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o
Making Money Days
These are the days you designate for making

money in your agency. “Seeing the people” is the key to
your success. There is no rule of thumb for determining
how many Making Money Days you choose. As an
example, a new agent still in the process of developing
his or her team may need to schedule considerably
more Making Money Days than a seasoned agent who
already has a fantastic team in place. Just remember to
save enough time for Wow Days—all business owners
need time for rejuvenation. It gives us time to refresh
and significantly increases our capacity to think, act and
innovate.

Employee Aitraction
Days

Use these days to improve your brand as an
Employer of First Choice™ (referring back to your
worksheets for what needs action). Develop new
recruiting strategies. Write better employment ads.
Study new aptitude testing systems. Imagine what
efforts you will put toward team retention. Practice
interviewing, attend seminars to improve your
knowledge of hiring practices, etc. Become an expert
on the power of appreciation.

Ouiput Days

We all need some time just to keep our loose
ends from strangling us. Use Output Days for all your
practical, administrative tasks: preparing for Making
Money Day activities, finishing the appropriate
paperwork for your team and delegating completion of
anything left undone. Your goal should be to hire enough
team members to do your prep and clean-up tasks.
Limit your Output Days by hiring people who love to
get things done.

Input Days

If you’re like me, you love new ideas and never
seem to have enough time to devote to keeping up on
the latest trends and so on. Perhaps you crave time to
research sales leads, read your Chamber of Commerce
Membership Directory, etc. | love probing the minds of
great business thinkers by reading their books and
doing home study courses. However, unless | schedule
some Input Days just for those activities, time to do
them just seems to vanish. Give yourself permission to
use these designated Input Days for reading and
research. Some material can be read behind closed
doors in your office, while other material may be easier
to digest in the quiet of your home or library.
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WORKSHEET
Color Code Your Days For Success

Get yourself five different colored pens or markers and assign a color to each of the five categories:

Wow Days:

Making Money Days:

Employee Attraction Days:

Output Days:

Input Days:

Then color in your next quarter how you would like to spend your time most effectively. If you need more of any
type of day in your life, use the simple process on Pages 34 to 38 to create those days for yourself.

MONTH
MON TUE WED THU FRI SAT SUN
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MONTH

MON TUE WED

MONTH

THU

MON TUE WED

THU

FRI

FRI

SAT

SAT

SUN

SUN
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Worksheet
Planning Your Wow Days

TODAY'S DATE
GOAL

IS MY GOAL SM.AR.T?

SPECIFIC YES
MEASURABLE YES
ACTION ORIENTED YES
REALISTIC YES
TIME FOCUSED YES

NO
NO
NO
NO
NO

TARGET DATE

RESULTS/BENEFITS

GOAL CRUSHERS STRATEGIES WHO/DEADLINE

OBSTACLES, BLOCKERS, METHODS FOR RESOLVING ASSIGNED RESPONSIBILITY,

LIMITING BELIEFS

CRUSHERS ABSOLUTE FIRST STEP & DATE
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Worksheet
Planning Your Money Making Days

TODAY'S DATE
GOAL

IS MY GOAL SM.AR.T?

SPECIFIC YES
MEASURABLE YES
ACTION ORIENTED YES
REALISTIC YES
TIME FOCUSED YES

TARGET DATE

RESULTS/BENEFITS
NO
NO
NO
NO
NO

GOAL CRUSHERS STRATEGIES WHO/DEADLINE

OBSTACLES, BLOCKERS, METHODS FOR RESOLVING ASSIGNED RESPONSIBILITY,

LIMITING BELIEFS

CRUSHERS ABSOLUTE FIRST STEP & DATE
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Worksheet
Planning Employee Attraction Days

TODAY'S DATE
GOAL

IS MY GOAL SM.AR.T?

