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Foreword 
  

Sometimes having a conversation with the students of an industry provides a great insight into that 
industry. If you speak with medical students they will talk about how they admire the surgeons and physicians 
who do great work in healing people, while chefs dream about working in one of the great Michelin star 
restaurants of the world. Apprentice electricians dream about getting their contractor’s licence and for some, it 
is almost the third level of achievement after apprentice and tradesman.  

This entrepreneurial flair amongst electricians is fantastic, but many will suffer and fail because they do 
not understand that the training they have received to become a qualified electrician will not help them in their 
new job as a business owner.  

If the contractor can embrace the fact they are a business owner and focus on the ideas to improve your 
business we put forward in this book, over time, the owner will develop a business that is mature, profitable, 
and resilient.  

We have written this book to appeal to all employers in the electrical industry. From the smallest one-
man operation in Darwin to the ASX-listed corporations in Sydney and Melbourne, we have tried to offer 
something for everyone. If some things aren’t suitable for your business, that’s OK—there should be other 
sections that relate completely to you. We have also tried to make the book as practical as possible by including 
tables, templates, and things you can implement today. 
  

We have given you 21 ways to improve your electrical business in this book, but before you even start 
you must be ready. Improving a business isn't easy. You should expect challenges and push-back from your staff. 
You should expect that some things will work and that some won't. Be proactive and be resilient because at the 
end of the road is a beautiful, elegant electrical business that creates work you are proud of, customers you 
want to talk to and a profit you are happy with. 
  
  
 
 
 
 
 
 
 
 
 
 
 
 
 
  
Disclaimer:  
This book is presented solely for educational and entertainment purposes. The author and publisher are not offering it as legal, 
accounting, or other professional services advice. While best efforts have been used in preparing this book, the author and publisher make 
no representations or warranties of any kind and assume no liabilities of any kind with respect to the accuracy or completeness of the 
contents and specifically disclaim any implied warranties of merchantability or fitness of use for a particular purpose. Neither the author 
nor the publisher shall be held liable or responsible to any person or entity with respect to any loss or incidental or consequential damages 
caused, or alleged to have been caused, directly or indirectly, by the information or programs contained herein. No warranty may be 
created or extended by sales representatives or written sales materials. Every company is different and the advice and strategies 
contained herein may not be suitable for your situation. You should seek the services of a competent professional before beginning any 
improvement program. The stories and its characters and entities are fictional. Any likeness to actual persons, either living or dead, is 
strictly coincidental. 
©Copyright 2011 Elecjobs 



2 
 

  
  

Contents 
1. What’s the Most Important Thing? .............................................................................................................. 3 

2. What’s the Second Most Important Thing? .................................................................................................. 6 

3 People Matter .............................................................................................................................................. 9 

4. Accountability and Consequences...............................................................................................................13 

5. The Weekly Meeting ...................................................................................................................................17 

6. What Do You Do All Day? ............................................................................................................................19 

7. Time Management for People without the Time to Read the Words Time Management ............................21 

8 Marketing ....................................................................................................................................................23 

9 Websites .....................................................................................................................................................25 

10. Technology to Run Your Business..............................................................................................................27 

11. Measure Your Jobs ...................................................................................................................................30 

12. Measure Your People ...............................................................................................................................33 

13 Purchasing .................................................................................................................................................35 

14 Growth ......................................................................................................................................................37 

15. Systems to Set You Free ............................................................................................................................40 

16 Lead by Inspiration ....................................................................................................................................42 

17 Get your Company Buzzing Like a Bee ........................................................................................................44 

18 Different Companies, Same Market ...........................................................................................................47 

19 All Customers Were Not Created Equal ......................................................................................................50 

20 Profit & Discounting ..................................................................................................................................53 

21 It's All About You .......................................................................................................................................55 

 

 
 
 
 
 
 
 
 
 
 
 



3 
 

1. What’s the Most Important Thing? 
  
Number one, cash is king... number two, communicate... number three, buy or bury the competition.  
Jack Welch –  
CEO General Electric, - 1981-2001 
  

What is the most important thing in an electrical contracting business? If you ask the industry’s 
governing bodies, it is safety; if you asked the union, it would be protecting members’ rights; and if you asked 
your customers, it would be a quality job done on time and on budget. All these parties are entitled to their 
opinion, and it makes sense from their standpoint to hold these positions. However, all these things are 
important for an electrical contractor—vitally important, in fact, to running a successful business, yet they are 
not the most important thing. 

There is one thing that places more stress on business owners and sinks more profitable businesses than 
anything else. Yet this is often left to someone else to worry about, with the contractor often thinking that 
things will work out OK or that they will make it up on the next one. It’s very easy for large or ASX-listed 
companies to talk about how other things are important or their number-one focus because they have easy 
access to cash, often a large bank balance, and probably pay their bills every 60-90 days. 

In any business, cash is the most important thing. Without cash, your staff will abandon you within a 
day, suppliers will cut you off, and business will quickly grind to a halt. Every business owner has a legal 
obligation to know the cash position of their business and, unless they want nasty surprises, should develop a 
cash-flow statement today.  
  
What is stress? Stress comes from not knowing about or being in control of the outcome of a situation that will 
affect you. If you don’t have a cash-flow statement that clearly shows what your cash level will be in the 
following months, perhaps you aren’t doing your job. If you have an accountant or bookkeeper, or even if you 
do it at home on the kitchen table, a cash-flow statement is critical.  
 
A simple cash-flow statement will work in any small or medium business and should be updated on a weekly 
basis by the accounts person, then issued to the owner/manager. We have provided a simple cash-flow 
statement below that can be used every week in your business. If your accounting software can’t tell you how 
much cash you have in the bank today and in six or 8 weeks, then it doesn’t matter if you are a sole operator or 
a $20M business—this will give you that clarity. 
  
Firstly, you can see we have columns showing each week’s date. Here 
we will place our best educated guess, based upon what we know 
about the business and the customer. This should be conservative, as 
sometimes things don’t always happen the way we planned. Next you 
will see two columns for the first week of July. This is to show the 
difference between what we predict and what actually happens. You 
can see that we expected $1,500 from Customer C, yet they only paid 
$800.  

On the top row we put today’s bank balance; from there every 
week’s opening bank balance will be determined by what happens the previous week. The Income rows below 
represent the cash we expect to get in the bank and, again, this is not what your invoice says, but what your gut 
says. We will talk about slow payers in Chapter 19 but for this cash-flow, combine the worst-case scenario with 
the likely scenario. The "Bills to Pay (Variable)" rows represent the costs, like materials, that are directly tied to 
projects and will change a lot on a monthly basis along with sales. Finally we have the fixed costs, which won’t 
change, and the Total Cash Outgoing below that. The bottom line is the cash at the end of the week in the bank. 
This then becomes the cash at the beginning of the following week. 
You can download a copy of this cash-flow spread sheet at  
http://www.elecjobs.com.au/blogwp/resources/cashflow-statement/ using the password: induction 

Quick tip: Use the comment 
section of each cell in order to 
make a note for income, such as 
"Wendy advised payment 
expected on 18th," or for 
expenses ("Bill was due on 12th, 
will pay when Customer B pays"). 
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Cash Flow Statement 
ABC Electrical 

1 July 
(Actual) 

1-Jul 7-Jul 14-Jul 21-Jul 28-Jul 4-Aug 

Opening Bank balance $28,397 $28,397 $24,747 $39,197 $49,297 $39,947 $37,197 

Income               

Builder A       18,500       

Builder B     5,000     5,000   

Builder C 12,300 12,300         12,300 

Builder D               

Customer C 800 1,500         1,800 

Customer D     20,000         

Total Income  this 
week 

13,100 13,800 25,000 18,500 0 5,000 14,100 

                

Bills to pay (variable)               

Wholesaler A 2,000 2,000         3,000 

Wholesaler B 6,000 6,000         7,000 

Equipment Hire     500         

Total Variable 8,000 8,000 500 0 0 0 10,000 

                

Bills to pay (fixed)               

Wages 7,400 7,400 7,400 7,400 7,400 7,400 7,400 

Fuel 300 300 350 350 350 350 350 

Rent 1,750 1,750         1,750 

Loan     2,300         

Insurance         1,600     

Phone       650       

Total fixed 9,450 9,450 10,050 8,400 9,350 7,750 9,500 

Total Cash Outgoings 17,450 17,450 10,550 8,400 9,350 7,750 19,500 

Bank balance end of 
week 

$24,047 $24,747 $39,197 $49,297 $39,947 $37,197 $31,797 
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It's very important to understand that this should form a part of the owner’s weekly overview of the 
business, where every week at the same time the owner will spend time going over the numbers and the 
challenges within the business. One thing you may notice is that the duration of the cash flow is six weeks. 
Ideally, you should make it eight weeks or longer because, as you will notice, after four weeks, if you are paying 
your bills on time, your income will begin to deplete, yet the fixed costs remain. Remember that the objective of 
this document is to give you confidence that, based on the best conservative guess, we are able to pay our bills 
and keep running for the next six to eight weeks. Therefore, after the income begins to deplete in six to eight 
weeks’ time (because we have not billed that work yet), you should be entering expected income based upon 
your best conservative guess. So what are the guys working on now? What jobs are we expecting to start soon? 
How much will we invoice next month?  

 
When it comes to cash within the business, what has been your average cash at bank across that past 

year? Why has it been at that amount? How does that amount tie directly to your stress levels?  
One thing is for certain: if you worry about your cash at bank, then the reason it’s low is because of your 

action or inaction. The only way money leaves a business is because it’s spent, sometimes on necessary items 
and sometimes not. So where should a business aim regarding cash flow? A good long-term goal would be to 
have three months of fixed costs as the amount you keep in the bank. Yes, you read right, and it’s a very 
conservative number. In fact, with the example above where the 
business revenue for the year might be $750,000, this goal would be to 
have $135,000 cash in the bank. 

Perhaps just the thought of this is already burning a hole in 
your wallet. I could buy a boat, or invest in property or a new car. It is 
this thinking that often gets people into a cash-flow crisis because they 
see money in the business as wasted, or as not delivering a return like 
it might in a rental property. Here's a challenge for you: take $10,000 
cash in your business or $10,000 cash in an investment, and the business will almost always create a better 
return.  

So why leave the money lying around? Firstly, having a strong cash reserve changes the way you think. It 
transforms your mindset from being defensive to being strategic and, when you are strategic, you are less 
worried and actually do your job better. Strategic thinking in your business will enable you to run the business 
and not have it run you. With a clearer head and the confidence that comes with knowing you don’t have to 
take that new contract you won’t make money on or that you just need to keep the guys busy, you can focus on 
getting new, profitable opportunities and building the business.  

Secondly, a cash reserve enables you to invest in the business. Spending $5,000 you don’t have in the 
bank to place an advertisement is very different from taking the bank balance from $135,000 to $130,000 and 
measuring the results of an advertisement. 
Perhaps the goal of three months’ fixed costs in the bank seems impossible to you, but it doesn’t need to be 
done today and perhaps could be a goal for you to achieve in a year or two. It should be simply part of a larger, 
long-term plan to improve your electrical business.  
 
 
Overview: 

Despite what other people think, cash is the most important thing in a business. If, like most business 
owners, you have had the joy of a cash-flow crisis, a cash-flow statement delivered to you weekly will help to 
give you confidence about the state of your cash flow. You should also set a long-term goal to have  a certain 
amount of cash within your bank account at all times, which takes you away from the day-to-day cash-flow 
stresses of business and lifts you up to be able to run the business strategically. One idea for an amount to aim 
for to keep within the business is the equivalent of three months’ fixed costs. Save up, don’t spend it, and use 
that amount as a buffer between problems, opportunities, quiet times, and unprofitable jobs. 

  

Quick tip: Set aside a time every 
week to review your cash-flow. 
This is the most important thing 
in your business, and you should 
always place the important 
before the urgent. 
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2. What’s the Second Most Important Thing? 
  
Civilization and profit go hand in hand.  
Calvin Coolidge - US President 
  
Have you ever thought about how an order comes to you? Is it relationships? Perhaps luck or skill? How about 
the amount of the purchase order you receive? Is it a quote which 
has been skilfully manipulated through your complex estimating 
system or perhaps more of a throw at a dart board? Have you ever 
had a sigh of relief when an order comes through, even though you 
feel that you won't make money on it? 
What is it that drives companies to accept a job even though they 
don’t make money? Is it to pay the bills because without enough 
revenue fixed costs can’t be covered? Or perhaps it’s to keep the 
guys busy because otherwise they will need to get a job elsewhere? 
Both of those are short term tactics that businesses in the electrical industry have been taking for years when 
they should be urgently working towards more stable and profitable methods of doing business. If your business 
conducts itself by estimating tenders on an ongoing basis then here is something to think about. Tendering goes 
against the principles of a free market, stifles innovation, encourages corruption, prevents the client getting 
what they really want and actually only benefits the incompetent.  If you really want to build a great electrical 
business, then the elimination of tendering should be part of your strategy as you move forward.  
We are not talking about doing a quote, quoting is a part of life; instead we are talking about tenders where the 
author aims to eliminate the differences between all parties and turn the outcome into a commodity. Why is 
this so wrong? Because when you become a commodity, your gross profit is driven down, and the second most 
important thing is Gross Profit. 
  
