Staff Development/Multi School Mastermind Video Meeting, March 5 2020

1

00:00:07.589 --> 00:00:08.490

Bob Dunne: What's happening.

2

00:00:09.389 --> 00:00:10.349

Bob Dunne: Hey Paul

3

00:00:14.219 --> 00:00:15.660

Bob Dunne: Are you the monitor.

4

00:00:20.010 --> 00:00:21.750

Greg Moody: My own power, you're the monitor.

5

00:00:24.000 --> 00:00:24.660

Bob Dunne: Same time

6

00:00:28.620 --> 00:00:29.670

Rename my

7

00:00:32.760 --> 00:00:36.000

Greg Moody: Boss of the conference call, what's happening.

8

00:00:37.440 --> 00:00:38.850

Paul Prendergast: Too much just trying to

9

00:00:40.650 --> 00:00:43.140

Paul Prendergast: regurgitate some of the stuff I learned the business.

10

00:00:44.370 --> 00:00:52.050

Greg Moody: Okay, okay, well, we're going to do the the big follow up with the quick start meeting to kind of debrief everything

11

00:00:53.490 --> 00:00:54.000

Greg Moody: And

12

00:00:56.190 --> 00:00:57.300

Bob Dunne: And get everybody together not

13

00:00:57.630 --> 00:01:00.330

Greg Moody: Not that we can't follow up with some of that stuff here, for sure.

14

00:01:00.810 --> 00:01:06.540

Paul Prendergast: Yeah, no, no, I'm good. I'm just like, I'm still I'm still processing and implementing some of it, you know.

15

00:01:07.050 --> 00:01:08.100

Greg Moody: Good, good.

16

00:01:08.310 --> 00:01:09.690

Paul Prendergast: It was very good was a good seminar.

17

00:01:10.380 --> 00:01:10.800

Awesome.

18

00:01:12.150 --> 00:01:12.450

Greg Moody: There's

19

00:01:12.930 --> 00:01:19.680

Greg Moody: There's hard. It's hard to replace be alive. And I think you guys that go to the live meetings.

20

00:01:20.190 --> 00:01:27.630

Greg Moody: Regularly are except you can just tell you accelerate a lot faster. And we try to knock that into everybody's head.

21

00:01:28.020 --> 00:01:33.960

Greg Moody: That when you go to the live meetings and you're consistently there you just escalate faster accelerate faster in your growth.

22

00:01:34.620 --> 00:01:45.840

Greg Moody: It, you know, and I mean yeah the seminar is good. It's good to be with us, although I wouldn't at this one. It's good to be with us and work, but there's something to be said from getting away from your business for a couple days and just focus

23

00:01:45.930 --> 00:01:46.560

Yeah.

24

00:01:48.240 --> 00:01:54.090

Greg Moody: You know, I mean if if we could force yourself to do that on our own, we would have to do it, but it just doesn't work the same as go

25

00:01:54.120 --> 00:01:59.190

Greg Moody: Get away with other people and focusing on your business. And there's a lot to be said for that.

26

00:02:00.600 --> 00:02:00.870

Greg Moody: So,

27

00:02:02.490 --> 00:02:11.340

Greg Moody: There. It's just you're replaceable it's priceless. The next one's going to be really exciting at an apple. So maybe my kid will be there. Who knows, we'll see what

28

00:02:11.460 --> 00:02:12.240

Paul Prendergast: That'd be cool.

29

00:02:12.690 --> 00:02:17.130

Greg Moody: With my kids are right now. We could even see him. He it'd be a plebe year so he'd be

30

00:02:17.400 --> 00:02:17.550

He'd

31

00:02:18.570 --> 00:02:21.510

Greg Moody: Be the worst possible time to see him and he probably

32

00:02:23.220 --> 00:02:26.220

Bob Dunne: It wouldn't it wouldn't be any. Awesome. Awesome.

33

00:02:27.390 --> 00:02:34.470

Greg Moody: Anyway, I get a lot of feedback, there's some kind of I don't think that's on my end anyway. So what kind of things are high level Room meeting.

34

00:02:34.740 --> 00:02:41.580

Greg Moody: So we're kind of things that we want to cover today. I don't know as much for all we're going to be joining us today. Bob, first you know what you're eating.

35

00:02:41.730 --> 00:02:42.390

Bob Dunne: Far as I know

36

00:02:42.810 --> 00:02:48.180

Greg Moody: Okay, well, we can get started on some stuff you guys want to cover. We're going to do our debrief on Disney

37

00:02:48.840 --> 00:03:01.410

Greg Moody: At the at the quick start meeting. So, kind of, we get a bigger forum and bigger group for everybody to listen to. But what kind of things did you guys want to cover a few of you guys were on my Preschool webinar. I hope that was helpful for everybody.

38

00:03:02.160 --> 00:03:06.990

janlappin: I was just gonna say, I thought it was great. Real good. We got some ideas from it. So thank you.

39

00:03:07.290 --> 00:03:17.190

Greg Moody: You're welcome. You're welcome. Awesome. I'm gonna have there will be a replay always tell everybody. There's not just a force everybody to be live so we can try to get more people live. You know, you guys can know the secret.

40

00:03:18.420 --> 00:03:34.620

Greg Moody: I'm sorry about the the mix up of sending the moderator link to everybody. I hope you got to ask whatever questions you got that that you wanted to, or that it was kind of kind of weird. There was a I was trying to be I outsmarted myself a little bit

41

00:03:35.760 --> 00:03:45.540

Greg Moody: By sending the link out and I sent you, my link. Not that the other participant link. So anyway, but hopefully that was valuable.

42

00:03:46.170 --> 00:03:52.650

Greg Moody: So my goal is, and for all those the ADHD the bullying prevention and all those. So we have models that

43

00:03:53.310 --> 00:04:04.830

Greg Moody: We use later to train staff. So we kind of have a backup module and I recommend those. I mean, not trying to be arrogant about that. I think they can have all of those have come out really good. And those are good to have regular

44

00:04:05.160 --> 00:04:13.560

Greg Moody: Things that you can have the staff. Watch. And if you're having a new instructor, they can watch the bullying prevention, the ADHD autism one the preschool one so

45

00:04:13.890 --> 00:04:18.570

Greg Moody: Any suggestions you guys want to send me on what you want to do next. I was going to do one on life skills.

46

00:04:19.470 --> 00:04:31.530

Greg Moody: I was going to do one on class planning and in curriculum design as well. But life skill seem to be the next one that we were going to, I was going to focus on how to do life skills and integrated in the class. So people are doing a better job of

47

00:04:32.640 --> 00:04:38.340

Greg Moody: Talking to the parents while they're doing talking about life skills. So I don't know if that's valuable tonight.

48

00:04:38.940 --> 00:04:40.080

Greg Moody: Feel free if there's something they

49

00:04:41.460 --> 00:04:42.450

Greg Moody: Want me to do.

50

00:04:43.770 --> 00:04:46.050

Greg Moody: So that it's beneficial for you guys and

51

00:04:46.860 --> 00:04:50.220

Greg Moody: And then everybody else gets whatever you want. So

52

00:04:50.310 --> 00:04:50.790

Bob Dunne: You got it.

53

00:04:51.960 --> 00:04:52.290

Bob Dunne: Right.

54

00:04:53.490 --> 00:04:54.780

Bob Dunne: You got the recording of that.

55

00:04:55.110 --> 00:04:55.560

Greg Moody: Yes, sir.

56

00:04:55.830 --> 00:04:56.160

Yeah.

57

00:04:57.600 --> 00:04:58.980

Bob Dunne: Facebook group for now.

58

00:04:59.400 --> 00:04:59.760

Greg Moody: I'm gonna

59

00:04:59.820 --> 00:05:07.560

Greg Moody: I'm gonna push it out to the people who registered I'll post it in the Facebook group for our group and then I'll post it out like to the whole list later.

60

00:05:08.190 --> 00:05:18.090

Greg Moody: So yeah, everybody will get to see it. We had a great attendance. It was our best attended webinar of all time. So it's getting better, as we as we continue to people want to learn about instruction so

61

00:05:18.780 --> 00:05:24.780

Greg Moody: It's good. Yeah, so we can talk about that a little bit. If you guys want or whatever you guys want to cover today.

62

00:05:25.770 --> 00:05:26.640

janlappin: I have a question.

63

00:05:27.450 --> 00:05:35.100

janlappin: And I really liked your stuff and I liked. I think life skills would be good. What we got out of that meeting yesterday was was a couple things. I'm going to

64

00:05:35.580 --> 00:05:46.020

janlappin: redo my curriculum and you said this before and I just couldn't figure out how and then a light bulb went off yesterday or reading my curriculum. So the tigers are getting the same curriculum as the other people will be so much easier.

65

00:05:46.770 --> 00:05:56.670

janlappin: To that I liked the questions that you said like we're talking about discipline this month. What is it and and those kinds of things. I thought were real beneficial to my people.

66

00:05:57.450 --> 00:06:00.360

janlappin: The thing that I did, and I really liked the, the part about

67

00:06:00.690 --> 00:06:13.080

janlappin: Talking to the parents because my people are just not doing that. The team is just not talking to the parents. The parents are sitting there on the phone. They're not engaged at all. So I love that. And I want to start pushing that a little more. We talked about it at the meeting.

