21st Century Solutions to Scaling
Profitably: 5 Strategic Insights and 7
Execution Steps
I worried my hand was broken, the wall had little more than a dent in it. As the song says, “I
know how I was feeling, but what was I thinking?” Now I realize for 20 years, I had been
searching for an answer to “how do I scale my business profitably?” I had wasted millions on
training and quality systems.
“I spend more time on people strategy than anything else,” Bob, a frustrated executive said.
“The work is there, but the margin isn’t because, we can’t get the people thing right.”
Another 60-year-old business owner said, “My goal is to be relevant to our clients, but we have
a huge gap in our leadership that we need to fill with Millennials.”
The 21st Century has provided us with many technological advancements and a generational
challenge.
My goal in writing this article is to help you scale your business profitably by providing
strategic insight and execution steps for your people strategy and development.
What is more important than this?
First Insight: Millennials Want Leadership.
The most compelling reason for most of us to do this now is that we realize there will soon be a
vacuum in our company leadership we need to replace with talented young people. We are in a
war for this talent with others who lead at a higher level.
Second Insight: Maximize Your Current Staff First.
Often, I hear, “I need more people to help me grow my business.” Having been there, I realize
that more people, means more energy required, more liability, more cash flow, more
headaches, more sleepless nights, and broken hands. For you and your team to enjoy the fruits
of your efforts to build a sustainable business, maximize your current staff.
Third insight: Focus on Front-Line Leadership.
We believe that the way to scale is by building systems. This helps us build a repeatable
service. However, the first system to focus on is how you find and build front line leaders. Front
line leaders are the people that create and deliver value for your clients. They adapt to changing
environments, lead and manage the team who will execute the systems you need to put in
place.
Fourth Insight: Find the Ready Students.
My favorite saying is “when the student is ready the teacher appears.” Haven’t we all
experienced this with ourselves and others? When you find the ready students, you can invest
with confidence together, we will earn a great return on our investment.

Fifth Insight: Leadership Needs Help, Invest in Tools and Resources.
Leading at a high level takes a ton of time, energy and resources. How does a growing
company, scrambling to satisfy clients, get work, manage cash flow and liabilities, ever get
ahead? You leverage your leaders with tools and resources!
Now that we have built the foundation, here are seven steps to scale your business profitably.

Step 1: Establish Your Culture
How does your company make decisions? What are your priorities? What differentiates your
company from others? Who do you want to attract? What will you invest in?
After 10 years of growing my business, I decided we needed to define our culture because our
culture was different than what we wanted. Our work ethic was second to none, but our field
staff cut corners, leading to safety issues and mediocre client satisfaction which lead to plenty of
clients but with limited loyalty.
Safety & Quality
Since then, most people in the energy, construction and maintenance industries, including
myself, now understand safety and quality needs to be the priority. When safety and quality are
first, the right type of professionals are attracted, thinking longer term and risk.
Recently, we worked with a 50-year-old company who shifted their thinking from a client-first
attitude to an employee-first attitude. They understand the constraint of their business is their
front-line professionals. Many factors led to this shift including an increase in required technical
knowledge, client expectations, market growth, demographics, and leadership expectations of
young professional Millennials.
People
When your people are made your priority, particularly your front-line leaders, you end up
attracting high-quality people who will take care of your clients. This leads to repeat clients,
sustainable sales and increased company value. This allows you to recognize the huge cost of
high performers leaving your company. They are truly your company’s most important asset and
need to be treated like it. This includes positioning them for success, understanding their
strengths, understanding their goals, making clear expectations, establishing career paths,
connecting them to training, mentoring, providing feedback, and sharing in rewards.
Client Base
When you select the right client base, working for them is worth the effort. Funding clients that
value what you offer, you can count on them to obtain the ROI that you seek. Ensuring that your
team understands the client’s needs, continued innovation, and eliminating valueless activity.
Technology
When you invest in technology, focus on innovation to create value for clients and your
employees.
There is a tremendous opportunity, now, to leverage technology, that utilizes objective data from
assessments and combines it with a custom, scalable, digital data platform. The key is that the
user interface is easy and fits the culture of the company.

I often compare it to making travel arrangements. In the past, I had my assistant make my travel
plans, because it simply took too long and was too complicated.
Now, with platforms like Travelocity, I can quickly and easily make my own plans because the
platform compares all my options and gives me the summary data quickly and easily.
Many clients have told me, “have a dashboard summarizing my decision-making criteria for my
projects, and for my equipment. It is about time, that I had a dashboard to help me make
decisions about my most important assets, my front- line leaders.
Large companies have utilized armies of IT people to develop solutions, at a high price. Now it
is available to much smaller companies at a fraction of the costs.