SPECIFIC YES
MEASURABLE YES
ACTION ORIENTED YES
REALISTIC YES
TIME FOCUSED YES

NO
NO
NO
NO
NO

TARGET DATE

RESULTS/BENEFITS

GOAL CRUSHERS STRATEGIES WHO/DEADLINE

OBSTACLES, BLOCKERS, METHODS FOR RESOLVING ASSIGNED RESPONSIBILITY,

LIMITING BELIEFS

CRUSHERS ABSOLUTE FIRST STEP & DATE



Strategy # 1: Make Employee Attraction A Priority 35

Worksheet

Planning Your Qutput Days
TODAY'S DATE TARGET DATE
GOAL
IS MY GOAL S.M.A.R.T? RESULTS/BENEFITS
SPECIFIC
MEASURABLE
ACTION ORIENTED
REALISTIC

TIME FOCUSED

GOAL CRUSHERS STRATEGIES WHO/DEADLINE

OBSTACLES, BLOCKERS, METHODS FOR RESOLVING
LIMITING BELIEFS CRUSHERS

ASSIGNED RESPONSIBILITY,
ABSOLUTE FIRST STEP & DATE
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Worksheet

Planning Your Input Days
TODAY'S DATE TARGET DATE
GOAL
IS MY GOAL SM.AR.T? RESULTS/BENEFITS
SPECIFIC
MEASURABLE
ACTION ORIENTED
REALISTIC

TIME FOCUSED

GOAL CRUSHERS STRATEGIES WHO/DEADLINE

ASSIGNED RESPONSIBILITY,
ABSOLUTE FIRST STEP & DATE

OBSTACLES, BLOCKERS, METHODS FOR RESOLVING
LIMITING BELIEFS CRUSHERS
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Your brain, its ruts and why habits are difficult to
change

Okay;, after all these worksheets you have a
good idea of what changes you need to make in order
to become an Employer of First Choice™. With so
many ideas and changes rocketing around inside your
noggin, the result is likely to be overload. 1t’s not your
fault. We are all overwhelmed and inundated by too
many choices in our lives. Life was supposed to be
easier by now—at least that’s what all the futurists
predicted in the last century, back when today was
tomorrow. Instead, as Barry Schwartz explains in The
Paradox of Choice: Why More Is Less, the
proliferation of options just makes it that much
harder to make any choice, because there actually
isn’tall that much difference between the options.
Anyone who has ever surfed through two or three
hundred cable channels without finding anything worth
watching understands this dilemma. Schwartz believes
that having all these choices actually undermines our
psychological well-being. He goes on to write that
constantly being asked to make choices, even about the
simplest things, forces us to “invest time, energy, and no
small amount of self-doubt, and dread.”

@ 00

The number of choices that overwhelm you asa
business owner can also apply to the job seeker. Just
comparing the relative merits of various companies’
perks and health insurance plans could fry anyone’s
brain. However, there’s a great solution you can offer
job applicants.

Make their decision ultra simple,
because your agency is far and away
the best place to work in your area.

Make it a no-brainer for prospective employees

to shout YES! when offered a position at your agency.

Of course there are physiological reasons why
change is so dang difficult for everyone. We’ve wired
ourselves to go about our lives in certain ways because
we’ve established strong neural pathways (or ruts) over
the years that inspire us to repeat the same actions over
and over—without regard to whether or not they are
good habits. Exciting new brain research proves that we
are able to create new neural pathways throughout our
lives. It’s possible to teach us old dogs new tricks after
all! That’s great news, because we need to be learning
new things, junking bad habits and continuing to keep
our brains pliable. Then there’s the downside of this
discovery: if we don’t keep stimulating our brains in this
way, we will lose the ability to do so, and our brains will
harden while we disappear into our rocking chairs.

If we are able to blaze new pathways in our
brains, then what’s the problem? It takes serious
dedication to any new activity to make it permanent.

Researchers now believe
It takes from 60 to 120 days to
change a habit, and

21 days just to know
your choice is the right one.

No wonder most of use give up long before
better habits can take hold in our heads. To put it
simply: your brain learns by taking in new information,
reflecting on it, applying it then repeating it—over and
over and over. Carefully pick a few things you want to
change, then commit to taking enough time to reap the
benefits.

‘_ 17 X 31 29
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Why you’re having a difficult time hiring good
people

Simply put, there are lots of unhappy campers
out there, toiling at jobs they are ill-suited for, working
long hours for little or no appreciation, ready to jump
ship the minute a nicer looking boat pulls alongside
them. People are tired of mortgaging their souls to
employers who don’t understand what matters most to

regard jobs as mere stepping stones on their career
path. Fifty percent of the workforce polled in a recent
survey viewed their current employment as a short-term
proposition of less than two years in length. In this
industry it can take that long to get a team member up
to speed with all the products and agency practices, so
you can see how detrimental that attitude could be to
your bottom line—and morale.