68

00:06:14.160 --> 00:06:21.210

janlappin: But one thing I had a question on is you could have a group of 25 tigers and you said only one teacher

69

00:06:21.600 --> 00:06:21.930

Greg Moody: Right, I

70

00:06:21.990 --> 00:06:28.230

janlappin: Don't know how you do that. Can you elaborate on that a little bit, because we have spinners. We have all come, maybe we're just not doing the job.

71

00:06:28.650 --> 00:06:31.890

Greg Moody: So it's a really good question. And a lot of people

72

00:06:33.240 --> 00:06:43.440

Greg Moody: Like if I if I get a chance will videotape them. I don't know how many people bought sticks are going to have this weekend when I do the seminar Friday or Saturday with them. A leaving today to go to the seminar with them.

73

00:06:43.800 --> 00:06:48.240

Greg Moody: I'm Matt white had a really big group because he's got a little bit bigger school

74

00:06:49.050 --> 00:06:57.480

Greg Moody: And you know I it's really common when I go to one of these things I they always say, well, okay, I've got three instructors help you out. I'm like, I don't want anybody

75

00:06:57.780 --> 00:07:10.950

Greg Moody: You know, like, get rid of them because I transitioned, and this is relevant and we may give you a longer answer but I transition to having one instructor, because what I noticed is when I started out and I have like bunch of instructors.

76

00:07:11.280 --> 00:07:18.570

Greg Moody: That the little kids were watching other people so they were watching you know I would teach and I was the most energetic

77

00:07:18.930 --> 00:07:23.160

Greg Moody: And I was the most, the one that we're focused on the most but if somebody was over here on the side.

78

00:07:23.430 --> 00:07:30.750

Greg Moody: And somebody was spinning like you said, and they were correcting them, then the kid next to him who's behaving will watch the correction of the kids spinning

79

00:07:31.740 --> 00:07:43.260

Greg Moody: So you know where I transition to was I can make. I have two choices here I can have assistance to correct the ones that are causing problems while I'm teaching a class.

80

00:07:43.770 --> 00:07:55.800

Greg Moody: If you think about it, that makes the class inherently more like a lecture I'm, I'm the performer and they're doing what I say. And then there's other people that are correcting outside behavior.

81

00:07:56.220 --> 00:08:03.810

Greg Moody: Or I can then you know this is always growing and get really big and I had lots of lots of kids that I was dealing with and I, I didn't, you know,

82

00:08:04.080 --> 00:08:10.080

Greg Moody: I would rather not pay other instructors to that was my other agenda here, right. I wouldn't have to pay other people to be doing the class.

83

00:08:10.320 --> 00:08:24.150

Greg Moody: So if I got rid of those guys and I dealt with it myself. Then, number one, they would have to be watching me. Number two, the corrections. I made for the kids that were spinning in that, in that case, or the kid that wasn't behaving or the kid that was

84

00:08:25.230 --> 00:08:31.890

Greg Moody: Having a problem, I would have to control that, and the other kids would see that they were my expectation of discipline was higher.

85

00:08:32.640 --> 00:08:36.810

Greg Moody: Now you do have the problem that if a kid is just not behaving.

86

00:08:37.710 --> 00:08:46.530

Greg Moody: Like they're outside. They that doesn't work on some kids some kid just lays down, boom, or some kid just runs out of the room and they're just not going to do it.

87

00:08:46.830 --> 00:08:52.470

Greg Moody: Well then I bring the rule up of them we would do a private lesson to get them acclimated in back in now.

88

00:08:52.620 --> 00:09:01.050

Greg Moody: Somebody might think in your current situation because you've got more instructors, well jeez, I'd have to do that with half the kids, I'd have to do that with way too many kids, it just be a really

89

00:09:01.710 --> 00:09:06.600

Greg Moody: Know, because we start them out that way. We start them out from the beginning.

90

00:09:06.900 --> 00:09:17.340

Greg Moody: Of a really high expectation. There's only one instructor. So if there's 20 kids in a class 30 kids in a class doesn't matter. It typically you're not talking really 50 kids. I mean, most of the time it's not 50

91

00:09:17.640 --> 00:09:29.850

Greg Moody: But, but if there's a boatload of kids in the class. Our expectation is, there's only one instructor. They're trained for their only be one instructor in if there's outliers. Then we manage it. And if you remember the discipline webinar.

92

00:09:30.300 --> 00:09:39.720

Greg Moody: The, the rule is you know it's one, two, if their content, there's consequences if they don't behave. It's three and they go out and they said, with the parent. So if I'm the one managing the class.

93

00:09:40.770 --> 00:09:49.710

Greg Moody: I in that's a problem. Then on rare occasions, they're out they sit with a parent we train the parent to shut the hell up, and not say anything to get

94

00:09:50.040 --> 00:09:58.950

Greg Moody: We wait three minutes. If it's three year old for if it's a four year old five it's five year old five year old comes back in, boom, they're done, they just continue class there's no there's no discussion.

95

00:09:59.700 --> 00:10:06.570

Greg Moody: So the big error instructors making these kinds of cases is referring back to that webinar is kids sets out

96

00:10:06.960 --> 00:10:17.550

Greg Moody: And they instruct the kid comes in and there's this long discussion about it, which just puts negative vibes on the whole thing and it's a big drag you don't do that, the kid knows they did something wrong. And the kids sits out, they don't get to participate.

97

00:10:18.300 --> 00:10:30.960

Greg Moody: And you're just done. So you did following that system if you just follow that system on a regular basis. What happens is those ones that are problematic kids start filtering. They either they either up their game.

98

00:10:31.260 --> 00:10:34.800

Greg Moody: Or they filter into the case, the very few ones that own up their game.

99

00:10:35.280 --> 00:10:43.860

Greg Moody: We we manage we pull them aside privately, we managed to get them to up their game and then inject the back end. So the whole process is about. If you think about it, I've got this

100

00:10:44.160 --> 00:10:56.610

Greg Moody: The bulk of kids will be fine. The unusual kids we managed to get them into the bulk of kids that will be fine. So that's the job and then the parameter that I use is one instructor one group.

101

00:10:56.910 --> 00:11:02.250

Greg Moody: My rule, my job. And this is really important for this multi school called here.

102

00:11:02.760 --> 00:11:11.820

Greg Moody: I would rather be able to run the floor with one instructor. Now, if I have multiple instructors in the kids class, you don't class family class by multiple instructors. That's great.

103

00:11:12.630 --> 00:11:18.330

Greg Moody: But if there's only one instructor, the other guys called in sick. I never want to hear a complaint from my guys ever

104

00:11:18.690 --> 00:11:35.310

Greg Moody: They can always run the class. Now why because the curriculum design set up that way because they're the expectations that way that the instructors can handle it. The, the class plan set up that way everything is set up that way. So one instructor can handle 100 people. It doesn't matter.

105

00:11:36.750 --> 00:11:41.640

Greg Moody: So, so that just translates down to the little kids. Well, does that help Jan

106

00:11:42.300 --> 00:11:55.770

janlappin: Yeah, it does. And, and as you're talking. I'm thinking. Probably my problem is what I've done is, like, I have one instructor who's really good with the kids and wonderful and fun. But she did wasn't disciplined enough so

107

00:11:56.130 --> 00:12:04.890

janlappin: Doing training, which I tried to do I put another instructor in that floor that would get the discipline up. I'm talking about black belt and start upgrading them because

108

00:12:05.190 --> 00:12:12.750

janlappin: One instructor wasn't okay so instead of training. I just put another one on and it's, it seems to be helping but now I've got to

109

00:12:12.900 --> 00:12:22.650

Greg Moody: You know, you got a problem. Yeah. Now you got a problem that so so here's what my big to big red flags their big red flag. I, for some reason, this always happens to me at tournaments.

110

00:12:22.890 --> 00:12:32.280

Greg Moody: People come to me at these at a big tournaments, like, Oh, you're the tiny tigers guy because that's the ETA word for these little kids. Oh, you're that because I was teaching this seminar for years for them.

111

00:12:32.880 --> 00:12:46.290

Greg Moody: Maybe even when master Olson was with a TA. Maybe I was teaching tiny tigers back that even, you know, people come to me and say you're there. And they'd say, and they go, oh, you know, and I've got the tiny tiger instructor

112

00:12:47.340 --> 00:12:55.830

Greg Moody: So to me that's a huge red flag. That's the biggest red flag. I ever hear the guy I've got the guy got the gal, who's the tiny tiger instructor

113

00:12:56.130 --> 00:13:06.090

Greg Moody: biggest red flag. You could ever have everybody should be able to teach these guys. Doesn't matter if they're 80 years old or 20 years old, they all should be able to teach them. It's really easy.

114

00:13:06.930 --> 00:13:14.310

Greg Moody: It's really easy. They do. What was the rules they do everything with the leader. They don't memorize and the advanced in half rights.

115

00:13:15.210 --> 00:13:21.390

Greg Moody: I don't have that much curriculum to teach. They're doing it with a leader. I'm not asking to remember us. Now, that doesn't mean they don't do their punch. Good.