Step 2: Define and Encourage High Performance

In the book, Good to Great, Jim Collins and his team explain one of the primary reasons
companies evolve from good to great is they understand and practice the principle of
selecting the right people to be on the “bus” and in the “right seats.”
The question remains, how do we define high performance? When we evaluate the
feedback from clients, it is seldom based on technical knowledge, negative results have
been due to poor communication skills 80 percent of the time. This lead us to be
attracted to the following formula by Tim Kight:
Events + Response = Outcomes (E+R=O)
In other words, we define high performance based on the preferred response to critical
events as defined by our client. This varies by position. When combined with a deep
understanding of what a high performer assessment looks like (Step 3), selecting ready
students, intentionally training them, focused on responding to critical events under
pressure, results in predictable results and high performance.
In addition, help your staff succeed, utilizing the following formula from Grit by Angela
Duckworth;
● Talent (per assessment) multiplied by Effort (intentional practice) equals Skill (T x
E = S)
● Skill multiplied by Effort (per client requirements) equals Achievement (S x E = A)
Knowing this, what are some strategies to help your staff improve? In his book, Above the Line,
Urban Meyer lists six disciplines to increase the number of people in the nucleus of high
performers (see visual below).

Mastery and Belief
Remind staff of the quality of their leadership, make visual success of previous students - this
could be you! Do you have instructors and students who have had success? If so, highlight their
results.
Harness the Power of the 10 Percent
Pair the high performers (10 percent) with one or more of the 80 percent. Your high performers
will likely develop themselves by developing others, helping both contribute more.
Build Ownership
Get the 80 percent involved in the decision making. One good practice is to involve all team
members in leading safety meetings.
Positive Peer Pressure
Have an area where the hard work is done, “grind area” build the culture of stretching, invite the
80 percent in. Have goals and feedback that encourage positive peer pressure.
Align Dreams, Effort and Talent
Create wins, the confidence to take risks, and reward the processes that leads to achievement.
Think Like a Leader
Be innovative with common tasks by creating uncommon solutions.
Wise Decisions
When the day is not going right, slow down and think. Establish a practice of conducting
learning lunches, challenging team members to lead the exploration and innovation processes,
ask front-line members for ideas to improve, and having a process of judging and implementing
them.

Step 3 Deep Understanding of High Performers

THIS IS THE GAME CHANGER! By having “deep” understanding of something, we
mean to have an understanding at three levels.
The top level is behavior, or how a high-performer behaves. The middle level is attitude,
what a high-performer values. The lower level is thinking, or how a high-performer
thinks. The third level is the most valuable because it remains consistent, and we can
predict performance.
When we study high-performers by position we use their assessment as a selection
filter.
Think about the three major characters in Star Trek. The empathetic thinking Doctor, the
practical-thinking Captain Kirk, and the system-thinking Spock. Notice how each of their
thought-processes fits their roles. All three are required for efficient team. They all lead
at different times in different ways to make the Enterprise run effectively and efficiently!
Another way to think about it is three levels of televisions. There’s black and white, color
and high-definition. When you have natural talent in a skill, you see tasks in HD. Your
talent in this area is above average, people will value you most when you are using this
extraordinary skill. Your job as a leader is to help individuals understand their
extraordinary talents and how to make the most of them.
The way a leader can utilize this understanding to elevate the level of performance of
their employees is exhibited in the following example:
The other night, I was reflecting on the college football season my son just finished with
his head coach. I told him that I admired how he consistently made the right decision in
regards to personnel, even when it wasn’t popular.
Before the season, many athletically talented players were asked to leave the program
because they didn’t have the right attitude. It was hard for a new coach trying to
continue the winning tradition of the previous head coach.

Then he surprised me with a tool called the “Hartman Assessment.” It took me a minute,
but then I realized that Hartman is the guy who developed the assessment that we
use.
Dan - How many years have you been using it?
Kelly - 20 years.
D - How have you used it?
K - Every day for everything. For example, when I took the head coaching position, I
gave the assessment to team members and coaches. Last winter, I used it to weed out
the guys who were not going to create value for us. I tested them with early workouts. It
made letting the guys who didn’t fit go easier when they inevitably showed their true
colors.
D - Tell me more.
K - Remember a few years ago when I was the defensive coordinator? I always put in a
certain player during pressure situations.
D - Yes,
K - I knew that I could count on him, based on his assessment, to fill the gaps in our
defense.
D - How did you use it today?
K - You know our outside linebacker?
D - Yes.
K - I have a test this week to see who is going to put the extra work in. I know that he is
not putting the extra work in and I suspected he would not based on his assessment.
When I saw him, I told him that I don’t want to hear any more about winning the National
Championship from him if he isn’t willing to work for it in the offseason.
D - So it helps you gain a deeper understanding of your guys so you can make better
decisions and have a custom strategy each one?
K - Yep
D - Do you differentiate by position?