Here's a wakeup call: two thirds of your team
doesn’t want to work for you.

them. Hint: it’s not their jobs! Today many employees
have come to place more value on their families and
personal lives than they do on their jobs. They would
dearly love to enjoy their work lives more, but they
don’t have a clue how to make that happen. Instead,
they focus on the aspects of their lives that nurture them
and bring them happiness—and just expend minimum
energy at the office.

According to a 2007 survey by software firm
Intuit, 67 percent of people think about quitting their
jobs “regularly or constantly.” In truth, if you’re well on
your way to becoming an Employer of First
Choice™, then most of your team probably comes
from the happy third of the statistic. Still, even if you are
feeling confident in your current team, that high
percentage of dissatisfaction should not be ignored,; it
could be lurking just off your radar.

Even when employees are reasonably happy in
ajob, it doesn’t necessarily mean they’ll stay. Loyalty is
quickly becoming an antique concept, as employees

The reasons for team member dissatisfaction are

limitless, but these are the biggies:

- They seek more meaning in their work, a sense of
purpose

- They don’t feel valued or listened to

- They’re bored and crave stimulating challenges

- They don’t see ameaningful future with opportunities
for growth

- Their job is not connected to their passions and
interests

- They are doing work that doesn’t match their innate
personalities and talents

- They are simply burned out from stress and in many
cases juggling family concerns and personal issues
with job demands

With so much potential unhappiness in your
midst, | hope you’re growing even more convinced of
the need to make employee attraction a priority. Of
course, employee unhappiness and what you can do
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about it, is the whole point of my book, Finding Joy In
Your Job. It’s overflowing with exercises for your team
to help them rediscover a passion for their careers. |
urge you to get involved with them in working through
the book. 1t’s bound to ignite all sorts of productive
conversations that will lead to better communication and
understanding.

The special challenges of hiring for small
businesses

While there are advantages galore to running
your own agency, you just don’t have the employee
attraction resources the big guys have. They can hire
recruitment firms, offer bigger salaries and possibly
better perks. That means you need to be really creative
to remain competitive when top notch employees are as
hard to find as your way home in a blizzard.
Replacement costs for team members soar as it takes
longer and longer to find new matches.

These are just some of the costs involved:

- Severance pay

- hiring temporary help, lost productivity
while team handles extra duties during
vacancy

- recruitment costs

- administrative time—all that paperwork

- calls to verify resumes, references

- aptitude testing

- your valuable time spent interviewing and
evaluating candidates

- cost of making and negotiating a job offer

- orienting and retraining new hires
learning curve costs

Then there are the hidden costs:

- your time just to weigh the decision to fire
someone

- time lost discussing it with your team and
figuring out a temporary solution

- lowered production due to poor employee
morale

- potential loss of some of your customers

- diminishing customer loyalty and trust

Many experts set the
replacement cost of each
employee at one and half
times their annual salary.

Ouch! All this makes it easy to see that hiring
the right people in the first place and then
retaining those great team members needs to be a
high priority.

The workforce is becoming much more aware
and savvy in determining those employers who only pay
lip service to being an Employer of First Choice™
and those who truly embody the principles. This is not
justa passing phase, but an essential differentiator, as
competition increases to find and retain the most
qualified employees. Attracting a steady stream of high-
performing employees begins with understanding what
interests your ideal team member has, what his or her
major struggles are and what will make her not only
want to come to work for you...but feel a high degree
of satisfaction in her work.

| believe there are three stages of
employer awareness when it comes to
being an Employer of First Choice™:

1.Dreadmill
2. Evolving
3. Magnetic

The next worksheet is a path to see where you
stand now in your evolution.
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WORKSHEET
Three Stages of Employer Awareness:

Circle any that apply to your business. Which stage describes you best?