116

00:13:21.990 --> 00:13:27.960

Greg Moody: Right. That doesn't mean they don't do their blocker. That doesn't mean they're not discipline. Hell, these guys look better than the other kids.

117

00:13:29.460 --> 00:13:43.110

Greg Moody: They look really good. But why are we making them do stuff. Remember the Piaget levels. That doesn't make any sense memorization doesn't make any sense. Once they can do it. They move to the other group.

118

00:13:44.460 --> 00:13:55.260

Greg Moody: That's the whole thing just don't do it does. It's crazy. It's, it's madness. So we, we now the other thing that's madness would be to have a whole bunch of instructors, so they don't know who to watch

119

00:13:56.610 --> 00:14:07.470

Greg Moody: So, but, but when there's one instructor. That's the guy or the gal that blows the whole system up because your system isn't right. So that's the key that the system isn't right. The second thing is

120

00:14:07.740 --> 00:14:20.400

Greg Moody: Is when you have multiple instructors. That's a big, big red flag because of what we just said is, they won't know who to watch. So you ironically brought somebody in to fix discipline. But what happens is now the person that's the fun person.

121

00:14:20.820 --> 00:14:28.530

Greg Moody: The kids are going to watch the fun person and the disciplined person is going to be correcting somebody. Now, the kids around the one that's getting corrected don't know who to watch

122

00:14:28.920 --> 00:14:38.220

Greg Moody: Because they're distractible they're more distractible so i want i want little kids 15 kids in the class. Now if you give me three instructors and all these instructors are helping

123

00:14:38.790 --> 00:14:48.240

Greg Moody: I can't handle 50 kids, you'll blow me up. You guys are 8393 black belts or whatever you guys all start helping me with 50 kids. I can't teach the class anymore.

124

00:14:48.930 --> 00:14:57.420

Greg Moody: Wow. So think about it that way. You give me 50 little kids. I can teach the class. Now, I may have a couple kids that are nuts and they need to be set out

125

00:14:58.350 --> 00:15:06.090

Greg Moody: Don't get me wrong, I may, I may need somebody rarely, if we have Matt white. You could ask him. I didn't need anybody and he had a really big class.

126

00:15:06.510 --> 00:15:13.350

Greg Moody: But, you know, there may be a backup that I need somebody you some kid. What's his pants. I mean, you know, we got to clean the floor. I'll keep the class going

127

00:15:13.950 --> 00:15:22.920

Greg Moody: Emergencies happen right but all but it but if you throw a couple more instructors in and you all start helping me even though you guys are great. It'll screw the whole thing up.

128

00:15:23.370 --> 00:15:30.090

Greg Moody: So think about it that way instead of thinking, well, how do I, you know, it's actually easier with one person.

129

00:15:30.630 --> 00:15:38.550

Greg Moody: Now again, that class. I usually when I used to teach that class. It was an eight hour class that's quite an op in two hours and we we made it work.

130

00:15:38.790 --> 00:15:46.500

Greg Moody: But I I'm moving around. I'm not. If I had 50 kids, I'm not standing in front the whole time. Remember, Jay. That was one thing I told you when you did that one thing

131

00:15:46.770 --> 00:15:52.140

Greg Moody: I'm not standing in front the whole time I'm around the back. I'm around the side I'm making them do drills so that

132

00:15:52.560 --> 00:16:05.610

Greg Moody: Visually, I'm lining them up by height. So visually, they can always see me because if they can't see me then that blows things up to. So they're always watching me and they're always copying what I'm doing but damn it. They're doing good stuff.

133

00:16:06.750 --> 00:16:13.650

Greg Moody: You know, and if they're doing a drill on a bag. You know, there I have to quickly do the drill on the bag because it can't be sitting around doing nothing.

134

00:16:14.190 --> 00:16:21.270

Greg Moody: So with 50 kids. I may not do a drill out of bag is mainly the point I might do something where I walk around and pop them on the head, so they can block.

135

00:16:21.660 --> 00:16:32.880

Greg Moody: So that I can make the drill go faster. So there's some, there's some management of a class that was that kid. But again, generally you don't have 50. You know, usually it's like 2025 if that's a big class and then that's easier to manage.

136

00:16:34.710 --> 00:16:40.260

janlappin: Be helpful if we could see that if anyone could get a video of that have, have you teaching be awesome. I

137

00:16:40.950 --> 00:16:45.210

Greg Moody: Wish I madman have the video. I thought he video the class what

138

00:16:48.180 --> 00:16:57.510

Stephen Oliver: I've been. I've been here the entire time with my my video as the end with a little crisis going on with Jen. What is it you're having trouble with maybe yes what but what I miss

139

00:16:57.990 --> 00:17:09.090

janlappin: What I was saying is I was complimenting I'm a master Moody on his thing yesterday and I was asking the question, how can one person teach the tiny tigers.

140

00:17:09.450 --> 00:17:14.430

janlappin: Because we have so many that are all over the place. So I just kind of need a little more, maybe

141

00:17:15.240 --> 00:17:20.520

janlappin: Maybe a little more training on that or something, I don't know, because we have a lot of them. We have 80 or 90 of them.

142

00:17:21.240 --> 00:17:35.580

janlappin: So I guess we're doing okay we have them. You're not renewing very many of them the classes and as disciplined as it should be. All the things that he said we should be doing. We're not really there that's our biggest area of I think of opportunity.

143

00:17:35.670 --> 00:17:42.720

Greg Moody: Well, and I think the, I think the whole thing, the whole thing. Jan and the whole thing for almost everybody on the call yesterday and the whole thing for everybody.

144

00:17:42.960 --> 00:17:49.740

Greg Moody: Is the expectation two things. One is the expectation of discipline and real martial art should be high.

145

00:17:50.370 --> 00:18:04.080

Greg Moody: And the expectation of the tenants those three tenets don't try to make them memorize have one instructor, so they know who to watch and just advanced them in half ranks. That's it. And that just simplifies everything, doesn't it.

146

00:18:04.410 --> 00:18:08.850

Greg Moody: Yeah. And then, and then the curriculum, use the same damn curriculum. Yeah.

147

00:18:08.880 --> 00:18:12.330

Stephen Oliver: What, wait, what are you trying to teach them in the first six months, Jan

148

00:18:13.380 --> 00:18:16.950

janlappin: And we do have our curriculum broke down, we take the regular

149

00:18:17.250 --> 00:18:28.920

janlappin: Curriculum we break it down. We teach them some basic punches basic kicks and they have forms that they do to standing like low block high block out in back down and then they'll do a couple grabs and a couple kicks.

150

00:18:29.430 --> 00:18:35.940

janlappin: So I'm going to read you my curriculum, so exactly matches my gut curriculum. I'm going to do that. That was a decision I made yesterday.

151

00:18:36.870 --> 00:18:47.820

janlappin: And I'm going to try to put just one instructor leading the class and that makes me a little nervous because of people having to go the bathroom and you know, all that kind of stuff, but I'm

152

00:18:47.820 --> 00:18:51.240

Stephen Oliver: Not from my perspective, that's like the last thing to worry about.

153

00:18:51.600 --> 00:19:01.650

Stephen Oliver: Right. But the first thing to worry about what master Moody just said it's your expectations of what that classes. Yeah, right. It's not Romper Room playtime.

154

00:19:02.790 --> 00:19:11.790

Stephen Oliver: It's a martial arts class where they're learning martial arts. But like for our regular basic curriculum. We don't teach any other forms.

155

00:19:12.570 --> 00:19:22.590

Stephen Oliver: And I don't care whether you're 32 or your, your three right is it's all drilling on front stance or front punch or high block, all that kind of stuff. Right.

156

00:19:23.040 --> 00:19:30.690

Stephen Oliver: And like master Moody said you're not trying to, we're not trying to have anybody for the first four months. Memorize really anything

157

00:19:31.260 --> 00:19:43.440

Stephen Oliver: Right, including the three year olds. Right, but especially the three year olds. So what we're where we don't do any of that stuff until there until they renewed

158

00:19:44.880 --> 00:19:53.730

Stephen Oliver: That makes sense. And it helps a lot because then all you're focusing on in that basic class is keep it moving. Make it fun.

159

00:19:54.030 --> 00:20:06.510

Stephen Oliver: Let them feel like they can do the front kick let them feel like they can do the front bunch, you know, let them do the blocks. And you can do the you know the blockers or whatever and and do that and really going back to what master Moody said

160

00:20:07.740 --> 00:20:14.790

Stephen Oliver: I think in any class anytime you have more than one instructor who like is trying to be in charge is problem.

161

00:20:15.210 --> 00:20:23.040

Stephen Oliver: Right. What you want is you want an instructor who's in charge. Then he wants some people, you know, to hold the blockers and doing some corrections and

162

00:20:23.340 --> 00:20:34.620

Stephen Oliver: And that kind of stuff. You have the support in place, but where you get a problem is you have like three different people who are in charge and three different things going on unless you've completely broken up the class, in my view.