Many people see gross profit as different things. Perhaps you already know, but we will give you our definition.  
Gross Profit is the money left over when you have paid the materials to do the job. For example:  
Job A 
Quoted amount $100 
Cable & Power points $40 
Gross Profit $60 
  
The gross profit will pay for everything else in the business like labour, rent, vehicles, phones everything.  Once 
the job has been completed there may be less gross profit (or more) because the guys might use more gear or 
perhaps it was estimated incorrectly. If your jobs don’t have enough Gross Profit, then you might not have 
enough to pay the bills because the bills only get paid from one thing, GP. In order to make important, 
significant changes in your electrical business, you must increase your GP. A good place to start is to say that you 
don't want to do any worse than last year. 
We will calculate the gross profit 
percentage which is the GP divided by the 
revenue.  
Therefore you should begin by looking at 
last year’s figures to complete a table like 
the sample below 
  
  
This tells us that ABC electrical have a GP 
percentage of 62.5% and we will use this as the basis moving forward. For every single quote that leaves the 
office, it should be tested against this GP percentage. Below is a chart ABC can use to assess every quote 
  

GP calculation ABC electrical FY 2009-2010   

Revenue for the year $2,000,000 

Cost of sales (materials from wholesalers etc) $750,000 

Gross Profit $1,250,000 

Gross profit percentage 62.5% 

Quick tip: Measure every quote 
before it leaves your business. 
Blue quotes are a win and red 
quotes should not be allowed to 
leave the office without the 
boss's signature. 
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Blue Greater than 67.5% 

Green 62.5% to 67.5% 

Amber 57.5% to 62.5% 

Red Less than 57.5% 

  
The absolute aim of the person doing the quote should be to issue and win blue quotes. If ABC electrical can 
increase their GP by 5% it will add another $100,000 to the bottom line. 
Of course if the jobs are not making the profit when they are being done it’s a problem, but we will get to that in 
chapter 11.  
  
Anyone can quote a job low and win it, and according to the 2008 NECA Market Monitor survey that’s exactly 
what is happening.  
  

State  Average charge-out 
rate $ per hour  

NECA recommended charge-
out rate $ per hour  

New South Wales  65 81.88 – 88.26  

Queensland  70 78.31 – 80.55  

South Australia  65 59.77 – 67.05  

Victoria 67 101.47 – 119.64  

Western Australia  80 81.88 – 88.26  

Courtesy NECA 
http://www.neca.asn.au/useruploads/files/news_media/mr_neca_calls_for_reasonable_charge_out_rates_4_3
_09.pdf 
  
Now this survey was taken in 2008, but how much have your rates gone up since then? This is what the CEO of 
NECA James Tinslay said about the survey when it was released in 2009 “We are very concerned about 
contractors within the industry who undercut their competitors to win work, to the extent that they often make 
a loss and even jeopardise the future security of their business,”  he went on to say  
“NECA has developed recommended charge-out rates for most states that reflect what we consider to be a fair 
return on the investment, risk and effort involved in running a contracting business, rather than a basic recovery 
of costs. Our survey shows that these recommended rates are higher than what the average contractor is 
currently charging.” 
  
The interesting keyword in Mr Tinslay's statement is recovery. As 
mentioned earlier many businesses in the electrical industry are 
operated on the basis of recovery of costs. Instead you should think 
about a fair and acceptable return on the risk you are taking and the 
money you have invested. 
How to do this? Put your prices up today. Perhaps start with only 
10% today but your goal should be to charge within the range that 
NECA recommend.  Obviously the lower number is for a small 
contractor and the higher a large contractor but if you are below these numbers it's like every time you fill up 
your fuel tank you are tipping the attendant $20.  
  

Quick tip: Industry surveys show 
that the average electrical 
contractor charges up to 30% 
less than the recommended 
rate. Understand what the NECA 
charge out rates are, and build 
your strategy around charging at 
these rates. 
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NECA didn't just make up that number, it involves years of study and monitoring all the costs that go into 
running an electrical business in your state.  
Lets go back to ABC electrical above. Assuming it is a NSW company and charging the average $65 per hour then 
lets assume they have 9 staff who are chargeable.  
  
With 9 staff the average GP per (chargeable) staff member is $138,888 at $65 per hour this means the GP 
relates to 2136 hours each. If we use the same staff with the same number of hours but instead charge at the 
NECA rate of $81.88 ABC electrical would make another $38,068 per (chargeable) staff member or $324,615 per 
year. 
  

GP $1,250,000 

Staff 9 

GP per staff 
member 

 $  138,888.89  

rate  $            65.00  

No hours 2136.75 

  

New rate  $            81.88  

New GP per staff member  $  174,957.26  

 Difference per staff member   $    36,068.38  

 Total difference to the company   $  324,615.38  

  
  
  
Sure, perhaps your business runs on paper thin margins and you think to increase your prices by this amount 
will result in losing all your clients. Maybe you need to increase slowly and devote your energy to getting better 
clients. We will look at how to get better clients later on, but just ask yourself, are you tipping the petrol station 
attendant? 
  
Overview: 
  
Gross profit is what remains after you pay your cost of goods such as wholesalers. With this money you need to 
pay all the other bills, taxes and yourself. Furthermore with this money you must create an acceptable rate of 
return on the risk and money you have invested.  
It's important to measure the gross profit within the quotes you do against a benchmark of acceptable 
performance. A good way to start is the average GP percentage your business did last year. Once you have this 
measure all your performance of quotes and completed jobs against it. 
If your prices are lower than the Peak Industry body NECA recommends, then put them up. Decide when and 
how you can do this but nominate a time when you will operate within the NECA charge out range and stick to it 
as this can create significant profits for your business. 

  
 



9 
 

3 People Matter 
 
If you want to build a ship, don't drum up the men to gather the wood, divide the work and give orders. Instead, 
teach them to yearn for the vast and endless sea - Antoine de Saint-Exupery  
  
Elecjobs is a job board for the Australian electrical industry where the headline of our advertising is "People 
Matter" 
But it's not a tag line invented by suits in a Sydney skyscraper, it's what we believe, it's how we view the world. 
We currently have two print adverts, one targeting employers, and one targeting candidates and both headlines 
say "People Matter" 
 So what does this mean? 
 It means who is your number one problem. 
 Every day you do what things. You complete projects, you quote and win jobs, you purchase materials and you 
meet clients. 
  
Who refers to the people you put in place to do the what things. 
Who is testing that Switchboard? 
Who is quoting that job? 
Who is meeting that client? 
  
It's the who that creates the problems or prevents them happening. 
  
Let’s take Bill Fictitious from ABC electrical. Bill has had one of his electricians leave because he was offered more 
money. Bill has placed an advert for a new electrician and had 6 responses, he wished he had more but that’s 
what the advert produced. Bill is beginning to notice the work pile up, and customers getting upset because with 
one electrician down, the jobs aren't getting done. So Bill agrees to employ Bob who isn't ideal, but he is the guy 
who can start. 
Bill is happy because once again ABC is getting through the work. 
Then Bill's customer John calls up to tell Bill that Bob, his new 
electrician has come by to do a job, there were problems and he isn't 
happy. In fact John’s boss wants a written report on what happened. 
Because Bill is so busy sorting out other problems this report means 
that Bill will need to come in Saturday to write the report. 
On Saturday whilst driving to work he spots Bob's van at the golf 
club. 
Bill knows that he should have done more to get a better employee, 
but he didn't know how. 
  
But really writing a report is the tip of the iceberg. If you take into account lost customer relationships, rework, 
lost opportunities, damaged reputation, theft, lost property and wastage the cost of having a poor recruitment 
strategy can easily reach into the millions. 
 Who mistakes happen when employers: 

1. Lose people they want to employ 
2. Don't get enough applicants 
3. Are not clear in what is needed in a job 
4. Do not trust their ability to pick the right applicant from a group of similar applicants 

  
 The only way to get the right people is:  

1. Attract the most number of candidates 
2. Use strict filters to rank the top 10% 
3. Conduct a telephone interview 

Quick tip: People can be your 
greatest asset or greatest 
liability. You need to identify 
who the great job seekers are at 
an interview and who the 
lemons are. Always ask for 
references for the past 3 
employers and never employ 
until you have spoken to the 
former employers 
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4. Interview the top telephone interviewees 
5. Conduct a second interview 
6. Employ using an approved contract 

  
  
  

1. Attract the most number of candidates practical 
Ask any electrical employer and they will probably say that trawling through resumes is one of life's great 
time wasting tasks, I have so many better things to do might be they respond. So subsequently, if they 
receive maybe 4 or 5 and one applicant looks OK, then they are happy. This is effectively a mediocre 
attitude creating a mediocre result. If you really want to 
improve your business, then you need to advertise every job 
in many places. Niche job boards such as Elecjobs can provide 
you with a higher quality, targeted audience, however running 
a campaign advertising on multiple job sites and newspapers 
can make sense when you look at the table below 

  

Advertising location Cost Duration 

Job board A $200 1 month 

Job board B $200 1 month 

Newspaper $100 1 day 

Total $500   

  
For perhaps $200 - $300 more the employer has a wider reach and a good employee will make that back 
in the first day or two. But many employers are actually afraid of the workload associated with developing 
a great recruitment strategy. 
The main aim is to attract the top 10% of suitable, available job applicants to apply to your job.   In the 
best case this would mean 50 suitable applicants i.e. people who are qualified and have the right to work 
in Australia. If you live in Darwin or Hobart a goal of 50 applicants might not be practical but the point is 
that advertising is cheap compared to employing the wrong person. 

  
Remember the goal is not to get someone to start, but to get the right person to start. 

  
2. Use strict filters to rank the top 10% 

So perhaps you now have 75 applicants. 25 are immediately not suitable because they do not have the 
right to work in Australia or they live overseas. It's important to use a filtering mechanism to get the 50 
down to 5 (the top 10%) without having you spend hours reading and categorising every one.  
At Elecjobs we have developed a simple screening questionnaire for employers to build and ask every 
applying candidate which will automatically rank them. And the best news is that it's free with every job 
ad you buy. A sample might include questions such as 

 Do you have a current electrical licence? 
 Have you had experience with OTDR testers? 
 How many years since you completed your apprenticeship? 
 Are you prepared to work overtime? 

  
3. Conduct a telephone interview 

We now call the candidate and ask them 4 questions  
a. What are your career goals? 

Quick tip: Even with a national 
skills shortage to build a great 
business you must do everything 
you can to try and get the top 
talent to apply for your jobs. 
Unless you get great people, 
your business (and you) will 
suffer. 
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b. What are you really good at in your job? 
c. What are you not good at or not interested in doing at work? 
d. Who were your last 5 bosses and how will they rate you on a scale from 1 to 10 when we talk to them? 

After you have completed the telephone interviews the great candidates should begin to stand out 
further. In fact, you may apply the filter again and bring back previously rejected candidates. Again 
remember that the purpose is to get the best candidates and it may be tempting to only interview the 
best telephone candidate, but you should then pick the best perhaps 3 or 4 and move to a in person 
interview. 
  

4. Interview the top telephone interviewees 
You should have printed prepared questions for each interview with a space for you to write responses 
and notes because once you have interviewed the last person, you won’t be able to remember what the 
first person said. 

Your questions should follow this general format and include the following as a minimum. 
a. Introduction, talk about our business and why it is a great place to work. Make the candidate feel 

comfortable 
b. Work history, ask about each of the 5 past jobs and the seven key questions about each job 

i. What did you do there? 
ii. Why did you leave?  
iii. When was that (check against resume)? 
iv. What was your favourite part of that job? 
v. What was the worst part? 

vi. How would your manager at that job describe you? 
vii. Can we contact that manager? 

c. Ask questions relevant to the role about the person for example what motivates you at work, What de-
motivates you at work, what value can you add to our business? 

d. Ask about their previous pay and what their expectations are of this role 
  

5. Conduct a second interview 
Even if you know exactly who it is there are two reasons to conduct a second interview 

a. You have had time to consider and see other candidates. By asking other questions or even going over a 
few of the same questions you can clarify this is indeed the right person. 

b. It is always appropriate to make a job offer in person. It confirms that you are committed and that you 
expect a response. If this person is one of the 10% top available candidates at the moment, then you 
should do whatever you can to secure them.  
  