Attrihutes of a dreadmill employer

* Qutdated ideas about running a business (controlling employees rather than allowing them to innovate)
* Agency ethics may be questionable

* Poor internal communication from agent to team

* Norecognition of a career path for team members

» Salariesare based on “paying as little as possible”

* Noencouragement for further training or education

* Norecognition or reward programs for teams

* Highturnover of employees

* Recruitment process is unstructured

Attributes of an evolving employer
* Opentoand tries new methods and business practices
* Proud of business ethics; company values are shared with team members
* Hasdeveloped career management and training programs
» Offersflexible salary package beyond the competition
* Regular reviews of team performance; employee contributions are recognized and rewarded
* Team turnover is moderate and employee referrals are encouraged
* Uses awell-planed recruitment system and job analysis process

Attributes of a magnetic employer
* Agentisseen asan innovative leader
 Setsindustry standards for business ethics
* Encourages open communication among all team members
» Offers progressive career programs and training systems
* Provides substantial employee reward and recognition programs
* Salaries, benefits and working conditions reflect innovation and flexibility
* Maintains significant employee loyalty and can even attract the best talent from competitors
* Hasvery low team turnover and maximizes an employee referral program
* Hasstrong employer branding which is utilized in recruitment
» \Well defined and structured recruitment practices that are professional and use the latest testing methods to
ensure a great fit with the company
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Wherever you are on this continuum, it is critical
to accept that it was your choices that got you to that
point. Acknowledging responsibility for your own reality
is crucial to effecting any real change and growth. No
matter what your outside influences are, your point of
power is in each and every choice you make, no matter
how small it may seem. Circumstances are just excuses.

| know of a successful agent who went through
arough patch in his personal life some years ago right
after a messy divorce. His agency was young, and he
didn’t have the kind of team to pick up his slack at a
time when his attention was distracted. He could have
easily lost his business in the collision of his personal
and professional lives. Instead, he sucked it up, gota
second job in the evenings to cover cash flow problems
and even lived for a short time out of his office. He
knew at his core that he had to do whatever it took to
keep his dream of a successful business alive. Failure
was not an option for him.

I share that story to jolt you into thinking
about your own situation:

- What limiting beliefs do you have or what excuses
have you made to justify lower performance?

- Who else have you blamed for your setbacks or
problems?

- What story do you tell yourself over and over about
why you aren’t as successful as you could be?

- Canyou unravel a current challenge in your business
and see if it does, indeed, lead back to a decision
you made?

- Was that a slap upside your ego?

That list of questions wasn’t meant to be
punishing or to imply that I am flawless. I’'m as human
asall of you, but I do like to think I have conquered the
self-responsibility issue. You know what? Accepting full
responsibility for your reality can be freeing, because
that means changing it for the better is entirely within
your control. Right now I challenge you to sign the
document below, make a copy of it and keep it where
you’ll see it often.

| l_vu |
P g e - — a—

My Commiiment To Myself

| accept full personal responsibility for every aspect of my current
reality. | acknowledge that whatever challenges | now face are the
result of choices | have made. | also realize that gives me the power to
change my life and my business for the better, and | commit to doing

whatever it takes to do exactly that.

Signed

Date
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The benefits of making Employee Attraction™ a
priority

After considering the price of not doing this, it

shouldn’t take much more persuasion to get you on
board. The fact that you are holding this workbook in
your hands is proof enough for me.

Here are the main points to remember from

this strategy:

Move Employee Attraction™ and becoming
an Employer of First Choice™ to the top of
your list of priorities.

Being an Employer First Choice™ is the only
way to attract and retain critical human
assets—assets that will give your company a
competitive advantage.

Itis possible to make your Dream Day real,
your vision of how good your working life can
be.

Build an agency that motivates you to get out of
bed in the morning, instead of one that gives
you nightmares

By plugging the time leaks in your day you can
find more time to spend on Employee
Attraction™

Changing your attitude through this self-
examination process can help increase team
loyalty. According to the book The Carrot
Principle, increasing employee loyalty by only
five percent can increase your bottom line
profits by as much as fifty percent.

Planning each quarter consistently for five
different types of days yields more efficiency,
energy and productivity—for you and your
team.

Wow Days are a necessity, not a luxury;
rejuvenation is essential to success.

Change is both always possible and always
difficult; you must give it enough time to take
hold.

Team member dissatisfaction has many causes,
but they can all be remedied with the leadership
strategies in this workbook.

You, too, can rewrite your job description to
reflect your own strengths and desires.

™

Becoming an Employer of First Cho
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Taking Action
FAST FIXES

Review the weak spots that were revealed when you filled out the worksheets in
Strategy One. Which things can you commit to working on now?

e Call your manager and sit down with him or her and share your intentions about
becoming an Employer of First Choice™; ask for their support and any ideas they
may have to contribute.