163

00:20:35.580 --> 00:20:42.270

Stephen Oliver: That makes sense. And, and so what what I think happens a lot of times is you come in with the expectation

164

00:20:42.600 --> 00:20:56.730

Stephen Oliver: That this is Romper Room. We're not really teaching martial arts were just entertaining them we're charging them less they're coming once a week, they're coming to a shorter class all of this stuff right yeah yeah yeah well but a lot who right so

165

00:20:57.780 --> 00:21:12.000

Stephen Oliver: What you want is their enroll just like everybody else they renew on the same cycle as everybody else they're easier to renew to black belt and to leadership than any other group is the expectations should be similar.

166

00:21:13.440 --> 00:21:22.650

Stephen Oliver: But the, I think the main thing is, is your pre framing the parent is, you know, if a child starts at four by time they're eight, they're going to be better than anybody.

167

00:21:23.670 --> 00:21:30.720

Stephen Oliver: However, they're going to look a little different in the first year than a 12 year old right so it's a little different learning curve.

168

00:21:31.140 --> 00:21:37.950

Stephen Oliver: But that's okay. You wouldn't expect your, you know, your four year old to be reading at the same level that a

169

00:21:38.700 --> 00:21:48.630

Stephen Oliver: 12 year old would be either because there's just going to be a little different learning curve now. Well, what happens is if you wait if you waited for a 12 year old before they ever learn the alphabet.

170

00:21:50.190 --> 00:22:00.990

Stephen Oliver: Right, is you would have made a huge mistake because they learn better when they're three, four or five and they learn when they're 12 and learn better than when they're 18 right and this is the same thing.

171

00:22:01.680 --> 00:22:16.200

Stephen Oliver: And that's where I think people get the expectations reversed. You know, they charged him last they are less likely to renew them for some reason they think that they're not going to get a commitment to black belt and beyond all that stuff. And it's exactly wrong.

172

00:22:17.220 --> 00:22:24.960

janlappin: We do get. And I don't know about the rest of the group, but we get a lot of our people saying, well, they're just so young. I don't know if they're ready for this. And I think your

173

00:22:24.960 --> 00:22:26.490

Stephen Oliver: Staff. Yeah, yeah.

174

00:22:26.520 --> 00:22:32.580

janlappin: We're not setting it up, we're not we're not setting up. That's exactly what it is we're not we're not doing the right job there.

175

00:22:32.850 --> 00:22:33.540

Stephen Oliver: Yeah yeah

176

00:22:33.630 --> 00:22:44.130

janlappin: I know the other thing that I do is like I actually, to be honest. Try to stay off those those classes when we have the tiny tigers and little dragons, because I end up getting upset because the discipline, isn't there.

177

00:22:44.430 --> 00:22:49.770

janlappin: And I cannot. And I'm like, I feel like the mean one because I'm always making people do what they're supposed to be doing.

178

00:22:50.190 --> 00:23:00.540

janlappin: So I guess it's really just training that I need to do with the instructors on the expectation and the discipline and I really have tried, but I need to go back and be more forceful I think with it.

179

00:23:00.720 --> 00:23:08.970

Greg Moody: Don't judge yourself for being mean about that you should have a high expectations about being me. The only thing that I would maybe question. When you say you're being mean is

180

00:23:09.270 --> 00:23:15.870

Greg Moody: Are you doing, like you said, are enough training is a regular training schedule in your in your business plan.

181

00:23:16.230 --> 00:23:26.370

Greg Moody: That you know you're training them on a regular basis. If you don't train them very frequently. And that's not a regular thing every week, or at least you know for your part timers. I know you got some part timers there.

182

00:23:26.580 --> 00:23:30.540

Greg Moody: You know, maybe once a month on Saturdays, you do a part time training or I don't know but

183

00:23:30.990 --> 00:23:32.460

janlappin: Once a week training we do

184

00:23:32.820 --> 00:23:41.760

Greg Moody: So if you're doing regular training and then they're still not doing it. It's okay to go in there and go, Hey, man, you're not doing it right. And don't judge yourself for that. That's, that's part of the deal.

185

00:23:42.360 --> 00:23:48.750

Greg Moody: You're going to have people not doing it right. And so it's okay to get on them about it, so don't judge yourself for that. That's, that's fine.

186

00:23:49.650 --> 00:24:05.070

Greg Moody: You might judge yourself is my training effective at the pieces that I want you might judge yourself, at least for me, I don't try to fix everything at once. So if I've been if I noticed that I've got problem 12345678

187

00:24:05.850 --> 00:24:13.020

Greg Moody: And I'm doing my training I rotate 1234 I rotate all the training like you just like our business training the instructional training.

188

00:24:13.470 --> 00:24:22.380

Greg Moody: But if I know that I've got a major problem with 12345678 I do extra training on one and two. I don't do extra training on one through eight

189

00:24:22.830 --> 00:24:33.660

Greg Moody: I know that I try to make sure one and twos fixed and then I yell at them on one and two and less as a major problem. You know, we, you know, I try to prioritize the training to get it down so

190

00:24:33.960 --> 00:24:38.700

Greg Moody: You know, that might be a little bit to make you feel a little bit better about it. Sometimes we got to

191

00:24:39.540 --> 00:24:50.520

Greg Moody: Got to make sure we don't worry about everything we got to worry about the main things until we fix those because they may not be able to handle as much as you would in fact I know they can't handle as much as you

192

00:24:52.590 --> 00:24:55.680

janlappin: Like with your pyramid with the discipline. First, and we need to work on that.

193

00:24:55.950 --> 00:25:11.340

Greg Moody: Yeah, right. It's certainly that's the whole secret to that, that the secret of what the tigers is who gives a crap what they learn. Make sure the classes. Discipline, first, then everything's going to run smooth and then move from there in really then you won't have any other problems.

194

00:25:12.840 --> 00:25:13.200

janlappin: Thank you.

195

00:25:13.560 --> 00:25:14.250

Greg Moody: Maybe go to

196

00:25:15.180 --> 00:25:17.310

Stephen Oliver: Dan, are you are you are you're having

197

00:25:17.340 --> 00:25:19.500

Stephen Oliver: Part time instructors teach those kids or is

198

00:25:19.500 --> 00:25:20.370

Stephen Oliver: It the full timers.

199

00:25:20.640 --> 00:25:21.360

GM Smith: part timers.

200

00:25:21.780 --> 00:25:22.680

Stephen Oliver: Yeah, stop doing it.

201

00:25:24.000 --> 00:25:24.210

Stephen Oliver: Well,

202

00:25:25.140 --> 00:25:26.910

janlappin: But those are part timers is the problem.

203

00:25:27.270 --> 00:25:31.860

Stephen Oliver: Yeah, you need a full time head instructor who's in charge of those classes.

204

00:25:32.070 --> 00:25:33.690

janlappin: And I brought that guy in

205

00:25:33.720 --> 00:25:37.680

janlappin: Line. We're, we're talking. I don't know if I'm gonna be able to get him or not.

206

00:25:37.860 --> 00:25:46.140

janlappin: So I'm trying to get a full time because we're looking like we're going to do something in our other we're opening up like a leasing some more property.

207

00:25:47.280 --> 00:25:54.300

janlappin: To try to get another school going and Fleming's try to get that really up and running. So I'm gonna need a head instructor for that one and here

208

00:25:54.810 --> 00:26:04.440

Stephen Oliver: You'll need to full timers for for this school union full time or there is, you know, having the part time, you know, having a somebody whose work. You say 10 hours a week.

209

00:26:04.950 --> 00:26:18.690

Stephen Oliver: Come in and be fully in charge of any of those classes. I always hate to have that period. Yeah. You know I want I want the full timers are in charge of the class and the part timers are there, you know, basically, to be support and be gophers.

210

00:26:22.470 --> 00:26:27.840

Stephen Oliver: On a scale of one to 10 HOW THE QUALITY LEVEL OF THE part timers that you're having run that class.

211

00:26:29.430 --> 00:26:34.410

janlappin: Well that class. Pretty good. The disciplines, not where it needs to be. It's

212

00:26:34.470 --> 00:26:41.220

Stephen Oliver: Well, no, but relative to your part time staff. I mean, is this like your key person who's great or is this just, you know,

213

00:26:41.970 --> 00:26:49.110

janlappin: She's good. She's, she's, she's good. But she doesn't do the good job with the life skills with engaging the parents with the renewals

214

00:26:49.260 --> 00:26:51.720

Stephen Oliver: So all of the things that are important. Yes, sir.

215

00:26:53.100 --> 00:26:55.740

janlappin: That's why, that's why I put the other girl in the class with

216

00:26:55.740 --> 00:27:00.630

janlappin: Her and now I got to. So that's that. So I probably should. I don't know. Not sure what to do here.

217

00:27:00.750 --> 00:27:03.150

Greg Moody: Have the discipline girl teach the class.

218

00:27:03.870 --> 00:27:04.800

janlappin: And the other support.

219

00:27:05.280 --> 00:27:10.140

Greg Moody: Know, just have the other one not do it. Yeah, just don't have the other one there.

220

00:27:11.730 --> 00:27:17.940

Greg Moody: Never do something else or don't have her there, see what happens, have the discipline one teach the class. Okay.