6. Employ using an approved contract 
If you do not have a signed EBA or an approved agreement through FWA, AIRC or the Workplace Authority 
then it is highly recommended that you seek advice and sign one. NECA offers an excellent service to 
employers to assist in implementing an agreement.  
If you do not wish to register your agreement at the very least you should have a simple signed contract 
which contains the following: 

a. The name and address of both parties 
b. The rate of pay 
c. All conditions or reference to conditions such as overtime and holiday pay 
d. Examples of unacceptable conduct 
e. Nomination of a third party to mediate should a disagreement occur (i.e. NECA) 
f. Signature of both parties 

  
Note that it is strongly recommended that you establish a registered agreement. Further information is 
available at http://www.fwa.gov.au 
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Yes, it’s probably a lot more effort than you current put into your recruitment process. But it is nowhere near as 
painful as employing the wrong person.  
Remember; 
 short term pain is always equal to long term gain and, 
 short term gain is always equal to long term pain. 
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4. Accountability and Consequences 
 
The more personal the message, the more you should do it in person - Dr Gerald Bell 
  
In the 1950's the management style was adopted from the military as World War 2 (and the military) had 
touched the lives of most people. This style effectively worked around the principle I am the boss, you work for 
me now do as I say or else. As a management style it worked reasonably well back then but now the world is a 
different place and most people of today would react with a fair degree of resistance to this type of instruction.  
  
In today's world people still require discipline however it needs to be in a format that they can understand and 
respect. Simply telling someone to "do something or else" isn't enough. Today employees expect to have full 
understanding about why they are doing something and what the expectations are of the person who has set 
the task or goal. 
  
For many people, the worst job they ever had involved very little instruction and discipline which led to them 
not knowing their performance or "where they stand." 
Imagine two scenarios on the first day of your new job. 

1. "Hi! 
you must be the new guy. Over there is your desk, that way is the toilet and we have a few beers on a 
Friday at the pub up the road… That’s it so enjoy your day and we will catch up soon." 

2. "Hi! 
You must be the new guy.  Firstly I am going to walk you around, show you the place and meet some 
people. Then we are going to show you how things work around here. I have booked out your morning to 
meet with staff to help bring you up to speed. Your morning is going to look like this 
o Half hour with me 
o Half hour with Mike on our purchasing policy  
o An hour with Jill in Accounts on what she does, your pay etc 
o Morning tea with the team to welcome you 
o Half an hour with our HR guy Joe 
o An hour with Tom the boss to talk about your goals for each day, each week and how you will be 

measured. 
o Then we will set the afternoon aside to train you on our computer system and we will work together 

to help you understand your goals and how you can reach them. 
  
Which of these new recruits is more likely to  
 Believe they have made the right decision at the end of the first day? 
 Achieve the goals which are aligned with what management expects? 
 Know people within the company quicker and feel a part of 

the team? 
 Produce results and create higher productivity? 
 Know where they stand? 

  
People always need to know where they stand. If management 
doesn’t provide feedback both positive and negative when 
appropriate, the employee will just make up their own assessment. 
This is apparent in comments such as 
 The boss is so busy she wouldn't know if we are working or 

not 
 The boss makes so much money, have you seen his car? He 

won't even miss this drum of cable. In fact I don't even think 
he cares. 

Quick tip: When new staff start 
at your company it's critical to 
make them feel as though they 
have made the right decision. 
You should build systems for 
new employees to ensure this 
occurs. The first week will either 
make the person feel welcome 
or wonder if they made the right 
decision.  
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 It's POETS day (Go Early Tomorrow is Saturday) we always leave an hour early on a Friday. 
 What is really going to happen if this job doesn't get done on time.  
 What the boss doesn't know won’t hurt him 

  
A manager of people who does not create a framework of accountability and consequence is making their own 
life and the life of their employees more difficult and less enjoyable. 
  
The 4 steps to creating a framework of accountability and consequence 
  
Let’s start with what these words actually mean according to Google. 
  
Accountability - The fact or condition of being accountable; responsibility 
Consequence - A result or effect of an action or condition 
  
So creating accountability is getting staff to understand your expectations and making them responsible for that, 
whereas consequence is the known action which occurs should this fail or not occur. 
  
Step one - Meetings 
If you have staff, from one to one hundred you must have staff meetings and they must be at the same time and 
work in a cycle of weekly, quarterly and yearly. 
If you are not holding regular meetings (tool box safety chats don't count) and you are not discussing 
performance on a regular basis it's almost impossible to create a culture of accountability and consequence. 
Weekly meetings are so important we have devoted an entire chapter to it so we won't dwell on it here. 
Quarterly meetings allow you to build the goals sheet for the coming quarter's weekly meetings. 
Annual meetings should be a broad review over the past years performance and include a formal discussion 
about pay, conditions and expectations. See below for an example of the goals worksheet. 
  
You can download the goals template here http://www.elecjobs.com.au/blogwp/downloads/  
Below is a sample of a companywide goals sheet and as you can see by using the same Red, Amber, Green, Blue 
categories it is very easy to gauge where an employee is performing. 
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Step two - Consistency 
In case it wasn't made clear enough above, every single week 
without fail at the same time a staff member should take the 
initiative and come to meet their manager.  
  
Step three - Who 
Who updates the information on the report? Not the manager! 
Every week the employee should walk into the boss's office and 
provide a complete and up to date report. If required they will need 
to show how they came to these numbers. 
  
Step four - Integrity as a consequence 
By building the goals with an employee at the beginning of each quarter rather than giving it to them it enables 
the buy in of responsibility from that employee. This agreement is effectively tying the self-integrity of the 
employee into the goals work sheet.  
  
This way the manager is doing their job (See chapter 6) instead of doing everyone else's job. To manage using 
this method requires more time up front but a lot less time overall because at the beginning of a quarter time is 

Quick tip: Every single week you 
should meet with your key staff. 
If your staff are middle 
managers then they too should 
meet with the people who 
report to them to talk numbers, 
direction, praise and discipline.  
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taken to clearly define and document what's required to be done and then every week that is re-enforced and 
revisited. We are celebrating small wins and talking about tactics to improve problem areas. 
  
 So the job of the manager is to 

1. Create goals and initiatives for the quarter with the employer building a commitment from the employee 
to complete these goals 

2. Meet weekly to monitor the progress of these goals 
3. Hold the employee accountable to: 

a. Turning up every week for the meeting 
b. Bringing an updated goals sheet 
c. Constantly working on the initiatives agreed upon 

  
If the employee fails to achieve the goals remember we want to lead by inspiration and discipline by integrity 
and so we won't be using the old "Or Else" blunt instrument. Instead Ask them why they didn't do the things 
they said they would? Ask what they plan to do differently in order to achieve the goals in this week.  
  
Overview:  
Many businesses operate without a framework of accountability and consequence is lacking or verbal at best. By 
introducing a tool which will hold people accountable on a weekly basis any small problems can quickly be 
addressed and wins can be celebrated. Both staff and management will be happier because each knows what is 
expected of the other. It might not be appropriate for you to meet with every person in your business weekly 
but every person must report to someone and a regular weekly meeting schedule established. 
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5. The Weekly Meeting 
 
Consistency is contrary to nature, contrary to life. The only completely consistent people are dead.  
Aldous Huxley  
  
In chapter 4 we spoke about the importance of accountability and consequence and the difference this can 
make to productivity and a business’s broader goals.  
Having consistent, structured meetings is so important that we have devoted an entire chapter on how to 
structure the weekly meeting and how to make it work. It is difficult to implement and harder still to maintain 
without pigheaded discipline. But it works. 
  
The weekly meeting agenda should include the following 

a. Quick update - 1 minute about what's new, problems and opportunities 
b. Goals update - Employee provides completed goal sheet for overview 
c. Stats - present the numbers on jobs and people (see chapter 11 and 12) 
d. Other items and WWW 

  
  
Below are 4 ways to get the most from your weekly meetings and give them the highest chance of success. 
  
Step 1 You 
As Seth Godin says People respect what you inspect and the first step to successful weekly meetings is your 
commitment. It has to be religious, fanatical and without waiver. If you can't make this the most important part 
of your business week then the staff will just be waiting for the new crazy initiative to pass. 
  
Step 2 Consequence - start as you mean to go on 
Once the weekly meeting schedule has been introduced it's likely 
that people will find a reason to miss the meeting. A good way to 
combat this is to use the discipline by integrity again with rules like 
these which apply for both the manager and staff member. 

a. If either party is unable to make a meeting they must re-book 
a meeting within 24 hours  

b. Failure to attend without re-booking - Consequence- make the 
other party a coffee.  

c. Failure to bring completed goals sheet (a waste of everyone's 
time) - Consequence- make the other party a coffee.  

These are simple methods of consequence and must be agreed by 
both parties before the first meeting using the discipline by integrity method. You can use whatever works 
however it is best to avoid things which cost money, provide substantial benefit to the other party or provide 
excessive embarrassment. It's just about finding the fine line between too little and too much. Because you have 
subscribed to use integrity to achieve results it is critical that you do what you say you will, so if you are going to 
be at the meeting you must be there and you really should not be saying you are too busy to meet today. These 
actions will reduce the weight of your integrity when asking the employee to do what they say they will. 
  
Step 3 Keep notes 
Often in weekly meetings things need to be done or new things are brought up and agreed on.  
It is the manager’s job to track these and define a timeframe when they will be complete and a tool that can be 
useful is the WWW or Who is going to do What and When. A sample is below 
  

Who What When 

Quick tip: Your weekly meeting 
should be treated as your most 
important meeting. If your job is 
to manage and you are not 
getting information about what 
is happening, what are you 
managing? 
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Andrew Build a job ad for the new 
apprentice 

14 October 

Mike Obtain a quote to repair Van# 4 12 October 

      

  
Again this is using accountability and consequence to get things done.  
  
  
  
Step 4 Be "In the moment" 
When you have many staff who report to you it can sometimes be overwhelming to answer all the "got a 
minutes." The little problems and questions which take your time and perhaps could be answered by someone 
else. Ironically you might not really be in the moment with the 'got a minutes' and might not give the ideal 
response. One of the great benefits of the weekly meeting is getting the staff to save all their got a minutes to a 
dedicated time per week. A time when you agree to be "In the moment" and give them your full, undivided 
attention at the weekly meeting. 
  
Overview: 
In order to keep the momentum of business moving it is best to break up yearly goals into quarterly goals and 
initiatives which are then tracked on a weekly basis. The weekly meeting provides a forum for interaction 
between the manager and employee as well as a way for the larger tasks to become broken down into bite sized 
chunks. By discussing both business stats and other business improvement we are ensuring that an equal 
importance is placed on both, we need to make the business work and get things done plus we need to improve 
it. 
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6. What Do You Do All Day? 
 
"The first requisite of success is the ability to apply your physical and mental energies to one challenge without 
growing weary." Edison 
  
In order to fly, a commercial wide body airplane must achieve a speed of around 260-290 kmh. When the pilot 
accelerates it is with full knowledge that the plane has been built and maintained correctly, that the passengers 
are all correctly seated and have seat belts on and that the runway is clear. The pilot can't do his job, unless 
everyone else does their job from the manufacturer, maintenance crew to air stewards. Yet everyone knows 
that the pilot is in charge. Everyone knows that if the pilot decides to turn around or to fly higher that it will 
happen. That is because the pilots job is to take care of the passengers, cargo and the plane. 
If you were on a plane and saw the pilot walk down the aisle with a drinks cart serving drinks, would you start to 
get alarmed thinking "Why is the pilot doing someone else's job?" "who is doing his job?" 
  
Well perhaps that’s what you are doing every day, other peoples job and not your own. Sometimes, employers 
don’t give staff the trust, freedom, accountability and consequence to do their job properly. This leads to 
managers doing other peoples jobs and not their own. It's like the pilot checking the tyre pressure, then loading 
the food into the plane and serving drinks. Yet millions of business owners do it every day. 
  

 
As your business grows it's important to let go of the jobs you do which should be done by someone else and 
that’s a process of:  
 Trusting someone that they are capable of doing the job 
 Giving them the freedom to succeed or fail 
 Building a framework of accountability to give you the confidence that they are doing the job 
 Holding them accountable when things fail 

Then moving onto the next thing you do which is actually someone else's job.  
  
Of course the objective of freeing up your time is not to spend more time at the beach. It is to enable you to do 
your job which has 5 main elements 

1. Accountability 
2. Ambassador 
3. Culture 
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4. Strategy 
5. Succession planning 

  
1. Accountability 

As we discussed in chapter 4 and 5 the first role of a manager is to create accountability structures and 
hold people accountable to them. Someone needs to let people know what needs to be done, and ensure 
that it gets done. 