MODERATE MAKEOVERS

* Read The Future of Management by Gary Hamel. In it he shares his insights about
long-term success and its relationship to innovation. He advocates emphasizing
adaptability and creativity—and it should start with you. This is a great book that will
inspire you to rethink many aspects of your business.

» Start a mastermind group. If you’ve never been in one of these, you owe it to yourself
to join or start one. Simply put, it’s a group of people with common goals who meet
regularly (in person or by conference call) to share ideas and resources, brainstorm on
each other’s behalf and hold each other accountable for taking action steps and
following through on their plans. Especially if you feel isolated in your business life,
this can be a powerful tool to reinvigorate your own commitment and your big dreams.

NOTES
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WORKSHEET
What am I willing to change?

* What are some habits I’ve allowed to creep into my life that are not benefiting me
personally or professionally?

* What am I willing to change? You might number them in the order you are willing to
attack them. Keep in mind that you’ll need to commit from 60 to 120 days to make any

change permanent, so pick one you think you can stick with that long and you’ll
increase your chance of success.
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* What would be the payoffs as a result of changing these habits?

* How would making these changes help me in my employee attraction efforts?

Keep coming back to this list and cross each item off as you replace old habits with
actions that promote your prosperity.
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OPTIMAL OVERHAULS

* What’s more important than building your business with the best raw materials?
Nothing! Start visioning your perfect team.

* Find a mentor or perhaps a business coach. While coaching can be expensive, | have
always found it to be money well spent. This is especially recommended if you have
trouble with follow through and completion. Coaching gives you some of the insights
of therapy without the ability to blame your mother for your issues. You will learn to
take charge of your life.

* This last worksheet on the next page will help you quickly solve any lingering issues
you may have with creating a new vision for your employee attraction efforts.

NOTES



Strategy # 1: Make Employee Attraction A Priority 47

WORKSHEET
Vision Action Planner
TODAY'S DATE TARGET DATE

VISION

15 MY VISION 5S.M.AR.T? RESULTS/BENEFITS
SPECIFIC

MEASURABLE

ACTION ORIENTED

REALISTIC

TIME FOCUSED

GOAL CRUSHERS STRATEGIES WHO/DEADLINE

OBSTACLES, BLOCKERS, METHODS FOR RESOLVING
LIMITING BELIEFS CRUSHERS

ASSIGNED RESPONSIBILITY,
ABSOLUTE FIRST STEP & DATE
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STRATEGY #2
Brand Yourself As An

Employer of First Choice

Understanding branding

Which would you rather drive—a Ford Focus
or a Lexus? That’s an easy one. How about choosing
between a Land Rover and a Lexus? That might be a
little tougher. All these companies have spent millions
developing their brand identities, and whether or not
you acknowledge it at the time of purchase, when you
buy a car, you are buying much more than
transportation.

The same is true when prospective clients
evaluate insurance companies. No doubt, you took that
into consideration when you decided which company to
affiliate with. Did you pick a solid, conservative
company or did you go with an innovator? Any number
of qualified businesses can provide a consumer with
competent auto insurance. What makes a customer
pick you to trust with something so important? A lot of it
has to do with your local reputation, the
recommendations of current clients and how you are
personally perceived in the community. (Do you
sponsor a soccer team or help clean up an area
highway?) Do you project a reliable, friendly presence
to all who enter your doors? In short, what’s your
agency brand? Another way to think of it is how your
customers and the public view your agency is your
external brand.

Those are all things that you’ve probably given
a lot of thought. I’m betting, though, that you have not
thought much about your workplace branding. How
potential job candidates and your current employees
view your agency is your internal brand.

Your workplace brand is your identity as an
employer and a place of business, as well as what
emotional impression is made on your team and
potential employees. Your workplace brand reveals

what you value and what promises you make to your
team.

Here’s the scary part: whether or not
you’ve given it any thought, you already have a
workplace brand—and it’s readily evident to job
candidates in a nanosecond. That’s right, it only takes a
fraction of a second for an applicant to size up you and
your operation. If her firstimpression is negative, it will
take up to eleven positive impressions to wipe out that
first negative one. Malcolm Gladwell, author of the
brilliant Tipping Point, followed that book with the
equally important Blink. In it he shares the latest brain
research which proves that people can process
enormous amounts of data far more quickly than we
ever imagined, and we all do it all day long. You simply
cannot afford to make poor first impressions.

