah. Yeah, absolutely. It's, it's much better they you know people understand a lot better. Otherwise, I guarantee you, I guarantee you, and it sounds crazy. If you do 40,000 in a month, even though they're getting paid. I always say they think that that 40,000 goes in your pocket.

376

00:45:31.590 --> 00:45:37.200

Greg Moody: Yeah. Somehow they think that the whole 40,000 is in your pocket every month and there's no expenses.

377

00:45:37.440 --> 00:45:47.460

Greg Moody: And you said we made 40,000 last month they think that, oh, I mean it's not rational. But when you start talking about your gross numbers now that we're teaching you to do that. And they start getting

378

00:45:47.790 --> 00:45:58.350

Greg Moody: You don't also talk about that we have these, you know, kind of some reference numbers about these bulk expenses that we have and then they they don't pay attention to it, you know.

379

00:45:58.650 --> 00:46:04.380

Stephen Oliver: When I was doing big advertising budgets, I would bring in the TV and the newspaper invoices and share with them.

380

00:46:05.580 --> 00:46:19.260

Stephen Oliver: You know, and we had a camera adjustment and all of a sudden, is you know $5,000 because we have blizzards, or with winter here I would show that to them. I mean, it just starts to get them the, the sense of, you know, there's lots of to this guy, Jason.

381

00:46:19.980 --> 00:46:33.720

Jason Purcell: Yeah, so you have a 25% going to payroll you I know you were saying like 10% ideally is going to rent. What are some of the other big percentages that like like for marketing and for what are you paying yourself so and so forth. You do you know about that.

382

00:46:34.170 --> 00:46:42.840

Stephen Oliver: Well, sure, sure. Well, I mean, really, the three big expenses are marketing rent and payroll right

383

00:46:43.380 --> 00:46:53.580

Stephen Oliver: And so, Jason, your case you're not a multi school operator, you know, if you're getting the ranting are the total payroll where maybe it's 33% including you, you know, that's fine.

384

00:46:54.300 --> 00:47:01.860

Stephen Oliver: But if it were me, what I would have is me as the owner, operator on like that that 12% number right

385

00:47:02.250 --> 00:47:11.580

Stephen Oliver: And then I would allocate the rest of it, based upon what you you know where you're at, active count wise and where you want to be. So one other full time.

386

00:47:11.880 --> 00:47:21.510

Stephen Oliver: Instructor I could have that person be at about 10% and maybe you, you know, expand the payroll, a little bit more because you want to be able to go to Maui. And you know and have

387

00:47:22.200 --> 00:47:28.950

Stephen Oliver: In other not always be overstaffed all the time so that you're not stuck in a school all the time.

388

00:47:29.490 --> 00:47:47.760

Stephen Oliver: That makes sense. So that's and that's a reasonable decision to make. As long as the percentages don't get crazy right but then on rent you know 12 to 15% of the gross. If it goes much over that. That's a problem. And if it's under that great right and then marketing.

389

00:47:49.080 --> 00:47:51.390

Stephen Oliver: I've always used a number of 15%

390

00:47:52.590 --> 00:48:02.820

Stephen Oliver: However, the only balance to that, I think, is we're doing so much now of live event marketing of labor intensive marketing that works really well.

391

00:48:03.510 --> 00:48:15.810

Stephen Oliver: That if you're going to, you know, continue to rely predominantly on that and not on on paid media type of things. You've got to factor that piece of it into the payroll side. Right. So just like

392

00:48:17.130 --> 00:48:24.870

Stephen Oliver: Resumes. He was talking about the full time marketing director, you have is you know it might be the 7% of that number, somebody

393

00:48:25.860 --> 00:48:34.950

Stephen Oliver: You know, a variety of part timers who are working booths, or maybe a someplace, even a full time or who's working elementary schools and so forth. So you've got to consider.

394

00:48:35.400 --> 00:48:42.270

Stephen Oliver: Part of that number. If you're doing a lot of labor intensive stuff might be might be people to help cover the labor intensive stuff.