2. Ambassador 
Every business needs an ambassador, a person who knows that it is their job to be the face of the business 
to meet clients, suppliers and employees to represent the business. 

3. Culture 
A culture exists in every business. It is either created consciously or it simply evolves over time. By 
strategically understanding what type of culture you want and what you don’t want, you can build your 
business into a positive, pro-active place to work. 

4. Strategy 
How does your business sit in the market? How does your competition affect your business? Time must be 
allocated to work on strategy on a regular basis. 

5. Succession planning 
What happens if you get sick? What happens if your bank gets sick? How would you replace your top 
employee if they quit?  

  
All of the above 5 items are working to build equity in the business which is the value of the business when you 
decide to sell it. Furthermore they help the business run easier and reduce risk whilst increasing the likelihood 
of consistent improving profits. This is completely different from doing tasks such as quoting, installing, meeting 
clients or digging a hole. These tasks produce income and when you 
are doing these you are doing nothing to build the equity in your 
business. 
If you were to spend 1-2 hours per week on each of the things above, 
what would your business look like in 6 months? How much time 
have you spent on the 5 things above in the past 6 months? 
If you are running a business and not taking out time to complete the 
things above, they probably aren't getting done. If your answer is that 
you don't have enough time and you haven't spent any time in the 
past 6 months on any of the 5 things, then chapter 19 might just 
interest you. 
  
  
  
Overview:  
If you employ people in your business, you need to be an effective leader. It's important to ensure that they are 
able to do their job, and that you are doing yours. Real business improvement can only come about when you 
spend time working on the business, and less time working in the business. 
  
  
  
 
 
 
 

Quick tip: If you feel that you 
don't have enough time to work 
on the business then categorise 
your to do list into things that 
must be done today, things that 
must be done this week and 
things that must be done 
someday. 
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7. Time Management for People without the Time to Read the Words Time 
Management 
 
Time is more valuable than money. You can get more money, but you can never get more time - Jim Rohn 
  
One of the objectives of our leadership and accountability tools is to free up your time to enable you to do the 
jobs you should be doing:  
 Accountability 
 Ambassador 
 Culture 
 Strategy 
 Succession Planning 

  
The problem is that these are hard habits to break and if you are not able to deal with it, poor time 
management can mean you won’t even get started. In this chapter we want to give you some tools to help give 
you some time back, time you can use to work on making your business great.  
  

1. Email  
Surely one of the biggest time wasters on the planet today is 
people reading email which is not relevant or important to them 
or being constantly distracted all day by a drip feed of email, 
unable to actually concentrate on any item for more than 15 
minutes, by which time you have only just begun to concentrate. 
o Turn off your email program.  

There is a good reason the postman only calls once per 
day. It is not efficient for them to come to your house 
every time a letter with your name on it comes to them. In 
the same way it is not efficient for you to have an email 
program open which alerts you or makes a sound each 
time a new email arrives. At the very least turn off these 
alerts or even better close the program and open it once or twice per day. By being able to focus 
and concentrate your productivity levels will soar. You can set aside time in your calendar to read 
and respond to these emails every day. A great idea is an auto responder which says "your email is 
important to me, I will be checking my email every day at 4pm and if you r message can't wait, 
please call me” If something terrible happens then someone will telephone you, but something 
terrible is happening, you are not getting any work done! 

o Don't open an email unless you have the time to act on it. Too many people use their email box as a 
filing cabinet. Create the time each day to respond to your emails and during this time only work on 
an email if you can complete the action there and then. 

o Set a company policy that the subject line must explain what the message is about. You don’t want 
to get an email with the subject line "Weekend" which the contents say "and therefore I quit". By 
making a rule in your company that only email with a subject line clearly describing the contents will 
help your entire company to be more productive. 
  

2. Make a list 
Right now there are a number of things that you need to do, from talking about a pay rise with a person to 
getting fuel for your car, ordering materials for a job and mowing the lawn. By leaving these items in your 
memory, it actually prevents you from being able to effectively function because in our mind, we don’t 
trust ourselves to remember things effectively. So we remind ourselves again and again and again. The 
answer is to get your subconscious to trust a list. Start by typing everything that you need to do in a long 

Quick tip: Try placing your to do 
list somewhere that you can 
access it at all times like a notes 
folder that is shared between 
you mobile phone and 
computer. This way you can add 
to it when you think of 
something. Also there are some 
great apps for smartphones 
which can help you build 
effective lists. 
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list. Everything from getting a haircut to getting a new car. Now begin to arrange these things into 3 
distinct sections.  
o Things I must do today 
o Things I must do in the next few days 
o Things I must do someday 

  
You must be realistic with what you place into these fields and only place action items, things you must do 
or will suffer consequences and if there is any possible way you can put something back, do it. Of course 
once you have the today list complete, work on the next few days list. Try to never have more than 5 
things in the today list as this makes each thing achievable and realistic. At the end of every day build you 
to do list for the next day. This will help you to go home confident that you have things in order for 
tomorrow. 
  

3. Plan your day 
Prepare your day so that you are allocating time for each task and stick to it! Try give each item in your to 
do list an appropriate amount of time, and leave time for interruptions, meetings and phone calls. When 
you are planning your day it is human nature to do the things you enjoy first and leave the hardest till last. 
Instead prioritise the things which will create the greatest result first and this means if your plan for the 
day fails, you have still created results. 
  

4. Don't be an information collector 
Are you the kind of person who cleans the office before they go on holidays and during the clean-up 
simply throw out most things? You receive information in all forms from email, website links, letters, 
voicemail, fax and even marketing items like water bottles. All this information is driving you crazy, you 
want to keep it, but you don’t know how. Try bringing a little ruthlessness into your life and removing 
clutter. Every time you are presented with information do one of 3 things 
o Process it 
o File it in a cabinet (or computer folder) for use later and add to your to do list 
o Discard it 

  
There is not a fourth item which says place it on my desk / side table / drawer till I get time to look at it. 
You should dedicate time each day to processing information, and have your bin handy to clear out the 
80% of things that come to you that you will never look at again. 
  

Overview 
If you can't get control of your time, you can’t get control of your life and begin to improve your business. Find 
the time to stop collecting information, plan your day, use lists and take control of your email and watch your 
productivity soar. The first step is finding time to take control of these items which can make life unbearable for 
the busy manager.  
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8 Marketing 
 
The glossier the brochure, the harder they are trying to overcome questionable value. 
  
  
Why should we consider marketing? We are doing the same as our competition and things look good? The very 
simple answer is that you want to improve your business, or you would not be reading this book.  
  
According to Wikipedia, "marketing is used to identify the customer, satisfy the customer and keep the 
customer." 
  
Whether you deal with B2B (Business customers) or B2C (Consumer customers) you are not being compared to 
your competition, you are being compared to every other business out there. That includes Stock market listed 
companies, retail, Manufacturing, hospitality. All businesses.  
Why? Because your customer deals with these businesses every day. Your customers buy all sorts of things both 
in and outside their business and therefore those experiences shape your customers perceptions of which you 
are also a perception. So let’s say your customer gets a swimming pool installed at home. There are 5 stages 
they will be exposed to that brand 

1. Pre-sale - a feel for the business. What does the logo, office, uniform, website etc. look like? 
2. Sale - what does the quote look like, is it detailed, easy to understand and professional?  
3. Before install - how many times have they spoken to the customer? Is everything taken care of? 
4. During install - what do the staff look like? Are they friendly and helpful? Did they do a great job? 
5. After install - did they clean up? Was there any problems after? How were they resolved? 

  
As you can see many of these things can be rectified by building systems in the business, however the systems 
must be built after identifying what the companies brand must deliver and building strategies to implement 
these systems. 
If your customer deals with companies who are providing awesome service in any area of their lives then this is 
your real competition, not the company up the street who is just like you. 
  
If your business operates by selling the same product (a quote) to the same clients (i.e. builders) you have a 
great relationship with, then you might think that marketing is for the birds, and business is done via 
relationships. That’s true in that people buy from people they trust, but how are you going to grow your 
business? There are only so many people you can meet via introduction and often your customers can be in 
competition, so they want you to have competition in order to keep you 'honest'. 
  
When considering your marketing plan you should ask these questions: 

1. Which customers provide the most profit? 
2. What reason do they buy from me? 
3. How do they find me? 
4. How can I replicate my best customers? 

  
Next you want to ask 

1. How does my businesses image compare to people outside my industry? 
2. What marketing methods can I use to create the highest return on my investment? 
3. What type of customers will this marketing effort attract? 

  
The 5 P's 
Marketing experts talk about getting the 5 p's correct.  
These are 

1. Product - The product or service offered to your customer 
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2. Price - How you price your offering so it remains competitive yet creates a good profit 
3. Place - Where your product is sold and how you get it to customers 
4. Promotion - The methods used to communicate the features and benefits to your customers 
5. People - your level of service and the expertise and skills of the people who work for you 

  
Every one of these items is critical in your complete offering and how the customer deals with your company 
both now and in the future.  
  
  
Types of marketing 
There are many types of marketing, but here are some you can consider as part of your plan: 

1. Relationship marketing. Pick up the phone and call people who fit your ideal client profile, introduce 
yourself and explain why you should meet. Develop a contact basis for your clients where you can call to 
say hi on a regular basis. 

2. Email marketing. Create a newsletter or valuable information to your customers you can send on a regular 
basis 

3. Advertising. Adverts in your paper or online  
4. Blogs and social networking. Attract loyal followers by targeting your followers with a blog of Facebook 

page. 
5. Business networking groups. Places such as BNI are located around the world and for an hour a week can 

provide some great leads 
6. Referral programs. Develop a program where if you are introduced you can provide an incentive to a 

former client. 
  

Overview 
Like all things, measuring your marketing effort is critical. If you are spending $10,000 on a Yellow Pages advert, 
how much cash is that bringing to your business (not revenue)? Would that be better spent on Yellow Pages 
online, or perhaps sponsoring the local footy team? Whatever you are spending marketing money on you must 
be able to measure your return and ideally you can say that for every dollar you put into this marketing effort, 
you get x dollars back. Remember that asking for advice from someone trying to sell you advertising is like 
asking a hairdresser if you need a haircut. 
  
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



25 
 

9 Websites 
 
 “Web users ultimately want to get at data quickly and easily. They don't care as much about attractive sites and 
pretty design.”   Tim Berners-Lee  (inventor of the Internet) 
  
Let’s assume that you have a website, because if you don't or if it is one static page which says "Robs electrical, 
call me on this number or email me here", then following on from chapter 8 about marketing, to grow your 
business you need to find more ideal clients, and the internet is one of the best ways to do that.  
  
Your website should provide the following tools for your business as a minimum 
 Reinforce the image you display to customers in other areas such as uniforms, vehicles, letterheads & 

business cards which is designed to attract ideal clients 
 Contact information such as email, telephone, fax, physical address,  
 Have an about us page or similar where customers can learn more about you.  
 Discuss the different types of work you do and show pictures of completed jobs 
 Provide customer referrals or lists of customer who you work for 
 Have a careers page which explains to potential employees why working for you is so good 
 A steady stream of incoming leads from ideal clients 
 Answers to question some clients might have 
 Help to position your business as a viable option to your potential customers 

  
Reinforce your image 
Your image is important and as we discussed in the last chapter if you don’t work to improve your image people 
will create one for you, and you will be compared against every other business the person comes across. Your 
website should be clean and simple for people to navigate and this should portray to people that you are easy to 
deal with. You should answer the questions a client is asking when coming to your website such as: 
 Is this business capable of doing my work 
 Will they treat me correctly 
 Do they have the capacity  
 Will they do the management, or will I need to watch them every step of the way? 

  
About us 
This is where you can publicly state your story. The reason you exist and where you want to go. Sure the 
competition will read this, but also so will potential employees, customers and suppliers.  
  
Our work 
What were the hardest jobs you have done? Why were they hard? How did you overcome this to make the 
customer happy? Tell short stories about your great wins and post them up for all to see. Include pictures to 
make it real.  
  
Customer referrals  
Ideally, on your home page you have a series of videos or rotating images of your clients with glowing praise. 
This connects the mind of the viewer to the person giving the referral and disconnects your business as a 
potential supplier just like any other. It is like one of their friends, a real person and not a company is telling 
them to use you. Imagine  a person standing in front of their business saying "we always use ABC electrical 
because they are there when we need them and we never have to get them back to fix up problems." 
  