221

00:27:18.990 --> 00:27:19.290

Greg Moody: And that's

222

00:27:19.470 --> 00:27:22.110

janlappin: Really what I started doing the other one is a support person.

223

00:27:22.140 --> 00:27:23.820

Greg Moody: Yeah. So yeah, I'm a little

224

00:27:25.140 --> 00:27:37.110

Greg Moody: I'm a little more black and white about it i don't i don't have anybody else helping. I don't even. I mean, if somebody needs a whole pad, somebody could come over and hold pads, but they'd be off the floor. I don't want anybody on the floor than the kids don't know who to watch

225

00:27:38.160 --> 00:27:40.680

janlappin: So I'm going to work on that. Well, well, I'll give you

226

00:27:41.670 --> 00:27:49.020

Greg Moody: Have to pay more people. Does your schedule gets know what to do. The instructors learn how to really teach

227

00:27:49.560 --> 00:27:53.010

Greg Moody: They don't whine that they don't have three other people helping them all the time.

228

00:27:53.460 --> 00:28:04.050

Greg Moody: You know, there's just, you know, if they do have other people it's extra bonus. But, you know, they get used to that get used to understanding what to do. I just, it's, it's a lot easier but

229

00:28:04.620 --> 00:28:12.690

Greg Moody: You know, the bigger issue Jan, I think that you guys have Rachel was talking about on today's call is just that needs to happen. I think that's a foundational step.

230

00:28:12.960 --> 00:28:22.470

Greg Moody: And then the next step is just have the expectation that these guys renew sooner and then i think i think this will be a good step towards doing that and making sure that

231

00:28:23.040 --> 00:28:28.560

Greg Moody: Your discipline, one will will help. And then the other one can come up to speed. When you say, hey, that's how to teach class.

232

00:28:30.840 --> 00:28:40.320

Greg Moody: Yeah, there's this weird mindset. Well, it's not a weird mindset, there's this mindset. I guess I understand the mindset of when the kids are little people start talking to them funny.

233

00:28:41.340 --> 00:28:41.970

janlappin: Like they know

234

00:28:42.150 --> 00:28:53.580

Greg Moody: Like, like there are three or four or five and they say instead of talking to them like this, they start talking to. Oh, hi, Johnny, and they get their voice funny and and whenever I hear an instructor mind do that I like.

235

00:28:54.540 --> 00:28:58.590

Greg Moody: Grab him by the throat night throwing the US alone. I said that we talked to him.

236

00:28:58.650 --> 00:29:00.960

Stephen Oliver: You do. Do you remember you remember that story right

237

00:29:01.800 --> 00:29:07.440

Greg Moody: Oh yeah, I remember the one where you said the guy was the guy was talking to you almost got a fight with them. Well, I mean,

238

00:29:08.400 --> 00:29:17.430

Stephen Oliver: I, I was I was I was waiting to him some feedback. It was so busy that I left a note and the next day at the staff meeting he came bursting into the meeting.

239

00:29:18.210 --> 00:29:28.680

Stephen Oliver: trying to pick a fight with me because the the the feedback was exactly what you said when he was dealing with the kids. He was talking like it was Romper Room. You know I that's

240

00:29:29.370 --> 00:29:41.040

Stephen Oliver: You know, dated reference for anybody very young, but, you know, okay boys and girls. What we're going to do now. It's like, oh my goodness they came to a martial arts class. We're not you know we're not a gymboree today.

241

00:29:42.540 --> 00:29:48.270

Stephen Oliver: Yeah yeah so that that's crucial yep yep so that

242

00:29:48.390 --> 00:29:55.980

Greg Moody: That I think would make a big difference. And then that'll get a review the mindset that they should be working towards black belt. That's what we're doing. We're doing it, you know. Yeah, I think.

243

00:29:56.010 --> 00:30:07.740

janlappin: Engaging the parents in the class is going to help with that, you know, having parents talk about confidence and discipline and how will your child improve when they were black. But getting them thinking about that and engaged in class. I think will make a big difference.

244

00:30:07.800 --> 00:30:18.960

Greg Moody: Yeah, Master over before you got on. I was asked them what they want to, you know, if we were doing another instructional one. And I think that, you know, I've got a simple life skill script that goes in the kind of pre seeds. The you know leadership and

245

00:30:19.980 --> 00:30:24.300

Greg Moody: The way I do it. It's very simple. It kind of cues. The instructor

246

00:30:24.690 --> 00:30:33.960

Greg Moody: We just have them in the class plan twice in class. The instructor supposed to stop them, say what the life skill is what it is. The kids repeated.

247

00:30:34.260 --> 00:30:39.810

Greg Moody: And the parents have to give examples to examples of what that means to them and it cues. The

248

00:30:40.170 --> 00:30:44.790

Greg Moody: Instructor You know I just found if I don't have something to cue the instructor to talk to the parents.

249

00:30:45.030 --> 00:30:54.720

Greg Moody: A couple times during class than the instructors don't develop the habit of talking to the instructor. So, so they it's cute in the plan that they do that.

250

00:30:54.990 --> 00:31:06.360

Greg Moody: Otherwise, the instructors tend to be an official up in front. They stand up in front. They talk of in front, they talk to the kids. The parents look at their phone, and then you're done. So, you know, that might be something we do next.

251

00:31:07.770 --> 00:31:08.160

Greg Moody: But

252

00:31:09.270 --> 00:31:19.290

Greg Moody: In master Smith talks a lot about selling from the floor. I mean, it really is true, that that's the instructors need to be. We don't do enough of that. And everybody could probably improve on that.

253

00:31:19.560 --> 00:31:26.850

Greg Moody: Is the instructor selling from the floor, talking about what they should be doing and their goals from the floor of the basic classroom full of that. And frankly, the

254

00:31:27.360 --> 00:31:36.330

Greg Moody: Even the other classes they should be continuing to be talking about their future from the floor, there should be a lot of interaction with the parents all the time everywhere.

255

00:31:36.600 --> 00:31:47.130

Greg Moody: And that's a habit. You got to push the instructors to develop. So I like what I'm doing with that. Because it, it forces the instructors to say something to the parents a couple times class and then

256

00:31:48.390 --> 00:31:53.850

Greg Moody: I just found that they end of doing it. I just find that the end up like kind of being more interactive that way.

257

00:31:54.990 --> 00:32:04.830

Stephen Oliver: But Jen, go back to what you said a minute ago, she's a really good instructor, except it doesn't do the life skills and she doesn't get renewals

258

00:32:06.180 --> 00:32:07.950

Stephen Oliver: Yeah. So what does she do well.

259

00:32:08.790 --> 00:32:24.780

janlappin: Well, now you're going to really hurt rake me over the calls. She's very fun and energetic with a little drag and see she's more playful. So all the things that you're saying I shouldn't be looking for is what I looked for when I put her with a little dragons.

260

00:32:25.350 --> 00:32:27.330

Stephen Oliver: Well, across the board.

261

00:32:28.350 --> 00:32:34.890

Stephen Oliver: Playful and energetic fine. I mean it you know it's it's fine. But that's not a key to retention.

262

00:32:35.040 --> 00:32:36.540

janlappin: Here. Right. And that's our problem it is

263

00:32:36.570 --> 00:32:47.130

Stephen Oliver: Not a key to return to renewal right and really all I care about is I don't get me wrong, I care about the quality of the student physically

264

00:32:47.520 --> 00:33:00.870

Stephen Oliver: But they're only going to get good if they're there for three or four or five years. Right, so I don't particularly care about the quality of the technique on month for I care about them getting into year two, and the quality of the technique and year three

265

00:33:01.980 --> 00:33:07.830

Stephen Oliver: Right, because again, people make that mistake. You know, they want to have really good green belts. Well, you know,

266

00:33:08.250 --> 00:33:12.390

Stephen Oliver: A green belt that drops out still sucks and martial arts. You know, I don't care about that.

267

00:33:12.930 --> 00:33:20.070

Stephen Oliver: But what I do care about is I care about them committing to black belt and beyond and I care about them being there in year two and year three

268

00:33:20.280 --> 00:33:34.320

Stephen Oliver: And those are intricately linked right now personality wise I really do want somebody that the students like that they Revere that the parents like that they respect that has a great deal of empathy for the students.

269

00:33:35.370 --> 00:33:46.950

Stephen Oliver: You know, that's the rapport component of it, right, that part is really important. I mean, you can get people with good podium skills with horrible people skills. You don't want that. Right.

270

00:33:48.180 --> 00:33:57.240

Stephen Oliver: Hell, in the last election. I mean, look at, look at Bloomberg, you know, arguably, the smartest guy up on stage and he you know you know personality. You don't want that.

271

00:33:57.660 --> 00:34:10.920

Stephen Oliver: But what you do want is you want them to be focused on renewal life skills, leading to the renewal and you want good retention and the only evaluation for an instructor really is retention and renewal.

272

00:34:12.690 --> 00:34:19.140

Stephen Oliver: Those are the only two numbers I really care about when evaluating write a function of retention is the number of of

273

00:34:19.890 --> 00:34:35.160

Stephen Oliver: At each rank the number of people who are testing, who are ready to test a new test successfully right so I'd want them to have as close to 100% as possible. And if they only have like 50% ready for any individual test that's problematic.