395

00:48:43.230 --> 00:48:56.250

Stephen Oliver: That makes sense. Jason and and generally what's always happens, I think, and I've been saying this for 30 years is school owners overpay for rent. They want the Taj Mahal. That's a mistake they

396

00:48:57.990 --> 00:49:11.430

Stephen Oliver: Have too many people but are underpaying good ones, and just have too many people running around getting paid. Right. And then the third thing is that they understand time and effort on marketing.

397

00:49:12.600 --> 00:49:22.470

Stephen Oliver: And money, of course. So you've got to be willing to spend on marketing. Keep the rent under control. Keep the headcount down but well compensate people who are really good.

398

00:49:24.720 --> 00:49:25.590

Stephen Oliver: Does that help, Jason.

399

00:49:26.940 --> 00:49:31.200

Stephen Oliver: And then, as you know, everything else is almost rounding there you know utilities phone

400

00:49:31.800 --> 00:49:43.530

Stephen Oliver: Even liability insurance is not that much. So, you know, you might have another couple grand and all that other stuff, but it's not it's not a enough to spend much time worrying about unless it just spirals out of control for some reason.

401

00:49:46.380 --> 00:49:46.740

Stephen Oliver: Good.

402

00:49:48.840 --> 00:49:58.290

Stephen Oliver: Good we've we've covered a lot of ground just responding to questions here. So far, Master moody. Any, anything that we haven't, haven't hit so far that that I need to make sure we're on

403

00:49:59.070 --> 00:50:03.480

Greg Moody: Not that I know we probably should we got about 10 minutes left. You probably should be

404

00:50:04.800 --> 00:50:06.570

Greg Moody: Anything else that people want to cover

405

00:50:07.290 --> 00:50:13.470

Greg Moody: Yes, starting the year out, because, you know, January should be a big month in marketing and new members.

406

00:50:13.830 --> 00:50:22.500

Greg Moody: I think everybody should be having a big plan for the next three months, their events, everything else that's going on. So, as already, you know, I'm wondering if there's if everybody's got a solid plan so far.

407

00:50:22.650 --> 00:50:24.090

Stephen Oliver: So the marketing plan. Yeah.

408

00:50:25.560 --> 00:50:31.980

Stephen Oliver: I might take an heirloom to remind everybody that you need to RSVP with Bob for the meeting at Disney

409

00:50:33.420 --> 00:50:42.090

Stephen Oliver: Our meeting spaces at the core nano Springs Hotel and you're welcome to look at the core and auto springs or, you know, wherever you wherever else you want the

410

00:50:43.530 --> 00:50:50.970

Stephen Oliver: The contact the 800 number and all that stuff of Cornetto springs. I posted in the Facebook group and I think I emailed it out and so forth.

411

00:50:52.200 --> 00:51:08.520

Stephen Oliver: What the tentative plan is is that will break early enough on the first day for everybody go spend some time in the parks and I, you know, intend to give you some some assignments to things to go look at so you should plan on at least having evening Park ticket, like after five

412

00:51:10.440 --> 00:51:11.610

Stephen Oliver: The other thing is

413

00:51:13.530 --> 00:51:26.850

Stephen Oliver: With regards to Disney. We have an incredible amount of Disney Institute material and other material from Disney from a couple other trips that we've made there and it's in the member site.

414

00:51:27.990 --> 00:51:33.300

Stephen Oliver: I may be able to get Megan merited burn that on the CDs for everybody, as well, but there's

415

00:51:34.020 --> 00:51:41.160

Stephen Oliver: In the trees in the member site just if you go to the member site in Search Disney, you're going to find an incredible amount of material. That'll be supplemental

416

00:51:41.460 --> 00:51:54.300

Stephen Oliver: To the two books that I sent out already and I also posted a summary of that last book. But, you know, incredible material there to pick up on. So we have a lot of foundation. By the time we we get on property.

417

00:51:56.250 --> 00:52:00.960

Stephen Oliver: But Master Moody your comment was, How we doing on first quarter marketing plan.

418

00:52:01.320 --> 00:52:06.210

Greg Moody: Yeah, I mean, I think that's something everybody because we talked about that a lot of the quick start meeting, then in this meeting. We talked about

419

00:52:06.450 --> 00:52:16.830

Greg Moody: A lot of high level stuff. And we want to make sure there's always, there's always our operational sales instructional stuff and then really making sure we keep pushing marketing people flood going

420

00:52:18.240 --> 00:52:20.730

Tim Harrison: I have a question on the Facebook marketing.

