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Catapult Your Team From
Surviving To Thriving

Say cheese!

A key component in employee attraction is
making sure that you have enthusiastic brand
ambassadors in your employees. When job candidates
arrive for interviews, your current team members can
make or break the deal just by their attitudes. That’s
why before we discuss ideas about hiring new people,
you need to be sure the ones you already have are
thriving,

If you took a snapshot of your business on a
recent day, what would it capture? Are you excited to
get to your office and interact with your team? Are you

making steady progress
toward your goals? Is your
% business growing? How
about your team—are
they eager to do their
jobs and do you all have
some fun in the process?
In short, where would
you fit on a continuum
that runs from just
holding it together to
hitting all your targets
and having a fabulous
time doing it?

Of course there are many ways to define
thriving. Here are some of mine:
- Youare fulfilled in your career and you’ve connected

to a real purpose for what you do.
You are meeting your own goals for production and
business growth.
You enjoy the respect of colleagues and members of
your community, and you have time to participate in
activities beyond your own sphere.
You value your time away from work and schedule
plenty of Wow Days to renew yourself.
Your team is a high-functioning group of wonderful
people you have carefully selected for the jobs they
perform.
Your team enjoys the responsibilities you delegate to
them and they are fully capable of running the ship
when you are away.
You have well-established procedures to handle the
unexpected, so when that inevitability happens, you
are not thrown into crisis mode.
Your team understands your big vision for your
business and has also bought into it; they appreciate
their roles in making it real. (The next strategy is all
about your big vision.)
Your team radiates the good will that derives from
your steady and thoughtful appreciation of them.



WORKSHEET
Do A 360 On Your Team

Do a 360 on you and your team—where are you all right now on the surviving to thriving continuum? In the first
column, note five things that are working well for you. In the second column write five thing that are not working.

What’s Working What’s Not Working
l [ ] l [ ]

2. 2,

Now, write a brief summary of your situation—what did completing this exercise tell you about the
effectiveness of your team and your interaction with them? How does this compare to how you may have thought
you were doing previously?



Now look in the mirror
If your results
were not what
you’d like them
to be, then
it’s time for
some
honest
reflection.
Inmy
experience,
teams are most
often thrown into
survival mode
because of leadership
issues. Now this can be tough to admit, but the good
news is it’s all fixable—so set aside your pride and your
need to be “right” and consider these scenarios. The
tool of choice for this exercise will be a mirror, not
binoculars. Sure, your team needs more evaluating, too,
but right now it’s your turn.
Here are six of the most common reasons
teams are underperforming.

1. Your team may be
underperforming because you have

an antiquated management style.

You probably don’t realize it, but just about
everything we’ve ever been taught about managing
other people comes from principles developed by
Frederick Taylor and Max Weber a hundred years ago.
Here are some highlights:

+ Labor and responsibilities should be clearly delin-
eated for every member of the organization.

* Positions should be organized into a hierarchy
resulting in a scale of authority.

* Employees should be selected based on technical
competence or education.

* Managers work for the owners, but are not owners
themselves.

* All employees are subject to strict rules that are
impersonal and uniformly applied.

While society has rocketed from the horse and
buggy era to the space age, while technology has
changed so fast our heads spin to keep up, management
styles remain mired in wildly outdated ideas. As bosses,

many of us are literally stuck in the mud of old-
fashioned notions of how business owners should act.
It’s an ongoing challenge for me to let go of these
ingrained antiquated ideas. I’'m getting better, but I catch
myself slipping back at times and I have to make
corrections. As business owners we need to believe we
are right, that we make correct choices and we have
our experience to back up our beliefs. Yet sometimes
it’s more important to allow an employee to discover on
his own whether or not an idea is viable. Besides, he
might just surprise you.

2. Your team may be
underperforming because you are

burned out.

Your team may be able and willing to perform
well, but if you’re exhausted or demoralized, you may
not know how to regain your desire to lead and
succeed. Some agents are not reaching their full
potential simply because they have become a little lazy
and misdirected. In other cases burnout can be the
result of the perceived pressure you receive from
corporate. You know the refrain:

“You’re not doing enough” or
“You have to get your
numbers up.” Some of us
suffer from constant
comparison to the best
with no acknowledgment
that we are actually
doing our best.
In many companies this
takes the form of
exclusive clubs for the
best performers. Then
other layers of
excellence are added,
7 representing the best of
the best—and then
some. All of these
winners are rewarded
' with exotic prizes and
acclaim, while hard
working business
owners who didn’t
make one of these
groups are considered
losers by management.