Careers 
As we mentioned earlier, job seekers will look at your website. They will be coming with questions trying to 
decide whether to apply to a job you have advertised. Why shouldn't you sell the reasons it is so great to work 
at your company. Just like customer referrals a set of videos or staff images with statements about why working 
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for you is great would help to reassure candidates that applying to work for you is the right decision. Also you 
can talk about how you plan to build a great business. Even consider yourself on a video explaining where you 
want to go and why you need the best people. Remember people matter and you can’t build a great business 
without the best people. 
  
A steady stream of incoming leads 
Like any marketing activity, your website is a tool which needs to be measured. You are not paying money just 
to be on the web to show your mum, you are there to create leads, income and profit. The only way to know 
what your website is delivering is by measuring and a great tool for this is Google Analytics. If you don’t know 
how, your web designer can set you up a simple report which will show all types of measurements. Of course 
part of this knows when new people come to your business where did they come from. Asking this simple 
question must be built into your systems and be asked of everyone. Remember that your website is where every 
person will do private research on your company to assess the business. The website should impress them, not 
with your ability to pay a developer to make a fancy website, but from the passion and glowing referrals your 
site exudes. 
  
FAQs 
Frequently Asked Questions are a great part of your website and help to drive traffic; you should answer 
questions about your company, technical questions, even when you recruit new apprentices.  
  
Overview 
Your website is a great opportunity to reinforce to potential customers, suppliers and employees why dealing 
with you would be an exceptional positive experience. You must keep it up to date and relevant, and it must 
address the concerns that your customers have.  
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10. Technology to Run Your Business 
  
The factory of the future will have only two employees, a man and a dog.  The man will be there to feed the 
dog.  The dog will be there to keep the man from touching the equipment.  - Warren G. Bennis 
  
We will assume you have phones and computers and you are using these tools in some way to run your 
business.  
Today and into the future you are increasingly going to be pressed with the following basic question before 
considering any IT decisions.  
Do I want information to be stored at my premises, or elsewhere? 
In the past, businesses would have a server somewhere in the building and all the computers would connect to 
this. Perhaps they would also connect to other servers in other buildings. You owned the server and everything 
that was on it.  
Now there is a second option called cloud computing where all your information is stored elsewhere and you 
typically pay a much lower fee per month to access that information over the internet. The resources are shared 
amongst all users much like the electricity grid. This YouTube video will help to explain it http://bit.ly/pMV1xu 
  
 Let’s examine the pros and cons of each. 
  
Server pro's 
You control the information 
Fixed upfront cost (generally) 
  
Server Cons 
Expensive to buy 
Expensive to maintain 
Technical knowledge high to maintain 
  
Cloud Pro's 
Radical cost reduction 
Simple, no upgrades or patches 
More secure 
Instant disaster recovery 
Only buy what you want (i.e. not all the software you will never use) 
Access anywhere from any device 
  
Cloud Cons 
Your data is held by another company 
  
But I love my server! 
If you are planning to stick with your server, we would recommend you consider the NECA software review 
guide which is published on an annual basis. This is a detailed look at software to run your business and will help 
you make this crucial decision. Some software to consider in this area includes 

 Simpro  
 Smarttrade  
 Simpro  
 Subcat  

We have not gone into too many details as the NECA software review is such a great resource  
  
I don't love my server that much! 
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With all the benefits of moving to cloud computing we have compiled a list of the main business reasons to 
consider and some companies in the market at the moment. 
  
1. CRM Customer relationship management software 
CRM software provides a way to track your customers interactions with you. This might seem totally useless to a 
sparky whose biggest concerns are getting guys out to site on time or finding the wholesaler with the conduit 
you need, but how many extra jobs per month would make this worth it? What is it that makes an opportunity 
into a job? Being organised, communicating with the client, getting the quote out and following up. CRM helps 
you to migrate from a reactive to proactive organisation.  
Some options to look at include www.salesforce.com   www.capsulecrm.com and www.sugarcrm.com starting 
from around $12 per user per month. 
  
2. Documents 
Many businesses are turning to Google docs because it can be used anywhere and is a effective replacement for 
word processing and spread sheets. If your requirements are as simple as most electrical contractors, it might 
be worth looking to free Google docs at www.docs.google.com . Other options include Evernote, Nivio and 
Dropbox. 
  
3. Business management 
Electrical businesses have complex requirements and the sooner you can create systems using technology to 
reduce error and ensure things get done, the better. There are several packages designed to run electrical 
businesses which handle job numbers, purchasing, staff scheduling, quotes, assets and invoicing. Basically 
everything you need to run the operations of the business. An option to look at might be www.simpro.com.au 
which has a product called Streamline for $80 + GST per month for 2 users. For simpler options you might 
consider www.workflowmax.com 
  
4. Accounting 
Existing accounting software providers have developed a great model where every year you pay to upgrade the 
software you purchased yet get very little for it. You might want to consider www.xero.com which costs $39 per 
month for unlimited users and is very easy to use or www.saasu.com. These products can provide great insights 
into your business from a business’s perspective rather than the accountants perspective. Once they try this 
software many accountants and bookkeepers have been pleasantly surprised at how easy this software is. 
  
5. Email 
Email is either distributed by your server, or by your Internet provider. Either way there are cloud advantages to 
consider. 

1. Server based mail program. If you are using Microsoft® Exchange Server or similar you have probably 
spent thousands on hardware, software and support. The same features are available at a fraction of the 
cost – rackspace.com for example has the same product hosted on their servers for $10 per month per 
user 

2. ISP based mail program. Gmail with its calendar and integration into docs can offer a great alternative 
with new features coming on board all the time. The great thing of course is you can access your email 
from any computer. 

  
6.   Backup 
Backups are a critical part of your business and should always be considered. Fortunately the cloud offers higher 
security and easier access to reliable backups.  
www.dropbox.com up to 2GB for free, up to 50GB for $10 per month simply use it like a folder on you 
computer. 
www.carbonite.com.au unlimited backup of your PC for $6 per month 
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Overview 
Today cloud computing is a mature technology offering many advantages including reliability features and price 
which can provide the benefits of today’s technology to electrical contractors at a fraction of the previous cost. 
In the past 5 years there has been a paradigm shift towards cloud computing and it has now become a stable 
trusted platform which is being led by giant businesses like Google, Amazon and Salesforce. It is unlikely your IT 
company will be advocating these businesses because they will  lose significant revenue from you in maintaining 
your server. But more and more cloud computing solutions are beginning to make good business sense. 
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11. Measure Your Jobs 
 
  
Success is never final, and defeat is seldom fatal- Churchill 
  
Your business either sells products or services. Products would be sold by wholesalers or manufacturers and the 
price would be determined based upon a variety of fixed things such as rent, wages etc.  
Services are never fixed.  
The same person could do the same job on two different days and it can take longer and use more materials. It 
is the same for Fire, Solar, Electrical, Communications and Security in that all services will endure what we will 
call the human element. 
At the beginning of a job a person will create a quote. This could be through a complex estimating system 
developed over many years at an ASX listed company, a detailed cost estimate through a program like Simpro or 
perhaps a simple excel sheet. Sometimes quotes are created based on simply what the going rate is. Most of the 
time however people can feel a bit like throwing a dart to get the final price. 
 However your quotes are being created the only way to be confident in your quoting system is to follow the 
measurement to the end.  
The ideal job would look like this, Quote $10,000 consisting of $4,500 materials and $5,500 labour then through 
good management spend only $4,200 on materials and $5,100 on 
labour. A saving of $700 which should be the goal of every job, to 
improve on the quote. If companies were to consider a win on a job 
making savings of 5% imagine what that would do to your bottom 
line? Do you currently view a win as simply being finished on a job? 
Just like when you learnt to measure people using the inspiration 
methods of Red, Amber, Green and Blue in chapter 4, you should use 
the same methods to measure your jobs performance, preferably in 
a public area where this chart might look something like 
  
ABC Electrical and Security Job tracking chart for October - December 2011 

Job DEF job  
Hours 

DEF Job  
Materials 

HIJ Job 
 Hours 

HIJ Job 
 Materials 

Quoted         

Actual         

  
Red = 10% over 
Amber = 5-10% over 
Green = 5% under to 5% over 
Blue = more than 5% under 
  
  
Perhaps it’s a touch scary to try and reveal all this information to staff. What will they think, will they act 
differently?  
Well if you don't provide them the information they will assume the answers. An assumption is an emotion 
based outcome and as such will change depending on how the person making the assumption feels. If they feel 
good, they will assume you are doing well. If they feel bad they will assume you are doing badly. That is why by 
telling them the facts we remove the emotion and stick to the science.  
  

Quick tip: Use computer 
software such as Simpro to 
monitor your jobs performance. 
The money you will spend to 
purchase it will be repaid many 
times when  you are able to get 
a snapshot at any time of your 
jobs performance. 
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How do you measure the jobs? 
There are two critical elements to measuring your jobs.  
Firstly you must track your staffs hours using timesheets. Every hour that your staff are working must be logged 
on a timesheet and entered into computer software. Also for jobs which are longer, this must tie into a time 
scale which comes from your original quote (i.e. conduit slab will take 48 hours).  
 Secondly you must use job numbers to purchase all materials. You should never be able to purchase an item 
without a unique purchase order number. To make it easy to track, you can use a simple system which will show 
who bought it for which job with a unique identifier. This could look like this: 
  
1234/5678/JS 
  
 1234(Job Number) / 5678 (Unique identifier) / JS (John Smith) 
  
Today you can cheaply purchase software which will almost run your electrical business from beginning to end 
and will produce many of these reports for you. If you don't have this software and you don't plan to get it then 
simply use a spread sheet such as excel or Google docs. The benefit comes from tracking and monitoring the 
information, not from how you get it. 
Once you have real data you can trust you can begin to rally your company around the data you are getting. 
Remember as we discussed in chapters 4, 5 and 6 the first role of a manager is accountability and tracking your 
jobs is a critical part of the manager’s accountability responsibility.  
  
When do I measure the jobs? 
Not at the end of the job! 
Every job should be tracked weekly and it should be a habit of the managers to go through the information with 
the person responsible for the job (i.e. tradesman or supervisor). By measuring the jobs weekly, it allows for any 
potential cost problems to be understood quickly and problem understood. Only looking at jobs after they are 
complete is nice, but this information is too late to make changes to prevent further losses within a job. 
  
Overview 
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Most business within the electrical industry are service based in that they use time and materials to provide a 
client with a completed installation. This has inherent risks because the job may take longer or materials may be 
lost, stolen or miscalculated. Smart business managers will set up a weekly monitoring system to track all jobs 
performance and have real time information about the jobs which are running. This way any jobs which are 
outside the established acceptable limits can be improved.  
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12. Measure Your People 
 
"It's not business, it's personal." Seth Godin 
  
In any contracting business there are 2 variables, time and materials. If we assume that the materials are 
unlikely to vary wildly (i.e. the estimator can count) then we can say that there is one major variable in a 
contracting business. Labour. 
If we assume that your business has enough upcoming work, and has a stable workforce who are paid by wages 
(not subcontract) then the thing you really need is productivity. You need to get the most from every person 
who works from you.  
We all know that sometimes staff are less productive. Perhaps they are having a longer lunch break or just 
talking about the weekend’s events. How often your staff are less productive is a valuable item to track because 
as Seth Godin said "People respect what you inspect". Remember that your wages costs are fixed whereas the 
output from staff is variable. 
Ideally you can boil your business down to one single performance number and that number is tracked weekly 
to try and improve it. Contractors within the electrical industry should understand how important productivity is 
to their business and why productivity is the number you need to be tracking.  
  
How? 
The way to track productivity is through the metric known as 'chargeable hours per person per week’. This 
productivity metric is used in all service businesses from IT companies to accounting companies as it tells the 
whole story in a single number. Firstly for service jobs it's pretty easy.  
Service 

Monday     

Service Job 1234 4 hours 

  Job 5678 3 hours 

  Clean workshop 1 hour 

  
It’s pretty easy with service because you are charging out or you are not. In the example above there were 7 
productive hours in the day.  
Projects are harder, no doubt. With projects you need to start by understanding the word productive. The way 
we are using it might not mean that the people are not working. Just whether we are being paid for it or not.  
Let’s take a simple jobs example 
  
Joes building Job 1234 

Task Hours allowed Hours taken 

Slab 48 53 

Pre-wiring 12 10 

Wiring 125 128 

Fit off 85   

Testing 18   
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You can see the hours that the quote has allowed to do the job. Within this week the wiring section was started 
and finished by a team of workers. You can see the hours were exceeded by 3 for the task (128 over 125) which 
means that this job will contribute 125 productive hours and 3 non-productive hours to the weekly tally. The 
jobs should then be added and a total number of productive hours for the week established along with 
unproductive hours. Next divide this by the number of hours that 
staff were available to work (i.e. not on sick or annual leave).  You 
will then have the final number which will represent the difference 
between what people have earned for the company and what 
people could have earned for the company. 
Of course within this data you will also be able to track how each of 
your staff members perform. With productivity being so important 
to your business, knowing who is the most productive and who is 
the least productive will be very useful when staff ask for a raise or 
layoffs are required.  
  