421

00:52:20.910 --> 00:52:21.510

Stephen Oliver: Go ahead, Tim.

422

00:52:21.960 --> 00:52:22.230

Well,

423

00:52:23.250 --> 00:52:29.070

Tim Harrison: It's doing well for us. We're running primarily a 10 classes for $27 for uniform

424

00:52:29.430 --> 00:52:34.590

Tim Harrison: Okay, it is bringing in a fair percentage of people that want to pay that rate.

425

00:52:35.730 --> 00:52:41.580

Tim Harrison: Would doubling that rate would you feel a perhaps weed out some of those people

426

00:52:43.080 --> 00:52:43.590

Stephen Oliver: No.

427

00:52:43.950 --> 00:52:44.760

Tim Harrison: No. All right.

428

00:52:44.940 --> 00:52:45.330

Tim Harrison: I'll just

429

00:52:47.100 --> 00:52:57.030

Stephen Oliver: What you're saying is when you're doing a very cheap introductory offer you're getting people who are broke or you're getting people who aren't willing to pay the normal rates.

430

00:52:57.480 --> 00:53:01.950

Tim Harrison: Unfair yes more than I do questions right

431

00:53:02.580 --> 00:53:04.020

Stephen Oliver: One question. One was

432

00:53:04.320 --> 00:53:10.410

Stephen Oliver: Do you feel like you're bringing in too many people who are broke for question to do you feel like you're bringing in people who don't see the value beyond that.

433

00:53:14.220 --> 00:53:14.460

No.

434

00:53:15.510 --> 00:53:16.380

Tim Harrison: I'd say broke

435

00:53:16.890 --> 00:53:22.200

Stephen Oliver: Okay, okay, what I would do in that case is, I would just communicate with Kate.

436

00:53:22.770 --> 00:53:24.090

Stephen Oliver: Because they can tighten up the

437

00:53:24.090 --> 00:53:25.320

Tim Harrison: Targeting on

438

00:53:25.890 --> 00:53:30.840

Stephen Oliver: Right, so they can tighten up the targeting by both neighborhood by income.

439

00:53:31.860 --> 00:53:32.730

Stephen Oliver: Etc.

440

00:53:33.000 --> 00:53:34.260

Stephen Oliver: To try to weed out

441

00:53:34.830 --> 00:53:36.210

Stephen Oliver: That the

442

00:53:38.550 --> 00:53:40.800

Greg Moody: Can I, can I can I sit on that though.

443

00:53:40.890 --> 00:53:42.900

Greg Moody: Yeah, my

444

00:53:44.550 --> 00:53:47.190

Greg Moody: Gut with any of those kinds of things is

445

00:53:47.550 --> 00:53:48.090

Bob Dunne: When

446

00:53:48.150 --> 00:54:00.150

Greg Moody: People come in and in the staff says, and this might be you, but it could be the staff, saying, I think these people are broke my gut is always to go on the side of we might be doing something wrong in our intro process.

447

00:54:01.020 --> 00:54:09.750

Greg Moody: So my gut is always, why do we think that they're broken. Why are we saying that is because when we ask them for the money. They say, oh, I think it's too expensive or, oh, I don't want to do it.

448

00:54:10.470 --> 00:54:19.440

Greg Moody: If that's the case, where they say I just want to keep paying the $27 for the month, isn't it, that what is none of those things necessarily indicate that they're broke

449

00:54:19.830 --> 00:54:37.050

Greg Moody: It may be that we didn't do the rest of the process. Right. So it always I always look at it as an opportunity to fix my introductory process. Now that may mean that they are still broke that may not actually solve that problem so i i don't disagree with my webmaster Oliver said I'm

450

00:54:38.220 --> 00:54:47.280

Greg Moody: We, you know, we can't solve we can't solve the intro process by bringing in, you know, less broke free people for intro process is still broken

451

00:54:47.640 --> 00:54:59.160

Greg Moody: So yeah, I just wonder about that. Why do we think that you know why, what's our criteria for determining their broke. If you feel like the broken. Yeah. I would definitely go back and try to tighten the process up for

452

00:54:59.430 --> 00:55:11.430

Greg Moody: More efficient in the wrong pond that that certainly is something that we got evaluate my first, my first reaction is, Oh, I want to try to make sure I enroll them anyway. And if I, you know, if I still get frustrated with that then

453

00:55:12.480 --> 00:55:14.970

Greg Moody: Then, for sure. I'm go with

454

00:55:16.140 --> 00:55:16.950

Greg Moody: fixing my marketing.