274

00:34:36.510 --> 00:34:46.500

Stephen Oliver: But we as martial arts. We I think we always tend to not always but we we tend to look at the wrong traits and then we go oh wow he or she is great.

275

00:34:46.860 --> 00:34:57.270

Stephen Oliver: Well how's their student retention. Well, that's not very good, but they have a lot of fun while they're here. Well, a lot of fun why they're here. They don't come back. I don't care. And how's your renewal rate.

276

00:34:58.200 --> 00:35:03.660

Stephen Oliver: Well, they're all really excited about martial arts. But, but, you know, they're too young to, you know, to be renewed the black up

277

00:35:05.040 --> 00:35:06.630

Stephen Oliver: Not, not true at all. Right.

278

00:35:08.220 --> 00:35:19.410

GM Smith: And I would, I would add one more thing. The having fun and developing that rapport with the kids is very important. And I always tell the instructors.

279

00:35:20.100 --> 00:35:31.890

GM Smith: That's one of the traits, one, one of the traits that we want you to have, but the measurement of your success that you're reaching the students is that you get them renewed

280

00:35:33.120 --> 00:35:43.470

GM Smith: If you don't get them that renewed. Then you think that you're developing rapport. But in reality, you're not because the measurement of that report.

281

00:35:44.040 --> 00:35:50.730

GM Smith: And reaching the students and having fun and they like you is that they want to stay longer and get their black belt.

282

00:35:51.300 --> 00:36:02.460

GM Smith: So all of that time while we're talking to them them having fun. Everything has to be about. Have you set your goal, what's you know where's my future black belts. Where's my leaders.

283

00:36:03.030 --> 00:36:14.880

GM Smith: spotlighting them given a given them a big hand. Now that's what I, that's what I I'm talking about when I say a future black belt so they if they're not doing that kind of stuff.

284

00:36:15.630 --> 00:36:27.870

GM Smith: That showcases of what that end result is and like master Moody said a while ago. The pre framing the selling from the floor is what that is and to get their attention.

285

00:36:28.350 --> 00:36:37.650

GM Smith: We have to sometimes intersperse some fun activities. There's some instructors that are two drives, they never have fun with the students.

286

00:36:38.100 --> 00:36:44.520

GM Smith: And for the younger ones they do need a little bit more of that. But they also have to have that other part so

287

00:36:45.000 --> 00:37:05.010

GM Smith: Your complete as an instructor your complete instructors, the one who can do both sides and then still have good retention and good renewals but the bottom line comes down to what is my retention. What are my renewals. That's how I measure the status or the level of an instructor

288

00:37:07.680 --> 00:37:14.760

Stephen Oliver: Yeah, I mean, in you could you could subset that by, you know, what's the percentage. They're supposed to be testing for each belt.

289

00:37:15.120 --> 00:37:24.720

Stephen Oliver: That already and are in fact testing successfully for each belt you know that that's that's an important criteria that links directly to renewal and retention. Right.

290

00:37:25.920 --> 00:37:31.080

Stephen Oliver: You can also Greg you been tracking frequency of attendance. What, what's your word for it.

291

00:37:35.820 --> 00:37:39.090

Stephen Oliver: Yet a word for they're coming 2.7

292

00:37:39.090 --> 00:37:39.750

Macy: Times a week.

293

00:37:40.200 --> 00:37:41.310

Macy: We call it the polls.

294

00:37:41.610 --> 00:37:43.620

janlappin: Yeah, oh yeah.

295

00:37:43.710 --> 00:37:44.340

And

296

00:37:45.750 --> 00:37:55.290

Macy: We actually you know with with that it definitely correlates with retention and the more I started tracking that number.

297

00:37:55.770 --> 00:38:01.500

Macy: And seeing where was it helped us in a lot of ways to create, especially in the summer months where you might have

298

00:38:02.010 --> 00:38:04.920

Macy: A little bit higher attrition because of you know vacation, whatever, but

299

00:38:05.550 --> 00:38:17.700

Macy: We would do contests and stuff like that we turned our, our July or June or July are actually our best months for attendance now because we've geared up so much to kind of combat that.

300

00:38:18.210 --> 00:38:25.980

Macy: That we we create all these you know you doing there in the schools to bit like spirit weeks, but then we have our summer picnic and we just try to create event after event.

301

00:38:26.490 --> 00:38:30.780

Macy: That generates that holes and when we did that it was

302

00:38:31.470 --> 00:38:43.230

Macy: We went from having, you know, we want you know anything about two is great because that tells us that they're coming in at least twice a week on average for the school base, but my instructors.

303

00:38:44.190 --> 00:38:52.080

Macy: I really start to nail them if it gets below 2.5 and, you know, because that tells me that there's something going on in the classroom or

304

00:38:52.350 --> 00:39:01.290

Macy: The excitement in the school isn't there. And so, you know, we say to five because we have a lot of our leadership students that come three or four or five times a week.

305

00:39:02.130 --> 00:39:07.860

Macy: And so that also could be an indication of if they're coming in to help with other classes in creating that leadership model.

306

00:39:09.210 --> 00:39:09.900

Stephen Oliver: Yeah yeah

307

00:39:11.580 --> 00:39:18.060

Stephen Oliver: But you want you want to have good, you know, data driven measures, right.

308

00:39:20.430 --> 00:39:31.320

Stephen Oliver: Mentioned Bloomberg, you know, yesterday or day before whenever it was when he dropped out of the race. He had EQUIP. He said, you know, air, we drove everything and of course he's

309

00:39:31.770 --> 00:39:42.030

Stephen Oliver: You know, multi billionaire hugely successful businessman. He says, everything is by data, you know, when I was mayor of New York. We said, In God we trust all our spring data.

310

00:39:43.380 --> 00:39:49.830

Stephen Oliver: But you know, that's with your staff. That's got to be the more black and white and the more

311

00:39:51.000 --> 00:39:59.040

Stephen Oliver: Measurable numbers that you have and the more you can hold them accountable. It's again why like full timers. I'm not that worried about part timers.

312

00:40:00.750 --> 00:40:12.450

Stephen Oliver: Because you you want to hold them accountable for the data and the data, the relevant data is renewal percentages Greg's number of pulses is a wonderful way to think about that.

313

00:40:13.410 --> 00:40:30.870

Stephen Oliver: You know, the percentage that are supposed to be ready to test that are that successfully complete the test all of those. And of course what your monthly dropout rate is. But it again I you know I beat it to death. But, you know, if I take some of the schools and the instructors who

314

00:40:31.890 --> 00:40:45.240

Stephen Oliver: look as if they have the most exciting classrooms and the most dynamic and charismatic instructors and the most exciting teaching systems they almost always correlate with the ones with a higher dropout rates.

315

00:40:47.400 --> 00:40:57.510

Stephen Oliver: Okay, again, look at, look at Dave cove our steel Valley Ernie Reyes senior all Cliff close friends of mine, or at least he before he killed himself.

316

00:40:58.620 --> 00:41:08.070

Stephen Oliver: And, you know, very dynamic charismatic, you know, people dry, you know, traveling from all over the country to look at it. And the reality is buzz Durkin

317

00:41:08.460 --> 00:41:25.050

Stephen Oliver: You know, and Keith hafner and he goes through five others had had half the dropout rate or one tends to drop out rate, you know, on a spectrum that they did and and none of them were excited. It's just high level of rapport nice people.

318

00:41:26.460 --> 00:41:31.350

Stephen Oliver: Focus on the things that are important rapport and

319

00:41:32.010 --> 00:41:32.670

Stephen Oliver: Goals. I mean,

320

00:41:34.710 --> 00:41:45.180

GM Smith: Master Oliver, I'd say the different ways that really the reason why buzz at those guys have such good retention is because they place an importance on tracking it

321

00:41:45.780 --> 00:41:53.880

GM Smith: And they call them and they they do things to keep track of it. What happens with the valley and

322

00:41:54.750 --> 00:42:04.920

GM Smith: And and the guys in San Jose, you know the radius is that they rely solely on the retention by their charisma.

323

00:42:05.400 --> 00:42:14.670

GM Smith: And I don't care how charismatic, you are if you don't track your retention and call them when they're not there and send them a text, send them an email.

324

00:42:15.330 --> 00:42:21.900

GM Smith: Send them a card, send them things for their birthday, you know, keep that rapport building

325

00:42:22.500 --> 00:42:30.720

GM Smith: And keep your finger on the pulse of the school to find out who's not there. Because once they're not there, and you don't contact them.

326

00:42:31.170 --> 00:42:42.390

GM Smith: Now they have, they can develop that habit of not being there until they're not there anymore. So it's just take a personal interest by keeping good stats. That's why we like that physical card.

327

00:42:45.750 --> 00:42:46.080

Yeah.

328

00:42:49.740 --> 00:42:50.940

Stephen Oliver: He is this helping gym.

329

00:42:53.100 --> 00:42:54.210

Stephen Oliver: Is

330

00:42:55.260 --> 00:42:56.310

Stephen Oliver: Always

331

00:42:57.330 --> 00:43:01.830

Stephen Oliver: You know, anytime you say always, you're wrong. But let's assume that

332

00:43:02.970 --> 00:43:13.800

Stephen Oliver: Your impression of whether somebody is performing well is going to be shaded by whether you like them. You don't like them, whether you raised them. You didn't raise them, whether you sympathize for situation.