This is true even if they are actively and effectively
running their agencies and returning a profit to the
company. Of course, few of the winners can sustain that
level of performance—certainly not with any quality
time left over for a personal life. As soon as they slip off
the lists, they, too, are suddenly perceived to be
slacking off.

This reminds me of professional basketball.
Virtually every player in the NBA was an All-American
player in high school, but how many superstars are
there in the NBA? Not that many. We forget that ALL

of these players are the best from all over the world.

As we watch these games and playofts on TV, we on
the couch are quick to criticize them and wonder why
they aren’t trying harder. The reality is that they ARE
giving their best effort. So how do we get the best out
of our own people? It’s easy for us to wonder why our
employees aren’t doing more. The problem is we
expect people who are not wired for something to excel
atit. (We’ll go into that in Chapter Five: Master the
Tools of Selection Perfection.)

It’s easy to get frustrated with yourselfif you play
this game of needing to be on top of the heap. In my
years as a business owner, father and business coach,
I’ve learned many things. One of the things I learned to
do as well as almost anything else was beat myselfup. I
became a master at being hard on myself and never
being satisfied. These were traits taught to me, directly
or indirectly, by those around me. 1 was told thatif1
was hard enough on myself and never got complacent,
I'would be successful in business and in life.

However, as my career progressed I realized I
had one major regret. I had beaten myselfup so much
that I’d forgotten to enjoy what I was doing.

My solution is to practice
self-appreciation first. In the
midst of our busy lives, our
struggles and even our
successes, it’s important for us
to stop and truly appreciate
ourselves. What does that
mean? It means that you need
to remind yourself on a
regular basis that you ARE
doing well, that you ARE
achieving your goals, that you
ARE creating a quality
lifestyle.



WORKSHEET
Applause, Applause!

List your own accomplishments by your own standards. Do name your business achievements and quantify them,
but also consider your larger influence.

How many people does your agency support? How does their income affect their families’ economy?

We forget the bigger economic picture of what we have accomplished and continue to accomplish. Do the bonuses
you pay key employees have far-reaching effects?

How has your business impacted your community? Kids you’ll never meet may have their lives changed because
you donated to a summer camp for challenged youth.

How has your lifestyle as a business owner affected your own family and extended family? Do you loan a vacation
home to friends and family, not realizing how those quality respites enhance and even alter their lives? Will your
children and grandchildren have more opportunities and lead better lives because of your success?



3. Your team may be
underperforming because you are

overwhelmed with choices.

In The Paradox of Choice: Why More Is Less,
Barry Schwartz examines the burden of this trend.
Think about it. Haven’t you found yourself'in a grocery
aisle, stymied by far too many similar items and having
no clue which product is best? The same is true today in
insurance agencies. We are being asked to sell so many
different types of products, and of course our managers
want us to excel at selling ALL of them. Sadly, some
agents have chosen to drop out of the field all together
because of the number of things they feel pressured to
master. They’ve never been taught to just pick a few
things to do really well. You can choose to stop

comparing yourself'to the best of the best of the best.
You can choose to measure your own progress from
year to year against your own record—not the model of
perfect agents in different parts of the country with
perhaps different markets.

I believe your team would welcome the chance
to deliver excellence in a few areas, rather than feel
driven toward the impossible—being the best at
everything. If I was going to kick start a business whose
owner had fallen into this trap, I’d say: Pick one thing
you’re good at and focus all your attention on that.
Then I’d tell him to identify one thing he loves to do
outside of work and schedule some Wow Days to
enjoy that. Knowing you’ve built in substantive and
desirable rewards for yourself can revitalize your
enthusiasm for your business.

WORKSHEET
How Many Choices?

How many things are we requiring our people to do? Think back over the last 60 days about all the changes and
revisions to procedures, all the new products and guidelines your team had to learn. Do we give them too many
choices so that they don’t make any choices? List here as many of them as you can recall.



4. Your team may be
underperforming because you are

bored with your business.

One agent [ know thought he was creating an
idyllic life for himself. He had reduced his own
involvement in his business to half weeks and spent the
other half of each week at his vacation home. All his
employees worked part time, and his overhead and his
stress were both low. This may sound good to some of
you, but I just had to ask him: “Don’t you get bored?
Aren’t your employees bored? How will you keep your
top employees if they continue to be bored?”’

My questions took him by surprise, but finally he
nodded his head and admitted that yes, he was indeed
bored out of his mind. He also acknowledged that
perhaps his team was as well. He looked very
concerned at the real prospect of losing his key
employees.
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All this fellow needed was to reignite his passion
and connect to the deeper reasons he had wanted to
own a business in the first place. I contend that we can
still be Employers Of First Choice™ even as we near
retirement. Don’t we owe more to our team and parent
company then to let ourselves slip into long term
malaise?