455

00:55:17.760 --> 00:55:22.680

Stephen Oliver: Yes, sir. Yeah yeah and and and again

456

00:55:23.970 --> 00:55:33.210

Stephen Oliver: I mean, if you think about it, the ideal way to pre qualify. Everybody would be to have the introductory offer be as $297

457

00:55:34.230 --> 00:55:38.460

Stephen Oliver: You know, for the, for the first month, you know, come on in. Right, but

458

00:55:39.120 --> 00:55:48.420

Stephen Oliver: You know what, what, you wouldn't know. Is everybody who showed up in the front door could afford at least $297 and they're pre frame that that's what your tuition is going to be

459

00:55:48.810 --> 00:56:00.390

Stephen Oliver: However, it's not a very exciting powerful time limited offer. And my guess is although I've never run it. My guess is. Is that your response rate would be much worse.

460

00:56:00.960 --> 00:56:07.080

Stephen Oliver: And some other shorter time limited offer. Now when it comes to offers. What we know is at

461

00:56:08.190 --> 00:56:20.250

Stephen Oliver: You know there's length of what the class time is and there's price. Right, so there's there's the range of free to essentially replicating what you're charging at the school normally

462

00:56:20.730 --> 00:56:32.580

Stephen Oliver: And there's, you know, one or two lessons up to its two or three months. Right. The longer that time period. It takes more effort to convert them at the second lesson.

463

00:56:33.000 --> 00:56:47.430

Stephen Oliver: Because there's more opportunity for them to have an excuse of. I just want to do the three months of the two months. Right. And the, the cheaper the offer is trending towards free is you're going to attract a broader swath of people. Right.

464

00:56:48.450 --> 00:57:05.760

Stephen Oliver: However, what I prefer is trending to shorter offering free with Facebook. The nice thing and with Google. The nice thing is there's real time testing and real time iteration. So once that in this case elite digital or

465

00:57:06.840 --> 00:57:22.380

Stephen Oliver: Go to karate or whichever once they find an offer that's working well. We have a tendency to do is not want to screw with the offer until it dies off and then you know go at another offer until we get it to start working. Does that make sense to him.

466

00:57:22.770 --> 00:57:24.600

Tim Harrison: Yes, sir. So thank you.

467

00:57:24.930 --> 00:57:29.880

Stephen Oliver: And by the way, when we first started using elite digital and when

468

00:57:30.900 --> 00:57:45.150

Stephen Oliver: When we first tried it out with Amanda Olson Amanda Christensen Amanda Olsen's very first thing that she wanted to do was do a different offer because her staff was having a hard time converting it.

469

00:57:45.780 --> 00:57:48.600

Stephen Oliver: And the problem was the staff. It wasn't the offer.

470

00:57:49.860 --> 00:57:50.940

Stephen Oliver: Which we went with

471

00:57:50.970 --> 00:57:51.960

Greg Moody: What I was just saying

472

00:57:52.080 --> 00:57:54.180

Stephen Oliver: Yeah, exactly, exactly what you just said.

473

00:57:54.540 --> 00:57:55.200

Stephen Oliver: Well, right.

474

00:57:55.230 --> 00:58:07.500

Tim Harrison: Exactly. Now I gotta say. The staff is doing a pretty pretty good job. We're at about 24 enrollments. This month we did about that last month. And again, that's a good jump off from where we are.

475

00:58:08.070 --> 00:58:09.540

Stephen Oliver: Yeah, I don't know if that's a good

476

00:58:09.540 --> 00:58:11.490

Stephen Oliver: Number of bad number without knowing your intro for

477

00:58:12.240 --> 00:58:13.920

Bob Dunne: Embarking yeah

478

00:58:14.790 --> 00:58:15.180

Well,

479

00:58:18.000 --> 00:58:20.760

Tim Harrison: Yeah, we just seem to be, I guess, for lack of a better term.