As Gladwell further explains, we make these
snap judgments on an emotional basis, using a part of
the brain that doesn’t rely on conscious thought. Only
after we’ve formed an impression does our conscious
brain have a chance to catch up, and often it is left with
rationalizing our emotional choices. This is well known
in sales—people make decisions to buy something for
emotional reasons—and then come up with reasons to
justify their desire to buy it. It works the same when
people evaluate you and your agency as a place to
work.

I know, I know, you want examples. Here you
go. Caroline is a desirable job candidate who interviews
at two different insurance agencies. At the Wrong
Agency she is whisked through an untidy office, past
employees who barely even raise their heads in
acknowledgment, into a chaotic inner office piled high
with files. Her potential employer has already lost her
resume before she even sits down. He asks her leading



Strategy # 2: Brand Yourself As An Employer Of First Choice 49

questions designed to ferret out whether or not she
might stay longer than the last three people he hired (all
less than a year). At this point he is desperate for help
and fails to inquire about her qualifications or interests.
All he wants is a warm body to answer his phones, and
he assumes she will jump at the fair market salary he
offers her. Instead, Caroline thanks him for his interest,
tells him she’ll think about it, and as she moves closer to
shake his hand, she notices a mustard stain on his shirt.

What was her first impression of the Wrong
Agency? What brand did they present? Caroline knew
before she even set foot in the inner office that she’d be
unhappy in an oppressive environment where
employees were either too stressed or overworked to
even nod hello. Or were they doing her a favor by not
encouraging her to join their plight? She knew intuitively
that this employer would be disorganized, fail to be
responsible for his share of the work and expect her to
cover for himand pick up his slack. It was easy for her
to observe that there was precious little emphasis on
any work/life balance—something she was not willing to
live without.

Their unintentional brand was:
Unhappy people working in chaos.

One reason Caroline could walk away from that
interview without a second thought, was the prospect of
interviewing at the Right Agency the next day. When the
office manager called her to set up the appointment, she
had asked if Caroline needed transportation to their
office—she even offered to send a car service for her if
she liked. When Caroline declined, saying she would
drive herself, the office manager offered to email her
directions and a map. Since Caroline was coming on
her lunch break from her current job, the manager
invited Caroline to sit down with his team and join them
for lunch. Pleasantly surprised, she agreed.

When she arrived at the Right Agency, Janice,
the Office Manager, greeted her by name and
welcomed her into their bright and cheerful office.
Pausing at each desk, Janice introduced Caroline to
each team member and added some tidbit of personal
information. “This is Maria, our new mom...she works
half days now while her newest is at home, but she’s
staying later today so she could meet you.”

Caroline was already impressed by that. “This is
Nancy, our client development expert...she loves being
out in the community making connections and attracting
new clients, so she’s often doing some sort of business
lunch..She made a point to be here today to say hello to
you.”

Eventually, the agency owner joined them, and
they all sat down in a colorful, well-appointed employee
lounge. What ensued was a casual, enjoyable meal
featuring a healthful, potluck buffet. During the lunch
each team member shared something significant about
why she loved working at the agency. Caroline was
encouraged to ask them anything she liked, so she did.
Caroline noticed that the agency owner didn’t come off
as atraditional employer, and he readily joined in the
conversation, allowing himself to be teased a few times
and adding to the laughter that punctuated the delightful
meal. At one point the owner excused himself and urged
the women to tell Caroline all about his negative traits—
which they happily did. He was able to do this, because
he was well aware of what they’d say—that he had a
tendency to want to move onto new ideas before
completing work on current projects and that he
sometimes had difficulty saying no. His team had been
with him for many years, and they had all matured
together. They knew exactly how to keep him focused
and were happy to complement his weak spots. By the
end of the lunch Caroline felt like she had made six new
friends, and she really hoped she’d receive a job offer.
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After conferring briefly with his office manager, Which agency sounds more like your own? Are
the owner invited Caroline into his spacious, attractive you beginning to realize how your business is currently
office and asked her what her personal and professional ~ perceived?
goals were. Once he determined that they were a good
fit with his agency, he invited her to take a series of tests
to further assess her compatibility with his team.