5. Your team may be
underperforming because you are too

hard on them.

No one wants to be thought of as a tyrannical
boss, but it happens to the best of us. Marcie, one of
my star team members, was supposed to set up the
paperwork for me so I could review all the policies with
an important customer. To my surprise and annoyance,

the folder was missing a few items. After the meeting I
marched out of my office ready to read Marcie the riot
act. Before I could get ten words out my mouth, she
said, “Let me tell you about my Monday morning.”
“Our new puppy cried all night from Friday
through Sunday. He peed all over the carpet, and the
kids are going crazy with excitement over the new dog.

This morning while trying to get the kids to
school, the dog escapes out the door—with one of my
best shoes in his mouth—and hides under the house.
I’'m all dressed for work, but I have to crawl under the
house while my kids are screaming at me not to hurt the
puppy. And despite all that I got to work on time with
my Starbucks in hand! And on top of that, | work my
tail off for you.”

I swallowed my anger, turned and slunk back
into my office, humbled by the life of a working
mom. In truth, I could have done due diligence and
checked the files myself before the meeting. But hey, in
my office, I’'m Da King and I want to be right all the
time. Except when it’s clear [ am not.



WORKSHEET
Are You Hard On Your Team?

Note what comes up when you contemplate these questions. Ask yourself: Are there times when you may have
failed to do your part? Do you always take responsibility for your role in office procedures or do you imperially
blame your team for every mistake?

Do you know what your team members have to do just to get to work on time? Write the answer for each
employee.

Have you taken the time to understand each person in your office as an individual? It’s your job to help them grow.
(We’ll give you great tools for this in Chapter Seven: Learn to Coach Your Team to Success.)



6. Your team may be
underperforming because you have

chosen the wrong career path.

It happens. You start out all excited, believing you
want to run an insurance agency, but over time, you
realize itisn’t a good fit after all. Can you still create a
meaningful career? Of course, but once you’ve been the
boss, it can be tough to imagine going to work for
anyone else. So what do you do? One solution is to find
someone in the community who wants to do what you
hate doing—find the very best surrogate you can find.

Her job is to be the acting agent in the office, and
she’ll be well compensated for it. Or you could go
through a recruiting firm and find someone with specific
experience managing an insurance office. Her job is to
come in and get your business on track and flourishing.

An agent who doesn’t like their situation still has
an obligation to the parent company, so he or she has to
figure out a way to meet that. Ask yourself: if you were
to quit tomorrow and come back as a consultant, what
would be the one thing that someone would be willing
to pay you for? That’s your core strength. Focus on that
as a way back in, as a way to re-stimulate your interest
in your business.

However, the honest reality is, there will always
be a few people who really have chosen the wrong
career and would be better off starting over doing
something else. Take your time, talk it over with your
manager, and don’t make your decision in haste.
Perhaps you’d be happier offering your skills as a
manager in your company and releasing all the
pressures of owning a business. Whatever your new
path is, be consoled that remaining in a career you hate
is a sure recipe for all kinds of disasters.

There are two other reasons why your team
may be underperforming, but we’ll cover those in
later chapters. They are:

- You have the wrong people on the bus or the right
people in the wrong seats. See Chapter Five: Master
the Tools of Selection Perfection.

You are spending more time on the daily realities of
your business than on your dreams. You are always
doing, doing, doing, not sticking to the fundamentals
of your Big Vision. See Chapter Four: Attracting The
Best With A Big Vision.

What did you see in the mirror?

Note below any reactions you had to those six
reasons your team may be underperforming. Which
ones hit close to home? Which ones are you willing to
work on?




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize false
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts false
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
    /BriocheDisplayCapsSSK
    /FranklinGothic-Book
    /FranklinGothic-BookItalic
    /FranklinGothic-Demi
    /FranklinGothic-DemiCond
    /FranklinGothic-DemiItalic
    /FranklinGothic-Heavy
    /FranklinGothic-HeavyItalic
    /FranklinGothic-Medium
    /FranklinGothic-MediumCond
    /FranklinGothic-MediumItalic
    /TimesNewRomanPS-BoldItalicMT
    /TimesNewRomanPS-BoldMT
    /TimesNewRomanPS-ItalicMT
    /TimesNewRomanPSMT
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 305
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.04918
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [600 600]
  /PageSize [540.000 666.000]
>> setpagedevice