480

00:58:22.110 --> 00:58:25.350

Tim Harrison: Our master, get a little clogged was the people that then we meet

481

00:58:26.460 --> 00:58:30.870

Greg Moody: But that's what the question was, what's the conversion rate. How many in the doors. Have you had how many people

482

00:58:31.140 --> 00:58:34.530

Tim Harrison: I know I should know that off the top my head but Vanessa has that all written down.

483

00:58:34.950 --> 00:58:41.190

Stephen Oliver: Okay, well, well we can we can come back to that later in the week but go find that out.

484

00:58:41.370 --> 00:58:41.700

Tim Harrison: I will

485

00:58:41.970 --> 00:58:45.420

Stephen Oliver: Find out what the show rate is from appointment, the intro and what the intro

486

00:58:46.470 --> 00:58:48.270

Stephen Oliver: To enrollment numbers are

487

00:58:48.600 --> 00:58:59.820

Stephen Oliver: And then it gives us a better a better opportunity and don't get what master Moody said what I said wrong, it is possible to fish in the right in the wrong pond.

488

00:59:00.030 --> 00:59:13.800

Stephen Oliver: You just always start with, are we building value adequately. Are we get them excited adequately, are we closing adequately because otherwise it's easy to externalize and blame something that isn't really the issue right

489

00:59:13.830 --> 00:59:14.370

Stephen Oliver: Absolutely.

490

00:59:15.180 --> 00:59:25.860

Greg Moody: And I would, I would say something to even if you are fishing in the wrong pond. I want my staff to start with, oh my gosh, I'm doing something wrong in the intro

491

00:59:26.070 --> 00:59:26.520

Stephen Oliver: Always

492

00:59:26.550 --> 00:59:30.240

Greg Moody: Want the culture to be. It's the intro. It's not them.

493

00:59:30.510 --> 00:59:31.020

Tim Harrison: Because if the

494

00:59:31.140 --> 00:59:38.940

Greg Moody: If the culture is it's them, they're always going to blame them. And it's always going to be, oh yeah everybody said or or they're going to always blame the price.

495

00:59:39.360 --> 00:59:47.130

Greg Moody: They're going to blame the cult. They're going to blame them or the price or sometimes Elaine. Oh, but they don't want to enroll for a year. They only want to do month to month we ought to do month to month

496

00:59:47.370 --> 00:59:52.650

Greg Moody: They're going to blame, they're going to try to break the system instead of following a system, we know works.

497

00:59:53.670 --> 01:00:08.910

Greg Moody: That's what's always going to happen. How do you fix that training and monitoring the numbers training them monitoring the numbers and then having a culture that if something doesn't work. We've got to fix ourselves first part of that might be fishing the right pond.

498

01:00:10.770 --> 01:00:11.040

Tim Harrison: So,

499

01:00:11.400 --> 01:00:12.540

Bob Dunne: More than just

500

01:00:12.690 --> 01:00:15.870

Greg Moody: That what reaction to have first him that we want to make sure we have

501

01:00:16.380 --> 01:00:23.760

Stephen Oliver: Yeah yeah you know you'll be much more successful. That way, even if it even if it's unfair. Okay, great.

502

01:00:23.820 --> 01:00:24.270

Tim Harrison: Thank you.

503

01:00:25.230 --> 01:00:27.270

Stephen Oliver: Well, great. There's nothing else will call it a day.

504

01:00:28.560 --> 01:00:36.360

Stephen Oliver: Give Bob a definitive RSVP for the Disney meeting. It's going to be very productive. I think the quick start meeting. We just had went well. I

505

01:00:36.990 --> 01:00:47.100

Stephen Oliver: Posted the annual calendar and all that stuff. So make sure you have have all that information. And any questions that we didn't get to today post them in the Facebook group and we'll go from there.

506

01:00:48.090 --> 01:00:48.780

Greg Moody: Sounds great.

507

01:00:49.080 --> 01:00:49.740

Stephen Oliver: Thanks, guys.

508

01:00:49.920 --> 01:00:50.970

Greg Moody: So guys like

509

01:00:53.430 --> 01:00:53.610

C. Matthew White: It.