  
Yes, it can be difficult to monitor. Yes it can produce erratic results when a large job has run out of hours. But 
make no mistake, chargeable hours per person per week is the number one metric a service business needs to 
track in order to monitor and lift productivity. 
  
  
  
Overview 
  
As a service business, chargeable hours per person per week is the most critical metric you can track. This figure 
will show you how different your actual and potential earnings are due to productivity issues. When you 
multiply the number of hours unproductive by the total number of staff then by the weeks in a year you will 
quickly understand how important focussing on productivity improvement can be. 
  
  
  
  
  
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Quick tip: By getting time sheets 
daily you can ensure that staff 
are more accurate with their 
submission. No one likes to see 
staff guessing what time they 
finished last Tuesday. 
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13 Purchasing 
 
We have to buy it right so we can sell it right - Ray Wahlert 
  
The average business within the electrical industry might have a gross profit or around 40-60% and working on 
that basis the simple math says that if you could buy 10% smarter, you could add 5% to your bottom line. If your 
revenue is $1m then that’s $50k. And that’s only the beginning.  
Purchasing within an electrical industry business can see significant money being thrown away through a variety 
of ways 
 Bad purchasing policies 
 Poor organisation 

o Staff travelling to pick up materials  
o Ordering the wrong materials 
o Ordering the wrong quantity of materials 

 Slippage (theft) 
  

Bad purchasing policies 
Who buys materials in your business? When and why?  
If you don’t have systems as outlined in chapter 6, there's a good chance you have bad purchasing policies. The 
way you purchase materials should be a rigid policy designed to reduce waste and ensure you are buying at the 
best price. It should include items about staff travelling to pick up materials, confirming the correct materials, 
only buying where a refund is possible, and confirming the correct quantity of materials. 
  
Poor Organisation  
The culprit in many instances when the GP on a project has been reduced (due to materials costs increasing), 
poor organisation is an unnecessary waste which should be addressed including the following 
Staff purchasing materials 
Most wholesalers will deliver to your office at little or no cost, so why is it necessary for staff to fetch materials? 
When you add up the cost it can be a huge cost to the business. Let’s take a sample visit of a visit to the buy 
materials: 
 Lost productivity - this visit has taken about 1 hour by the time the tradesman decided to go, pack up, 

walk to the vehicle and drive to the wholesaler. Then talk for a while and head back. Because the person 
has an apprentice they both went. That is 2 hours lost productivity at the average NECA charge out rate of 
$80.66 and assuming both are charged out at this rate, that’s $161.32 which didn’t need to be lost if the 
goods were delivered. For a small contractor with 5 vans who each visit 3 times per week that’s $125,000 
per year. 

 Purchase price - the price you will pay for goods at a wholesaler is rarely if ever the same. Perhaps you 
think you are on a discount off trade but rarely will you buy an item for the same price if you walk in the 
door as if you had a quote prepared and bundled for the job. It's not the wholesalers fault, it costs them 
more to take the time to serve you in person and get your materials when you walk in the door. But take a 
look at the difference when you buy 5 power points by walking in the door compared to getting a quote 
for 100, you could be paying as much as 60% more. Some contractors even go so far as to get a quote 
amongst wholesalers for their annual purchase and receive it in monthly deliveries. There are thousands 
of contractors who are all paying different prices depending on how they purchase. Ensure you are buying 
at the best price as for a small contractor with 5 staff this can easily add up to $50,000 per annum. 

 Ordering the wrong materials - this takes two forms, materials which are not required now and materials 
which are completely wrong that are not taken back and will need to go into stock. Either way if the 
wrong materials are ordered you need to go back to the systems which surround estimating. Before you 
win a job it is essential that you have a build list with the exact materials parts list you will required. We 
are talking every single item with every part number. Software packages like Simpro are good to help you 
build accurate estimates.  
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 Ordering the wrong quantity of materials - much the same as the point above if you have excess materials 
you need to consider that your build list at estimate should be quoted and delivered which will lead to 
your having the correct amount to do the job.  Many people will argue that rarely if ever is it possible to 
know exactly what will be required, if this is the case perhaps you need to reconsider the work you are 
doing or the customers you are serving.  

 Slippage - taking a power point from a van parked at his house is no different from taking $20 from your 
wallet. Many staff members make a comfortable cash side business using materials stolen from employers 
and they are never caught. To say that you trust your people is being naïve and you are introducing a risk 
as though you would leave the office open at weekends unattended. To address this again you must build 
systems, accountability and consequence to ensure the staff are not tempted to steal. This should include 
a staff purchasing policy which promotes purchasing within your discount structure at suppliers. 
  

Overview 
With the cost of materials being often the number largest cost of a job, it makes sense to look at these costs and 
how you can get the right materials at the best price, then keep them. Laziness or poor policies in this area is 
simply asking for money to be taken from the business. 
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14 Growth 
 
Don’t talk about growing revenue. Talk about growth in GP or GP%, maybe even NP - Bo Burlingham 
  
It seems everyone wants to grow their business, everyone wants the prestige, profits and problems that go 
along with a business that’s bigger than they have now. 
  
If you want to grow your business first you should ask 4 key questions 
  
Why do I want to grow this business? 
Can I get more profit from the business by doing things differently? 
How much will it cost to grow the business? 
Does the business have systems in place to handle the growth? 
  
Why do I want to grow the business? 
In Chapter 21 we will talk more about you and what you want from your business, but no matter your size, if 
you are planning to grow 'why' is the first and most important question. Many companies in all industries have 
grown only to find out they have less profit, less cash and more risk because they were just growing for the sake 
of it.  
  
  
Can I get more profit from the business by doing things differently? 
At the core of most answers to the first question is that people want more money. So people invest money and 
time and energy to grow their business. Before you invest these precious things, first ask yourself how much 
money (cash) do I want from this growth? Then spend a lot of time looking at your business and asking if there is 
any way you can get that cash by doing things differently. Things to consider might include 
 Only doing maintenance work 
 Moving away from maintenance work 
 Focussing on only your profitable work and getting the best profit from it 
 Sacking your worst customers 
 Finding a way to sell more to the same customers 

  
In this book we have tried to highlight many ways to increase profit by working smarter not harder and you 
should consider all these in your answer. 
  
How much will it cost to grow the business? 
How will you resource this growth? You need to consider things such as time, extra people to be employed, 
additional plant and equipment, cash and customers. If you are paid around 45 days after you complete a job 
worth $50,000 which takes a month to do and the staff wages 
represent 35% then you will need $17,500 in working capital (cash) 
for 75 days to complete the job. When you are growing this cash 
requirement is multiplied because you will probably have several 
jobs meaning you will need to keep investing cash to finish the jobs 
and won’t see it again until after your growth has slowed. 
  
  
Does the business have systems in place to handle the growth? 
As a business grows different systems are required to deal with day 
to day issues and help the business run smoothly. The $500k revenue business requires different systems to the 
$2m business which requires different systems to the $10m business. Many businesses who decide to grow 
don’t have the systems in place to handle the demands that are placed at the higher level and will actually 

Quick tip: If you want to grow 
your business ask what type of 
customers you want to work 
within in the future and what 
profit will they deliver to you. 
Then begin to form a list of 
companies who fit this category 
that you can target. 
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retreat back to the lower revenue because the business is not able to cope with the demands, either willing or 
not! These demands without systems will often surface in problems arising on the bosses desk. Problems which 
during busy periods you really don’t have time to deal with.  
  
  
  
If you have answered the 4 key growth questions then you must move onto the next question about vision.  
  
What will my business look like in the future? 
It's important that you don’t paint a picture of your businesses future that does not tie into your own personal 
vision. If you want to be retired in 5 years and fishing daily then having a team of 75 staff probably won’t tie in 
with that. That’s why we have chapter 21 where we tie all the elements of your life together, so don't complete 
this until you have considered chapter 21 in detail.  
  
Complete the following table to understand what you want from your business.  
  

Targets 3 year 1 year 90 days 

Revenue       

Profit       

Cash       

  
Remember the most important thing is to generate cash (if you forgot re-read chapter 1). The number of staff, 
number of offices and projects all come second and are things that you do to generate cash. When you think 
about the future don't start by thinking about how many staff or vehicles or offices you will have because these 
are all expenses which will prevent you attaining the real purpose, cash! 
  
Next you should create actions around this growth plan, something that you need to do in order to achieve 
these goals. 3 simple actions seem to work well for a 90 day and 1 year period which can look like this. 

  Actions to be completed Who will complete When Complete Y / N 

90 days  
Action 1 

        

Action 2         

Action 3         

1 year 
Action 1 

        

Action 2         

Action 3         

  
  
In chapter 4 we provided you an accountability chart. If relevant these 90 day actions should be used to 
populate this chart from chapter 4 for the company's 90 day goals. 
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Once you have the actions you need to undertake to grow your business then you should ask further questions 
to acid test what you have chosen. 

1. What if I had one quarter the time to complete this? 
2. What if my financial goals were 5 times bigger? 
3. Are all these action items necessary? 
4. Is there any way to sidestep or shortcut these actions? 

  
Don’t underestimate the value in taking time to look at your opportunities from these different angles. 
  
  
Overview 
Growing your business is often one of the first things a business owner wants to do however this should only be 
undertaken after a complete understanding that the business is ready to grow, the reasons the business should 
grow and whether the same goals for cash can be achieved using different methods. Once this is understood 
you should work to set targets around revenue, profit and cash, followed by action items to help you achieve 
these. Elecjobs provides consulting to contractors should you wish to grow your business but don’t know how. 
Further details are on our website. 
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15. Systems to Set You Free 
 
I must create a system or be enslaved by another mans; I will not reason and compare: my business is to create. 
William Blake 
  
In 1954 Ray Kroc was selling the five spindle Multimixer milkshake machine throughout the USA. He heard about 
a small hamburger stand in San Bernadino, California which had 8 of his milkshake machines in operation which 
meant this stand could make 40 simultaneous milkshakes. That’s a pretty busy hamburger stand thought Ray, 
and he had to go see for himself.  
So he grabbed a plane and flew from Chicago to California, then drove the 60 miles to the hamburger stand.  
He parked up outside Mac and Dick Macdonald's hamburger stand and watched the lunch customers streaming 
out with bags of hamburgers. In one moment of truth he saw a Strawberry blonde girl in a yellow convertible 
devour her hamburger and as Ray recalls it wasn’t her sex appeal, but the love with which she devoured her 
hamburger that got Ray's pulse racing with excitement. This was a product that people were passionate about. 
  
At the time it was rare to get two hamburgers or fries the same. One day you might get an amazing burger, the 
next week a dud from the thousands of cheap dine out options around the country. Depending on the size and 
moisture content of the potatoes, the fries would be crunchy or soggy. It made for a random experience on the 
customers part, and meant that the business owners had little control over the business as a whole. 
  
Ray changed all that when he negotiated the purchase of MacDonald’s restaurant from Mac and Dick. Ray 
insisted that his job was to work on the business and not in the business. Ray wanted to create systems around 
every single thing that was done and make the experience 100% consistent for the customer. Ray knew once he 
had a process and system for everything that was done at MacDonald’s San Bernadino, he could replicate this 
success over and over. Pretty soon every meat patty was exactly 3 5/8 inches and weighed exactly 1.6 ounces; 
the fries were from top quality Idaho russets which were measured by his workers with hydrometers to be 
within the optimal solids range of 20-23%.  
  
As you know today MacDonald’s is probably the world’s largest food chain and you can get exactly the same Big 
Mac in California or Calcutta. The same burger which is probably made by a few 16 year olds. 
 Ray had been meticulous and passionate about his building of systems to create a product which the customers 
loved. Also Ray knew about equity in a business. He knew that by working in the business he could cook 
hamburgers or manage workers to create an amount per hour. But Ray knew that by working on the business 
the equity grew every time Ray built a system. Because Ray was planning to grow and he knew he only had to 
build the systems once to sell thousands of franchises employing thousands of people. 
  
The key of course comes back to what you do every day. As we discussed in chapter 6, many business owners 
spend their day doing other peoples jobs. They work each day doing employees tasks instead of business 
owner’s tasks.  
When the Rolling Stones go onto stage it’s the end result of a long series of systems being completed, when 
they drag a young girl onto the stage to dance with Mick Jagger it's planned and a part of their business tactics 
being implemented through the planning via systems. When software engineers start to write a new program 
they don't just say "OK, we are here to write code, where do we start?" They will begin planning and looking at 
the purpose of the software, the way it will operate and how to prevent any points of failure.  
  