333

00:43:14.160 --> 00:43:20.460

Stephen Oliver: You don't sympathize with their situation and whatever love other levels or rapport, you have or don't have with them.

334

00:43:21.270 --> 00:43:38.460

Stephen Oliver: And for an employee and for everybody, but for for a staff member, you want to be evaluating them by Objective numbers right and utilizing your assessment of how you feel about them is, is the worst possible way to do it. Okay.

335

00:43:39.690 --> 00:43:50.430

Stephen Oliver: It's, you know what, what's this person's dropout rate. What's this person's renewal rate. What's this person's percentage that are graduating on time, right, if it was a program director

336

00:43:50.820 --> 00:43:55.740

Stephen Oliver: You know how much are they have hustling. How many intros are they generating but then it's, you know, what's their

337

00:43:57.060 --> 00:44:11.280

Stephen Oliver: Percentage to make appointment was their percentage to get them in the door was their percentage to enroll them right. And, you know, no matter how much they looked apart and no matter how impressed I am with them. And no matter how smooth, they talk if they're closing

338

00:44:12.600 --> 00:44:24.390

Stephen Oliver: 40% of the intros they have in their not very good. And if they're closing 75% of the interest they have in their good, right. It's a pretty you know pretty clean and easy evaluation.

339

00:44:29.280 --> 00:44:39.960

Stephen Oliver: And by the way, we all do it, but the mistake we make is take the one that we really like we see a lot of potential in it, we, you know, I know they screwed this up but they're, you know, they're getting there, and hope springs eternal

340

00:44:40.620 --> 00:44:47.280

Stephen Oliver: But rather than just look objectively at the numbers and evaluate them and and train them based upon fixing those numbers.

341

00:44:52.740 --> 00:44:53.550

Stephen Oliver: That make sense. Yeah.

342

00:44:54.000 --> 00:44:56.880

Greg Moody: I mean, I think, I think John's got some stuff to key into

343

00:44:57.150 --> 00:44:58.290

Stephen Oliver: Yeah into

344

00:44:58.950 --> 00:45:07.800

Greg Moody: To work and you've got such opportunity. The great thing is the, you know, good news, bad news thing. The bad news is you have been upgrading renewing the tiny tigers, but

345

00:45:08.130 --> 00:45:16.470

Greg Moody: You know, the good news is, is that you got so much opportunity in the next if you do this like a blitz. You know, to my advice would be, is in the next

346

00:45:17.280 --> 00:45:18.120

Greg Moody: Four weeks.

347

00:45:18.600 --> 00:45:27.180

Greg Moody: Just like a blitz where you do it in the next four weeks just do everybody so don't try to fix this system. I mean, definitely fix it systematically

348

00:45:27.600 --> 00:45:39.180

Greg Moody: But I would just run through all of them and get them all done because doing it in a trickle in kind of fashion isn't isn't as helpful. I would just try to get everybody done in the next three, four weeks.

349

00:45:39.300 --> 00:45:40.950

Stephen Oliver: Yeah, you got almost 100 to work with.

350

00:45:41.130 --> 00:45:53.730

Greg Moody: Yeah, and do. We'll all do them all because because when you're in this situation, hey look we just didn't ask them. We just didn't renew them. We just didn't do it before I would just do them all in my god you guys could have a $200,000 month

351

00:45:54.390 --> 00:46:00.690

Stephen Oliver: And by the way, I wouldn't take that instructor and have an instructor sit down and go through the list of who they think should and should not be reading

352

00:46:01.170 --> 00:46:03.660

Greg Moody: Oh no, I'm sorry, that was funny.

353

00:46:04.830 --> 00:46:11.460

Stephen Oliver: Well, I know it is probably the next thing that most people would do is you take the list and you have the instructor who's out there.

354

00:46:12.120 --> 00:46:22.740

Stephen Oliver: Who's having all the wrong numbers and you say, let's go through the list and they're going to, you know, tell you, Oh, this one's it's basically that and this one, this and this one's this and this one is this you know that

355

00:46:23.880 --> 00:46:35.910

Stephen Oliver: The best renewal Blitz I you know ever had was right after I fired, whoever the head instructor was and put a new person in there because a new person is looking at it with a clean set of eyes.

356

00:46:36.960 --> 00:46:39.600

Greg Moody: So the disciplined person would be great to do that with

357

00:46:40.020 --> 00:46:44.310

Greg Moody: They might be, you know, even though they're a part timer. But that's what you're stuck with right now or whatever you got.

358

00:46:44.580 --> 00:46:48.540

Greg Moody: Or whoever you got his full time and then start with that. I think you don't everybody on the call.

359

00:46:48.900 --> 00:46:57.030

Greg Moody: Could have a group. If you've got a group that's just behind and renewal process if there's a group. I just grabbed that group. And then we just Blitz them.

360

00:46:57.270 --> 00:47:01.650

Greg Moody: And it's not necessarily the whole regular Blitz because you're going to use those tools.

361

00:47:01.950 --> 00:47:13.320

Greg Moody: In November, December, but it's something of that nature where you send them testimonials, you could send a mail, you can send an email. It's something special. Maybe in your case jam for the for the tiny tigers. If that's your name for him.

362

00:47:13.530 --> 00:47:26.700

Greg Moody: And Amanda, you may have a group like that. Paul, you may have a group like that. Maybe in Paul's case one of your schools might have a group versus another school. So these it might. It might not be the renewal, it might be that you've got a low percentage of hated falls.

363

00:47:27.030 --> 00:47:33.420

Greg Moody: In a certain group. So it might be to focus on that group and just get that number, the way it should be.

364

00:47:33.840 --> 00:47:44.190

Greg Moody: And you'll have a huge month but the benefit of that is that it gets your staff keyed into doing the system that you want to do on a normal basis the right way.

365

00:47:45.180 --> 00:47:48.420

Greg Moody: It's like the advantage. What I know I'm not trying to

366

00:47:48.960 --> 00:47:55.500

Greg Moody: You know, promote this book, like when I did the seminar with Matt and he did the renewals the way he was supposed to in the painful way supposed to

367

00:47:55.680 --> 00:48:06.390

Greg Moody: The idea is that then from then on, he does it. The normal way correctly. Yeah, he did a big money day that day. But the idea is that from then on, he does it. The normal way correctly. So if you do the

368

00:48:06.960 --> 00:48:14.760

Greg Moody: Call it a promotion instead of a blitz. It doesn't matter. But if you focus on the thing you're not getting your number right on for

369

00:48:15.300 --> 00:48:18.060

Greg Moody: Two, three weeks, and you get everybody renewed

370

00:48:18.450 --> 00:48:27.780

Greg Moody: In that case, or to get everybody if you're not getting any paid in full. So if you get a bunch of them a larger number to pay in full. Now your staff is cute into doing it the correct way.

371

00:48:28.050 --> 00:48:33.030

Greg Moody: And you'll get a better normal process month to month on a more reasonable basis.

372

00:48:33.600 --> 00:48:41.490

Greg Moody: So that might be another way to kind of really get focused on this. So sometimes you don't want to just fix the thing and then just try to improve the process slowly.

373

00:48:41.760 --> 00:48:49.230

Greg Moody: It's better just to fix it all at once, make the next month. The next three, four weeks. Boom. I don't know how you feel about that master Oliver, but tonight.

374

00:48:49.230 --> 00:48:49.560

Stephen Oliver: Actually

375

00:48:49.890 --> 00:49:04.350

Greg Moody: As the best way to do it. Plus, you'll get a huge result from it. Everybody will get a lot of positive feedback you had a big result big numbers good money they can get a bonus, it's, it's that would be the THAT WOULD BE THE BIG HOME RUN here.

376

00:49:04.710 --> 00:49:06.420

Stephen Oliver: And then you can put a good instructor in charge.

377

00:49:07.560 --> 00:49:08.490

Greg Moody: But but but

378

00:49:08.520 --> 00:49:23.310

Greg Moody: You see, if you do it that way, even though the process of a, like a blitz or promotion is different, it's really the same process you're normally supposed to do so doing that will train everybody really fast. So get everybody really focused. It's actually easier to do that.

379

00:49:24.210 --> 00:49:28.590

Greg Moody: It's easier to do that than to try to kind of trickles raining into your system.

380

00:49:29.280 --> 00:49:43.290

janlappin: Actually, we talked about that at the meeting Grandmaster Oliver talked a lot about that, like, and so did Greg may see how you can like kind of blitz everybody do all this in one week all this in one week. And it was really good. I liked it. We've been doing some of that.

381

00:49:43.350 --> 00:49:45.180

janlappin: Already yeah yeah

382

00:49:45.960 --> 00:49:46.320

The

383

00:49:47.730 --> 00:50:00.900

Stephen Oliver: I guess can't emphasize enough as a management tool is the more granular. The more specific you can get the numbers related to their individual function. And as long as you're measuring the right things right.