Impressed by his diligence, Caroline readily
agreed, and after the results came back, she was indeed
offered a position with the Right Agency. Of course she
accepted and rejoiced at her good fortune. So did the
entire team at the agency, because they’d all had a
voice in her hiring, and they already knew she had an
excellent chance of fitting right in before she even began
her first day.

So what was their intentional brand?
Friendly, accommodating people
doing work they enjoy, who have
attained work/life balance and want
the same for all team members.

Here are some more examples of
workplace hrand statements.

Teamwork rules: where co-workers develop solid friendships and support each other personally
and professionally. A place where the innovative ideas of all teammates are listened to, respected
and examined equally.

Personal growth reigns: where learning new tools and expanding experiences is encouraged.
Mentoring is offered and long-term opportunities for continued engagement are clear.

The employee is queen/king: personal goals are honored through creative job design and

scheduling flexibility. Considerate perks that solve problems of time and place ensure team loyalty.
Fun is not a four-letter word: 40 hours a week is way too much time to waste being
miserable—the mission here is to find ways to make those hours both enjoyable and productive.
The owner spends one third of his time fulfilling his role as the CRO (Chief Resource Officer) he
inspires greatness in his team members and as profits improve, he’s always on the lookout for the
next person who will fit in with his top-performing team. There is a waiting list to work here.

What follows are two worksheets that examine your current workplace brand.
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WORKSHEET
Do A 360 On Your Current Brand

Before you fill out this page, make some copies to hand out to others. This is an exercise that you can do, then ask
your team and your manager to also fill one out. In the first column, note five things about your present workplace
branding that are working well for you. In the second column write five thing that are not working.

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

2, 2.

Now, write a brief summary of your situation—what did completing this exercise tell you about the
effectiveness of your workplace branding? How does this compare to what you may have thought about your
branding previously? Are you starting to see room for improvement?
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strongly agree

agree

WORKSHEET

Where Are You Located On Your
Local Employment Map?

mildly disagree

disagree

It’s important to understand how you are perceived now, and it’s
especially critical in larger employment markets where qualified candidates have
many options. Answer these questions as candidly as you can, and try to put
yourself in the shoes of a job applicant. Check the response that best describes
your current reality.

1. Job applicants get an accurate and inviting impression of my agency from my
Help Wanted ads.

2. All my team members are aware of it when | am looking for someone new.

3. When applicants call my agency to inquire about a position, they are handled
professionally.

4. When an applicant calls, she or he is routed to someone who can answer
questions accurately, and I am confident we make a good impression.

5. We are conscious of the emotional tone that is set over the phone. We come
across as friendly and open. If we are under stress at that moment, we don’t
let it show over the phone.

6. When | speak with a job candidate, | am careful not to sound desperate to
put a warm body behind a desk.

7. 1am confident in our hiring procedures—who is involved, where we meet,
how we interview, etc.

8. My entire staff makes a great first impression in person.

9. Job applicants will find a pleasant, inviting work space when they arrive for an
interview.

10. Iinvite input from my team about new hires, and | value their judgment.

11. We give serious applicants several tests to determine their suitability and their
fitwithin our organization.

12. We do a great job of explaining their purpose to the candidate.

13. We respond in a timely manner when pursuing a job candidate.

14. We have an established procedure for the second interview, designed to
reach a deeper exchange of knowledge with an applicant.

15. There are significant special perks and benefits that set my agency apart from
the competition.

16. The salaries | offer stack up well with my competition.

17. There are many good reasons why someone would choose to work for this
agency over another one in my area.
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Improvements I can Make
Now take a few minutes to analyze your answers to those questions. If most of your checkmarks were in the
two right columns, this may have provided you with a rude awakening. While these ideas are still fresh in your
mind, write down the top three items you’d like to change right way:

1.
2.
3.

After that exercise, the value of becoming an
Employer of First Choice™ is no doubt gaining in
your estimation. To recap, this is what it means to be
that kind of sought after employer:

» people will choose to work for you

» people will want to dedicate themselves to your
success

 people will remain with you, even when they
receive job offers from other employers—even
those with exceptionally attractive inducements

» more than 50% of new team members are the
result of referrals from current employees

What spin do you see yourself putting on that
overall concept? Here are a few points to consider as
you think about this. We’ll explore them all further
throughout this workbook.