So the aim is to build systems within your business that deliver the same result every time for your customer. 
Systems which are bulletproof, watertight and will stand the test of any situation.  
There are six steps you should follow to grow your business in a systems based, structured way: 
  

1. Is the job I am doing that of a employee or a business owner? (Am I working on this task for income or 
equity) 
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2. If the job is that of an employee (creating income) then spend your time finding the most effective way to 
do that job and document it into a system step by step. 

3. Once you have built the system find a way to replace yourself with someone else who having learnt it, will 
train others to do that job using the system you built 

4. Manage the system using the new employees, work to find measurable accountability within the system 
that you can track. Over time look back at the system with employees to try and further improve it. 

5. Repeat the system building process whenever you are doing the role of an employee and not an owner. 
6. Continue to grow your business by working as the owner and not the employee. Ensure every time you 

build a system that you are leaving behind a dedicated staff member who understands the system and its 
accountabilities. 
  

  
Overview 
Every task that is undertaken should have a system within your business which is bulletproof and watertight, in 
other words can withstand any event or change to the program or contract. From receptionist to storeman, 
fibre optic technician to wall chaser, every job can and should have a complete system with accountability built 
into it.  
It’s the only genuine way to consistently provide a great service to your customer and grow your business. 
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16 Lead by Inspiration  
 
The purpose of leadership is to change the world around you in the name of your values, so you can live those 
values more fully and use them to make life better for others. The process of leadership is to turn your values into 
a compelling cause for others. Dr Gerard Bell 
  
You can't build a great business without great people.  
  
The paradox of course is that it's difficult to attract great people to a business that isn't that great. The best 
people have better opportunities to chase.  
  
Often people speak about the problems of employing Gen Y, how they are only interested in the weekend 
parties, or how they won't do what they are told and don't stay in a job for very long.  Yet when you sit down 
and speak with young people about their job future, often the problem is that they cant find a business that is 
inspirational that makes them want to work for it. So we have another paradox because: 
  
Youth - nothing inspires them to join a cause 
CEO - can't get workers to join because there is no cause 
  
When you look at how a great company attracts and retains its staff its primarily through inspiration because 
the great leaders are constantly talking about how they want to build the company and why the businesses 
exists. What's important here is vision, the ability to understand the future you are trying to make happen and 
communicate it clearly over and over to those around you.  
Imagine a job interview with an awesome job seeker. Someone you would love to have join your business. Let’s 
look at two potential statements by the interviewer / owner. 

1. We work on commercial buildings throughout Geelong. Mostly light and power, with data cabling also. 
Lately we have been doing some Audio Visual and electronic lighting control. We have about 10 staff on 
the road. 

2. Our purpose is to be the best electrical company between Melbourne and Adelaide. We are based in 
Geelong, but we don’t accept second best, we have a lot of work and training to do to get there, but we 
are going to keep working hard until we are clearly the best electricians between Melbourne and 
Adelaide.  

  
These two businesses could have exactly the same staff, equipment, financing and opportunities, but the first 
sounds like every other company while the second is inspirational. Somewhere you would want to work. So 
perhaps the problem is not that you can't get the best people because they are going to better companies, but 
because you are failing to inspire and share your vision for the company. 
  
When you understand and can articulate your vision, you should do it to every person you meet, whether they 
ask or not. Tell your: 
 Staff 
 Customers  
 Suppliers 
 Lawyer 
 Mechanic 
 Accountant 

Tell anyone who will listen, then tell them again. If someone stops in the street to ask you the time, tell them. If 
you have told them once then tell them again. 
  
Vision and values becoming a driver of decisions 



43 
 

After you know your vision and values, decision making becomes easier because you can test every decision 
against the vision and values. Using the example above, if you are 
planning to be the best electrical company between Melbourne and 
Adelaide, how will not firing this terrible employee help you achieve 
this goal? How will doing the short cuts the client is asking you to 
meet with your goal? 
  
Understanding your vision and values 
All companies have values and many just exist within the culture 
which is not created, just evolves depending on the type of 
employees and how they interact. 
  
  
Vision 
You vision is made up of  

1. Core purpose 
2. Core values 
3. Painted picture 

  
Core purpose 
This is the reason your business exists. A good way to help find this is ask your people, why do you work here? 
Why do you choose this industry, this type of business? 
  
Core Values 
Write a paragraph about your company that says who we are and what we do different? 
Condense this paragraph down to one sentence that conveys your strongest, most compelling point. 
What do you think is your company’s greatest accomplishment thus far? 
What do you wish this was and how would you grant this wish? 
  
Painted picture 
This is what your business will look like in the future. As we mentioned in chapter 14 begin with the revenue, 
profit and cash. Then work backwards. The more clarity you can build around every aspect of your business, the 
better. Your painted picture could be 1 page or 100, but it should include your 1, 3 and 5 year pictures 
  
Side effects 
Perhaps there are people in your organisation who won't agree with your purpose, or values or the future you 
want to build. When you become clear about where you are heading this is to be expected. That’s OK because 
when you clearly tell your story to everyone people who believe in what you do will be attracted to your 
company like a magnet. 
  
Overview 
People want to get behind a business with a great vision, a clear idea of its purpose, values and direction. By 
building these important tools not only do you help yourself to know where the business is heading, but the 
effects for everyone around you will help to build the future you are seeking. Elecjobs provide strategic advice 
for businesses that are looking to improve their businesses, contact us for more information. 
 
 
  
  

Quick tip: When you have 
documented your vision, values 
and painted picture, condense 
this down into one clear 
sentence. This should be placed 
everywhere, on your signage, 
emails, walls, vehicles, website 
and uniforms. You want to 
reinforce over and over the 
companies vision to make it a 
reality. 
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 17 Get your Company Buzzing Like a Bee 
 
"If you have no business you have no problem, but if you have no problem you have no business. Problems create 
opportunities. George Nadaff 
  
Building a great business should be viewed as a lifelong journey, where you expect nothing but glimpses of 
greatness for the first five years. But remember that to move away from the mediocre, to create something to 
be proud of is truly a noble mission.  
  
Bumblebees (Genus Bombus) buzz for two distinct reasons, the first being the sound produced by their rapidly 
beating wings. The second however is sound produced by their vibrating their wing muscles and thorax in order 
to shake the pollen from a flower. In much the same way there are two different things that are occurring within 
every company. 

1. The work that is produced - every business will produce work much the same as every bee collects honey 
2. The culture - every business has a culture, yet great cultures create other points of value 

  
As we mentioned in chapter 6 one of the key roles of the person running the business is to create a conscious 
culture. A culture which is planned and doesn't just evolve. A great culture in a company can be like a buzzing 
bee, creating value outside the main work of the business. 
  
This value can take many forms for example icontact, an email marketing company developed a program called 
4-1's which provides 
 1% of employee time to charitable organisations 
 1% of product to non profit organisations 
 1% of payroll to charities 
 1% of equity to a not for profit foundation 

  
Which when you compare 1% to the charge out rates and gross profit potential is very little impact. However 
the impact on the culture and the devotion and commitment from employees is remarkable. The business has 
created a culture which draws the right type of people in, and they love to work there, because they really feel 
they are making a difference.  
At Elecjobs we provide all advertisements for new apprentices at no charge which is very little compared to the 
icontact example, but it aligns with our values to build a better electrical industry. 
  
Of course for your business things will be different, perhaps you could commit half a day every 3 months to help 
give out soup for homeless people, or work on a shelter. Maybe you can get into the habit of helping school kids 
get apprenticeships, or training your staff how to manage money better. The important word is habit because 
every employee knows that a new initiative isn't real until you have run it for more than a year.  
  
As we look back through this e-book we have supported the drive toward a conscious culture with many actions 

1. Employing only the best people who meet your values. 
2. Holding people accountable on a weekly basis using numbers 
3. Empowering people to enable you to do your job 
4. Building systems which allow staff to know what is expected of them, and how to excel 

  
So having the right people and enabling them to do their job will help to build a great culture, but you must 
nurture that to give it a life of its own. Your conscious culture must be fed and encouraged to grow, and when 
people or problems arise and place your conscious culture at risk, it must be dealt with. 
  
Dr Gerald Bell states that there are 4 prides within a workplace 
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 Proud of my company  
 Proud of my team  
 Proud of my boss  
 Proud of my product  

  
If an employee is not experiencing these four prides, then they will eventually find another job. 
  
In chapter 12 we discussed the ways that you can manage people, and how this can be used to create a ladder 
of your staff and their performance. When we combine this with the way staff meet our values we can look at 
the chart below to help us decide what action to take with them. Of course the hardest one is deciding to 
dismiss people who make the numbers but don’t meet our values. Of course it is critical to building a great 
business and one of the four prides as shown above is to be proud of my team. When one person doesn’t meet 
the values, people are less proud of their team. 
  
  
  

 
As always you should ensure you are meeting the legal requirements of dismissal in your state and if in doubt 
obtain legal advice because the laws around dismissal are designed to prevent people being dismissed unfairly. 
By using these two guidelines over time your culture will continue to improve and very easily people will be able 
to tell if a new employee will fit with the culture. Once your culture is lived, communicated through your values 
and initiatives you can empower staff to help you make the decision about new hires. For example with a new 
employee or apprentice you might place them on casual for a few weeks as a trial to see if they meet your 
values.  
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Reward 
Rewarding your employees is a critical part of building a culture. It doesn’t need to include hundred dollar bills 
either, it could be as simple as a barbeque after work on a Friday afternoon. Some people like to tie reward to 
performance or numbers, for example if we finish with a certain amount from a job we will go out for drinks. 
Another way is to lead with inspiration and empower employees. For example work with an assumption that the 
staff are great due to your filtering system, if they were not good enough to work at your company they 
wouldn’t be there. Then make reward linked to the team being the best.  
  
Overview 
All great companies have a great culture; there is a feeling about working there. In order to become a great 
company you need to develop your culture through a plan. This plan will be developed from your values and 
should include documented things that the company does on a regular basis. When you have developed a great 
culture which stems from your company values the effects are felt all through your organisation, clients and 
even families. 
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18 Different Companies, Same Market 
  
Insanity is doing the same thing over and over and expecting different results - Albert Einstein 
  
  
Have you ever sat and wondered why you are in a certain part of your market? Have you ever considered that 
the cash your business creates is directly tied to where your business sits on the competitive landscape? Well 
you have complete control the future direction your business takes, and we are going to help you get to a place 
you would prefer. 
  
Imagine you are walking around a large fruit and vegetable market. You can see stalls which are clean, some 
which are cluttered and others which are dirty. You look closely at all the fruit and vegetables and some are a 
little bruised some over ripe and the prices are similar, yet different. What is it that makes you buy from one 
vendor over another? When you go back, do you go to the same vendor? In chapter 8 we spoke about the 5 p's 
of marketing Product, price, place, promotion and people. How do the 5 p's affect the vendor you will buy from? 
Now think about your company as a vendor in that market, only the market is now your market. 
  
  
Where does your offering sit in the market? 
Before we look at others, take a look at your company and ask yourself two questions on a scale of one to ten 
with ten being high.  

1. How important is our offering to our customers? 
2. How different are we to our competitors? 

  
Next plot your result onto the chart below 
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This can be confronting if you are honest, because the higher you are on both of these elements the easier it is 
to have a fair and equal relationship with your clients. The lower you score on either plane, the more likely that 
your clients won't care if they ever see you again.  
As we said in chapter 2, the intention of someone who issues a 
tender is to commoditise, to make all tenderers the same, and all 
competitors the same.  
  
This is the opposite of what you must do in order to build a great 
business. You must work tirelessly to become important to your 
customers and different to your competitors. The return you will get 
for this effort is a business that generates more cash and is a valuable 
asset that can be sold at a higher price in the future. 
Some people might say that in the electrical industry all companies 
are the same and all installations are the same. Well perhaps these 
people are already defeated; perhaps these people have lost before they even knew a fight was happening. If 
you look at any industry there are people who present their product or service as a commodity, and there are 

Quick tip: changing your value to 
difference as shown in this chart 
will takes years and you won't 
be able to make swift changes to 
expect a result. Try to 
understand your longer term 
objectives and undertake 
smaller incremental changes. 
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people who present their product or service as being different and perhaps valuable. It’s not easy to be 
different, but it’s worth it so here are some ideas to help make your offering a little different: 
 Personalise the experience - use social media such as Facebook to get users to comment on jobs you have 

done or use your website as a public feedback loop. This will provide your business with higher credibility 
compared to a static site. 