K - Yep. For example, offensive linemen need to be very team oriented, wide receivers
are better if they have a little me in them, defensive players can be a little more me in
them. We also can look at combinations of people on each side of the ball and how they
complement each other. With the coaching staff, I use it in a similar way. With recruiting,
we know that when we have the right people in our program, we will attract the right
people. You attract who you are!
Can you see how deeply understanding your employees could help you make better
strategic decisions?

Step 4: Custom Roadmap

This step includes clarifying your current location, destination and challenges on the
route along the way.
We can create real value when we create these roadmaps for two important subsets of
employees that we are focused on, front-line leaders and Millennials.
While studying Millennials, we discover the following:
● They want clear structure and direction. While they appear confident, they still
need input from management.
● They want to utilize the latest technology available because they often need
technology to be effective.
● They want customized challenges in a way that gets the most out of their
interests, abilities and achievements.
In studying front-line leaders, we discover the following:
•

They have invested in technical training. When we study what really drives
performance, it is increasingly with “success” or “soft” skills.
● Their training opportunities are often limited by the “We Can’t Afford To Take
Them Out Of Production” mindset.
● Evidence shows those organizations that increasingly invest in these people
have a much-improved chance of retaining them.

In addition to the focus on these two groups, real value can be created in this step for
the following reasons:
Professional Development
More likely, the staff believes investing in their professional development will result in
added professional success.
Training Platforms
Webinars, online training and scenario-based learning make a healthy return on
investment easier to obtain.

Step 5: Continuous Feedback & Organizational
Goals

Aligning everyone toward achieving organizational goals requires continuous feedback
on how individuals and teams are performing.
To be most effective, the feedback needs to be SMART.
● Specific
● Measurable
● Achievable
● Relevant
● Time-based
Add this to a team of Millennials who are used to instant gratification and instant access
to feedback, we start to realize that leadership needs some help. Producing SMART
feedback on demand is very challenging, that’s where technology and steps 1- 4 come
into play.
The quality of input is critical. Without the right culture, individuals will not be motivated
to provide the information timely or accurately. Working conditions are often conducive
to quality. Remote locations, weather impact and long working hours with condensed
schedules will also further impact input quality.

The need to balance an individual’s performance with team performance creates the
complexity designing the feedback appropriately.
Conflicting goals often pit one against another. How the feedback is provided leads to
motivating participants to set priorities and make decisions.
It’s better to monitor predictive indicators of success rather than result indicators. This
requires everyone to provide in-process feedback instead of waiting until the end of the
project. With this feedback, individuals and teams are encouraged to give specific
feedback that encourage training and skill-building that produces achievement within
the group.
In addition, having a mentor assigned to new members, is valuable. This provides an
important resource for the new members who can put the feedback in context and help
develop strategies to react to the feedback.

Step 6: Connect to Training

Several years ago, a wise person told me, “When the student is ready, the teacher
appears.” When I heard this, my mind flashed back to so many frustrating times in my
life when my investment in others did not produce the returns that I hoped for. I was not
dealing with a ready student.
● When the student understands the culture, they know the “Why” this is a priority.
● When the student understands what high-level performance looks like.
● When we have students that fit the role, we are asking them to play. They are
naturally attracted to this style of learning.
● When the student understands the roadmap, where they are, where they are
going, and how this helps them get there.
● When the student has continuous feedback, they understand how this training is

impacting their performance.
Now that we have a ready student, we make the training easy and effective by the
following:
● Recognize the “soft” or “success” skill training takes performance to the next
level.
● When we utilize a combination of learning method to fit all learning styles
including scenario-based role play training, we take our team’s performance to
the next level.
● Technology, once again plays a big role in making this customizable, scalable
and cost-effective, utilizing online, webinars, and scenario-based learning.
● Having the training fit the culture of your company helps build a common
language, leverages what is most important, and what makes your company’s
culture.

Step 7: Share the Rewards

Now comes the fun part. Sharing the rewards!
Experience tells us that this is not an easy step. We have made the mistakes of
rewarding to the wrong people many times, for the wrong behavior in the wrong way.
Clearly, this ends up being worse than if we had not even tried.
When rewards are shared the right way, it is very powerful. The team will become selfmanaging and self-select when rewards are established in the right way.
Some of the lessons learned include:
● Rewards align with organizational goals and results, encouraging team sacrifice
and self-management. This creates the pool of money available.
● The feedback posted and understood by all- then train, train, train.

●
●
●
●

Individual rewards tied to their managers, encouraging active leadership.
Rewards be in a valued form.
Rewards tied to team performance when appropriate.
Rewards tied to Key Performance Indicators in the order of priorities.

Because you have taken steps 1- 6, you will have built the culture you want with the
clarity you need to know who, when and how you will share the rewards with.
Attracting and retaining top talent requires us to recognize and reward performance.
Results = High Performance Culture and a Sustainable Competitive Advantage
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