384

00:50:02.160 --> 00:50:11.850

Stephen Oliver: Then, the better off you are. And then it turns the meeting into the, you know, rather than feeling like a personal attack if you're trying to fix something

385

00:50:12.300 --> 00:50:24.180

Stephen Oliver: Or feeling like teachers bet if you're raising somebody, it turns it into numbers, right, it just we have X number of calls X number of appointments X number data, you know, our retention.

386

00:50:24.810 --> 00:50:32.430

Stephen Oliver: We have x number of people in one week list goes to the names to week three, week. Now we have a real problem and the two week three, week number

387

00:50:32.910 --> 00:50:39.750

Stephen Oliver: We've got to figure out why we've let that slip a little bit and you know when we got to get those guys out of there. Can't let them slip anymore.

388

00:50:40.590 --> 00:50:53.520

Stephen Oliver: But let's figure out what's going on. See any changes the dynamic to, you know, really proud of you, versus it really pissed off at you to your problem areas that we need to solve. And here's something we need to tune and tweak right

389

00:50:54.330 --> 00:50:55.530

janlappin: You know, like data.

390

00:50:56.190 --> 00:51:01.800

Stephen Oliver: Yes, more is more like the diagnostics on repairing a car than it is, you know,

391

00:51:02.820 --> 00:51:06.660

Stephen Oliver: Praise correct phrase on on that kind of stuff with when it comes to management.

392

00:51:07.050 --> 00:51:19.890

Stephen Oliver: Right is, you know, think about if you if you took everybody bowling. I mean, did you use the simplest analogy you know you wouldn't do praise correct praise, you know, hey, it's really great the way you're holding the ball. Oh shit. You didn't any bins.

393

00:51:21.270 --> 00:51:24.000

Stephen Oliver: But it was really, I really liked your recovery. Right.

394

00:51:25.050 --> 00:51:33.840

Stephen Oliver: No, I mean it's, it's, you know, that's great, with the kids in class, but with staff. You want to just be, you know, well, fantastic. Bill, you're having a

395

00:51:34.650 --> 00:51:43.050

Stephen Oliver: Got a 90% closing rate of every of every second intro that's coming in that's gone way up in the last couple weeks. You tell us maybe what you're doing, just a little bit differently.

396

00:51:43.830 --> 00:51:54.150

Stephen Oliver: Well you know what, what's what's going on differently and sue. We're having a really a challenge here on the renewal rates and we're only getting 35% we should be 85%

397

00:51:54.870 --> 00:52:08.790

Stephen Oliver: Less go to work and diagnose what we're missing, are we, you know, are we doing this. Are we doing this right. So it changes the tone and and really helps motivate them on to be self diagnostic those two books we've recommended a lot

398

00:52:09.900 --> 00:52:23.910

Stephen Oliver: The great game of business and whatever the other one was one was jack stack, I, I was just looking at it is a great game of business. Yeah, the great game of his those books are great because really what it is, is it's all about

399

00:52:25.350 --> 00:52:33.810

Stephen Oliver: I think he's the one that talked about turning them into business people, is it turns employees who are waiting to be told what to do.

400

00:52:34.200 --> 00:52:40.770

Stephen Oliver: In the folks that can self diagnose and go through and and figure out what's wrong and diagnose themselves.

401

00:52:41.160 --> 00:52:50.340

Stephen Oliver: And so the more you can get them where their self diagnosing and the more you can get them where they're explaining where the numbers, good or bad, with a benchmark should be, you know, what's missing. What's not

402

00:52:50.910 --> 00:53:01.380

Stephen Oliver: You know, one is, you know, thanks, keep spending when when Paul's in the Virgin Islands, which he's happy about. And number two, is it really helps them grow a lot

403

00:53:06.630 --> 00:53:14.250

Stephen Oliver: Amanda, you have any any good vacations going on and we, you know, we know that Jan and Greg and Paul don't like to be in their own state, but do you have any

404

00:53:17.820 --> 00:53:18.510

Amanda Olson: GREAT NIGHT.

405

00:53:18.870 --> 00:53:20.520

Amanda Olson: No, I like it over here.

406

00:53:20.910 --> 00:53:22.170

Stephen Oliver: Okay, okay.

407

00:53:22.530 --> 00:53:24.840

Greg Moody: She's disappointing you that Tennessee is good.

408

00:53:26.490 --> 00:53:28.140

Stephen Oliver: I've been in Tennessee a lot. Yeah.

409

00:53:29.850 --> 00:53:33.330

Stephen Oliver: Tennessee's good. The other thing I like about Tennessee is the humidity in the mosquitoes.

410

00:53:34.650 --> 00:53:35.400

Stephen Oliver: In the ticks.

411

00:53:36.840 --> 00:53:38.820

Stephen Oliver: And mosquitoes. The size of Matchbox

412

00:53:39.600 --> 00:53:42.450

Amanda Olson: I'm up in the mountains. It's a different yes better

413

00:53:45.090 --> 00:53:47.070

Stephen Oliver: Yeah, that's that that's a beautiful area, though.

414

00:53:48.000 --> 00:53:50.730

Amanda Olson: No, I want to go on a vacation. I'm working on it.

415

00:53:51.420 --> 00:53:51.960

There you go.

416

00:53:53.460 --> 00:53:54.630

Amanda Olson: I didn't go to Disney World.

417

00:53:55.140 --> 00:53:55.890

Stephen Oliver: Yeah, there you go.

418

00:53:57.090 --> 00:53:59.040

Stephen Oliver: You ever buy information to go on vacation.

419

00:54:00.390 --> 00:54:01.800

Greg Moody: Because we forced you

420

00:54:03.630 --> 00:54:07.440

Stephen Oliver: Yeah, I, I don't consider Disney World vacation, personally, but

421

00:54:08.040 --> 00:54:08.880

Amanda Olson: For me, no.

422

00:54:09.480 --> 00:54:09.750

Time.

423

00:54:10.980 --> 00:54:13.650

Stephen Oliver: left to my own devices. That's not where I would be going

424

00:54:15.210 --> 00:54:18.000

Stephen Oliver: Although Greg, you missed out on St. Petersburg. That was nice.

425

00:54:18.540 --> 00:54:20.250

Greg Moody: All right. Yeah, I'm jealous.

426

00:54:20.250 --> 00:54:20.820

Stephen Oliver: Surrounded by

427

00:54:21.210 --> 00:54:23.100

Amanda Olson: Beautiful. Yeah. That was good.

428

00:54:23.700 --> 00:54:29.220

Stephen Oliver: That was good. We went to. We went to the base side waterfront rather than clearwater beach

429

00:54:31.290 --> 00:54:40.920

Greg Moody: And so that was, that was a nice improvement. I was in Vegas, which normally be nice but has training. Training, training, the whole time. So nice but not my not like

430

00:54:42.240 --> 00:54:44.100

Stephen Oliver: Minimal enthusiasm for Vegas.

431

00:54:44.130 --> 00:54:49.830

Greg Moody: Yeah. Yeah, but I got it over with. I got I got like 10 minutes. That's my parents. I got my tenants over

432

00:54:51.090 --> 00:54:59.340

Stephen Oliver: That's, to me, the problem was Atlantic City as you take you take the few things that I like about Vegas and get rid of them. And then just leave all the crap that I don't like about

433

00:55:00.450 --> 00:55:00.630

Amanda Olson: It.

434

00:55:01.590 --> 00:55:13.590

Stephen Oliver: You know you can't walk through this thing without 2900 people smoking and the constant cacophony of all that crap and and Paul you you Atlantic City, you add it with is just filled with people from Philadelphia.

435

00:55:14.970 --> 00:55:15.180

Stephen Oliver: With

436

00:55:15.720 --> 00:55:19.350

Stephen Oliver: The least hospitable city in the North America.

437

00:55:19.470 --> 00:55:20.850

Paul Prendergast: That's, that's correct.

438

00:55:24.480 --> 00:55:29.040

Stephen Oliver: So, so, anyway. Anything else we need to cover before we call this one today.

439

00:55:30.240 --> 00:55:35.610

Stephen Oliver: All of you were in Disney. That's fantastic. We would love for you to jump in on the

440

00:55:36.270 --> 00:55:46.230

Stephen Oliver: On the quick start meeting in an hour and share some takeaways from Disney, not the not the renewal stuff and everything, but just some takeaways from Disney service behind the scenes, etc.

441

00:55:46.920 --> 00:56:00.000

Stephen Oliver: That that would be a wonderful thing masters Macy. Let's next Tuesday make next Tuesday completely about renewals and next Wednesday completely about renewals will go back to the rotating

442

00:56:00.390 --> 00:56:05.700

Stephen Oliver: And and diagnose that little bit now everybody's had a chance to to let that sink in a little bit.

443

00:56:07.350 --> 00:56:07.950

Stephen Oliver: Sound good

444

00:56:09.660 --> 00:56:12.000

Stephen Oliver: Okay, see you guys in an hour if you can make it.

445

00:56:12.720 --> 00:56:13.200

Stephen Oliver: Thank you.

446

00:56:13.500 --> 00:56:17.250

Stephen Oliver: Guys, thanks for your contribution. Everybody made great contributions and Disney, by the way.