 Don't follow trends, be the trendsetter.  
 Be loud and brash - have pink vans and uniforms, have a name which is unforgettable 
 Create a warranty people can't forget  
 Use video on your website and email 
 Narrow your focus to serve an overlooked, underserved slice of the market- perhaps you could be the only 

person testing RCD's in houses and try to own that market. 
 Build testing systems that never ever fail, and advertise them 
 Engage someone to write a jingle for your company, tie this into your vision and values 
 Offer products that can only be bought from you through exclusive agreements 

  
Your ability to attract great customers (who we call ideal customers) is directly linked to where you place in this 
chart. The closer you are to being in the blue range, the better the chance you have to bring in ideal customers. 
In chapter 19 we will talk about why customers are not created equal, how to get rid of the ones that are 
hurting you and bring in your ideal customers. 
  
Overview 
It is important that you understand how the market views you and why. Over it's lifespan a business should 
continue to become more valuable to its customers and create greater difference to it's competitors as this is 
the core strategic objective for the person who is responsible to drive the business. When you understand 
where you sit on between value and difference you should begin to think what actions can be taken to help you 
move more toward the blue section. 
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19 All Customers Were Not Created Equal 
  
The second biggest problem in this business is the clients. The biggest problem is that you keep allowing them to 
come back to annoy you and take your money. Anonymous  
  
If your phone was to ring right now and it was a client would you feel differently depending on who the client 
was? 
Funny that, we spent so much time talking about who when it comes to staff, and now we are talking about who 
when it comes to clients. 
The quality of your customers is equally important as the quality of your staff. Wouldn't it be fantastic to simply 
understand who are the best customers, who are the worst and get rid of the worst? 
Let’s do it then. 
  
  
What qualities does an ideal client have? 
  
Who are your ideal customers and how can you attract them?  
Some people think that an ideal customer is the one on the end of the phone, or simply the one that gives you 
an order. Of course nothing could be further from the truth as the Pareto principle tells us: 
 20% of the customers create 80% of the profit 
 80% of your time is taken up by 20% of customers 

  
Sound familiar? 
  
The main question of course is how we value our customers. What criteria do we use to say they are blue 
(ideal)? 
List the 5 main values that you are looking for in an ideal customer. These might include gross profit, payment 
terms, organised, type of work, easy to deal with or any values you hold dear. 
Next get a list of every client you deal with regularly.  You can print this from your accounting package or 
perhaps your quoting software. If you don't deal with repeat customers then perhaps decide on maybe 12 
different types of customer you see often. Next every single client needs to be tagged with one of the four box 
colours below.  
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Once you have completed this exercise you should know what every client’s value to the company is. As the 
image above says next for amber and red clients you can increase prices and enforce strict terms. According to 
Pareto these customers are taking up all your time and you are not making any money from them. 
  
For blue and green clients we want to take the following actions:  
 Look for blind spots, things which may upset the relationship or your ability to deal with them 
 Go and meet them in person, take a notepad and ask "what do we need to do in order to be as good as 

your best supplier" 
 Email every customer you have visited, write down what they asked you to do, and how you plan to do it 

and by when. Then write down your wish list that would help them to become as good as your best 
customer. 

 Follow up and ensure your agreement is followed through 
  
We want to give your best customers more attention, and less to bad customers. We don’t want to keep bad 
customers because they are stopping us getting our shiny new ideal customers. 
  
 It's a brave step but is required in order to bring on our next step, ideal clients. 
  
Create your ideal future client list 
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Now we know where your offering is pitched at the market, and how you rate your customers, next we will look 
to the future. Remember all customers were not created equal and so if you are to build the best business, you 
can only deal with the best customers.  Using the values you have created above to decide what makes a blue 
customer for you, create a list of 50 ideal future clients who will all be blue for you. This might take some time 
and research but don’t let names get on the list easily. If you put a company on the list and then you find out 
that they pay at 90 days which is outside your customer values, then remove them from the list and add 
another. There is no point in having a company on your ideal future client list if they don’t meet your values.  
Next to each company name have a space for a company name and a telephone number. A spread sheet might 
work well for this.  
When you have the list of 50 companies who are your ideal future client list, devote time every week to do the 
following 3 tasks 
  

1. Add at least one person’s name to the list who works at a company in your ideal future client list 
2. Call one person to introduce yourself 
3. Call back, or meet in person with someone on that list 

  
Your ideal client list is one of the main tickets to your easier future, dealing with better more profitable clients.  
  
Overview 
People believe that any customer is a good customer yet 80% of all customers typically provide on 20% of the 
profit. Everyone has had to deal with difficult customers and when this occurs it makes sense to take strategic 
action to prevent this happening again. Start by understanding where you sit within the market, then ask what 
opportunity is there to increase your importance to customers and increase the difference between your 
company and your competitors. Ask what qualities an ideal client would have, and understand what values have 
created these qualities. Then understanding the value within the relationship between your company and each 
customer, take strategic action to improve your customer base and build a list of your top 50 ideal clients in the 
future. 
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20 Profit & Discounting 
 
Discount air fares, a car in every parking space and the interstate highway system have made every place 
accessible - and every place alike - Ronald Steel  
  
Profit, it’s what's left over after all the bills are paid and lets be fair, it’s the reason that a business exists. 
Without the profit which creates cash, a business will enter a downward spiral and collapse. In an electrical 
business this is especially true because things such as electricians wages, hire of equipment and some materials 
must be paid up front, whereas payment often occurs 30, 60 or even 90 days after the job is completed. This ties 
up cash within your electrical business and will often mean you are not paid till well after you have completed 
the job. 

  
So we get to the end of the year and the owner has typically been focusing getting the jobs done. He takes a 
moment, perhaps with his accountant or bookkeeper and looks over the profit and loss and often whatever he 
sees as profit will make him think “Where is that money? Are these accountants living on another planet?” Of 
course cash is not profit and also, more often than not the results should be better. 
Below we have outlined what poor, good and great profit could look like in an electrical business and separated 
it into 3 sections less than $250k revenue, $250k – $4m revenue and greater than $4m revenue.  
  

Revenue region % Net Profit 

< $250k < 10% = Poor 

< $250k 10-20% = Good 

< $250k + 20% = Great 

  

Revenue region % Net Profit 

$250k - $4m < 8% = Poor 

$250k - $4m 8 - 18% = Good 

$250k - $4m + 18% = Great 

  

Revenue region % Net Profit 

+ $4m < 7% = Poor 

+ $4m 7 - 17% = Good 

+ $4m + 17% = Great 

  
  
  
We have separated these into 3 areas to allow for differences in administrative burden. Also these profit levels 
are after everyone who works in the business is paid a commercial wage. For example if you own an Electrical 
Contracting business and it would cost $85,000pa to replace you, but you are paying yourself less than this 
amount, then this must be factored in. 
  
Discounting 
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In chapter 2 we discussed the NECA recommended charge out rates and how different these are from what is 
actually being charged and how this is affecting all because people are looking at business to recover costs and 
not make profit. 
Another significant problem embedded in the electrical industry is discounting. When the numbers say you 
should charge $25,000 and for some reason the quote ends up going out at a different number. Perhaps you 
think you need the work, perhaps you just want to keep the staff busy or perhaps you acting from a basis of fear 
and not opportunity. Whatever the reason there is one big problem with discounting, once you drop your prices 
it is nearly impossible to raise them again. Then you have to work so much harder to regain that profit on other 
jobs as shown in the example below.  
  

 
  
So if you have a $10,000 job, and the gross profit is 40% ($4,000) then you make the decision to provide a 10% 
discount ($1,000) you will need to increase sales by 33% in order to maintain your gross profit. Of course that 
doesn’t factor in the lost opportunity that staff could be working on other jobs also.  
In order to combat the culture of discounting which may be expected by your customers, once you have decided 
to not do it any more, you can build a list of responses to common customer discount requests. The idea is to 
maintain your revenue and gross profit margin and provide more value. So you might offer to put extra staff on 
the job to get it done faster, or offer flexible payment terms or perhaps to offer a free test and tag of the 
builder’s tools. The key is to add value whilst retaining revenue. 
  
Overview 
  
Cash is not profit and the result of your effort and investment is measured in profit and cash. We have provided 
a simple guide which should provide a sense of how your business is performing with net profit. Also one of the 
biggest impacts on net profit is discounting which is essentially giving away your profit. Every time you discount 
you need to make significantly more sales to maintain the same gross profit for your business. 
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21 It's All About You 
 
If I knew I was going to live this long I would have taken better care of myself... 
  
Life wastes itself while we are preparing to live. – Ralph Waldo Emerson 
  
  
A long time ago you started or purchased your business. When you first had the idea to be a business owner, did 
you dream it would be the way it is now? 
Let’s look at some reasons why people start their own business. 

  
1. To be my own boss 
2. Desire to pursue a business idea 
3. Financial ambition 

  
Notice how it doesn’t say to make clients happy, or to give staff the lifestyle they want or keep suppliers happy?  
That’s because this business is all about you. Some people just lose track of that along the way. 
  
There is a fine line between working hard and working too hard which burns you out. Most people who 
overwork will end up selling their business to recover and ultimately become bored. Boredom will make you 
miserable. Think back to the best time of your life, what were you doing that made it great?  
In 1905 US Congressman Albert J Beveridge wrote the following: 
"Every man’s problem is how to be effective. Consciously or unconsciously, the question you are asking yourself 
is, 'How shall I make my strength count for most in this world of effort?' And this is the single question which 
every one of us ought to ask himself. But not for the purpose of mere selfish gain; not to get money for the sake 
of money, or fame for the sake of fame; but for the sake of usefulness in the world; for the sake of helpfulness to 
those we love; for the sake of all humanity." 
  
The greatest reward comes from being useful, from knowing that you have contributed to a better world. 
There are 3 key elements to a happy life when you are in the moment. 
 Have someone to love 
 Have something to do 
 Have something to look forward to 

  
Many people don't consider that they will spend the rest of their lives in the future, yet don’t put any planning 
into this. Often mental health is simply the difference between where you have been and where you are going 
(i.e. the future needs to have potential to be better than the past), and so when considering your future 
happiness there are 5 elements which should be considered: 
 Healthy - what does healthy mean to me? 
 Wealthy -what do I want my personal balance sheet and cashflow to look like in the future? 
 Wise - how will I create a life of ongoing learning and experiences? 
 Happy - what do I need to pro-actively do in order to be happy? 
 Great Family - what can I do to create and maintain a great family? 

  
Your life goals 
Everyone will die one day, and no one knows when, yet there are overarching principles that you can adhere to 
and so write down a phrase or short statement for each of these that captures the essence of what each item 
means to you all throughout your life 

Overall Goals Example 

Healthy To live a long life free of disease and sickness and to be active 



56 
 

Wealthy   

Wise   

Happy   

Great family   

  
These phrases must be relevant today, in ten years and the day you die. These are your overall life goals.  
Next we will create actions which will need to be done at all stages of your life. These should not have a 
completion, but should be habits or maintenance. An example is provided again below. 

Actions Example 

Healthy To reduce drinking, exercise regularly, annual doctors check-ups, eat well and learn about health 
education 

Wealthy   

Wise   

Happy   

Great family   

  
What things can be used to measure these actions? List measurable items which you can use to track your 
progress 

Measures Example 

Healthy Days per week without alcohol, Days a week with exercise, BP & cholesterol readings 

Wealthy   

Wise   

Happy   

Great family   

  
  
Now create a list of 3 month, 1 year, 3 year and 5 year goals for Healthy, Wealthy, Wise, Happy and Great Family 
which will help you live your overall life goals. When complete this will form the basis of your personal mission, 
the overall objectives you wish to achieve in life and how you can achieve them. 
  
In chapter 6 we asked the question what you do all day. For many business owners that answer will be other 
people jobs. They are not doing what they should, neglecting their own jobs and ending up burnt out and 
miserable. In this book we have listed a lot more than 21 ways to improve your business, and the amount of 
work can seem overwhelming and daunting. Sometimes you can start to make changes in your business and end 
up in the anti-improvement cycle as displayed below. 
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Elecjobs provide a coaching and consulting service to help you implement these changes because it can be very 
difficult to do without help, much the same as sporting teams or athletes use coaches to get the most from their 
game. Our purpose is to build a better electrical industry and we do that by providing a job board to help 
employees find great jobs and publications like this book and our blog to help business owners build great 
businesses. The worst thing you can do is nothing, and as Einstein said at the beginning of this chapter, don't do 
the same thing and expect a different result. To improve your business you must change, sometimes it will work 
and sometimes not but a business that is not moving forward, is moving backward.  
  
  
  
  
  
  
 