Reasons for initiating an Employer
of First Choice™ branding

* Increase profits by creating and maintaining
synergistic teams

* Increase team retention and reduce future
recruitment costs

* Attract top applicants and avoid the increased
costs of poor hiring choices

* Add team members who share the goals of your
agency

 Create teams that appeal to all generations
(Boomers, Xs, and Ys). A21st century team
will maximize the potential of their untapped
energy and knowledge.

» Genuinely offer work/life balance—a hot
commodity from here on out

» Be competitive in tight job markets

Who are you? Your personal brand and how it fits
in with your workplace brand.

Okay, so we’ve looked at company brands and
workplace brands, but as the business owner you also
have a personal brand. Think about it—what comes to
mind when you see Will Ferrell’s name on a movie
marquee? A loopy, affable guy, right? How about
Michael Douglas? A smart, edgier kind of character, |
bet. Reese Witherspoon has cornered the All-American
girl next door for this generation, as Doris Day did for
hers. Think Marilyn Monroe and it spells sexy
vulnerability. It’s no accident that many lead actors have
strong brand identities—they pay a fortune to managers
and publicists to create and sustain them. Sure, they may
occasionally seek out more creative roles that allow
them to stretch their muscles, but they usually return to
type, because that’s where their big paydays are.

Though this story dates back to 1981, it’ssuch a
penultimate example of personal branding that | want to
remind you of it. Ronald Reagan had been in office as
President of the United States just 69 days, and security
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measures were decidedly more lax than they are now.
After giving a speech at a local hotel, Reagan was
ambushed ona D.C. sidewalk in broad daylight. His
Secret Service detail fell onto him and shoved him into
his waiting limousine. At first, they didn’t even realize
he’d been shot. When that fact was determined, they
switched course and headed for the nearest hospital.
Upon arrival, instead of being placed on a gurney,
Reagan brushed aside all aid, stood up on his own
power, straightened his suit and paused for the
photographers who had already assembled. Like the
western heroes he had so often portrayed in films,
Reagan wasn’t about to display any weakness if he
could help it. Moments later, safely inside the hospital
doors, he collapsed—near death. Ronald Reagan
instinctively understood his brand as the President
of the United States.

I imagine you’d like some insurance agency
owner examples, so here you are:

Jimis very visible in his small city, since he is
involved in all sorts of civic groups. He’s always helping
to raise money for some project to improve life in his
town. His picture often appears in the local paper as
part of acommittee that is doing good in his community.
Whenever his name is mentioned, people smile, thinking
of ways he’s made their own lives richer. Jim has
assembled a team who also cares about their city and
joins him in some of his projects. One year they helped
build a Habitat for Humanity house; another year they
helped create a new playground in a city park. His team
takes pride in working for an agency that is so well
regarded, and when Jim needs a new employee, his
team members often have excellent candidates to
recommend. His is also the first name most people offer
when asked about insurance. His brand: Good for our
town, good for your life.

Susan runs a suburban agency in a large metro
area. As a former real estate agent, she has a special
interest in homeowners insurance and has made that her
specialty. By staying active in Realtor organizations and
networking with her former colleagues, Susan has
positioned her agency as the go-to company for first-
time home owners and for families moving into her area.
She has created special information packets about
homeowners insurance which she sends to prospective
new clients, often with a lovely green plantand
congratulations on their purchase. She doesn’t just write
policies and cash checks—Susan welcomes clients into
her community and does her best to make sure they feel

at home. She has also trained her team to reach out to
new clients to be certain they are settling into their new
homes all right and offering to answer questions about
local resources. As women, this attitude is a natural
expression of their inherent nurturing skills, and Susan is
careful to select team members who exude that
desire—which in turn provides her team with many
positive experiences, a sense of purpose and much
personal satisfaction. Susan continues to send plants to
her clients before policy renewal time, and she makes
sure to visit her clients in their new homes. Many have
become good friends, too. By building a relationship of
trust, her agency is also the one her new clients go to
for all their other insurance needs. Susan understands
though, that for her, it all starts with the new house.

Her brand: Anew friend you can countonin
your new home.

j

ANSWERS
I\ << {

Your personal brand is important because it’san

integral part of your workplace brand. It affects:

» how your managers treat and evaluate you

* how your team relates to you and what they say
about where they work

» how your agency is viewed by prospective
employees

* how clients feel about doing business with you

* whether influential people in your business community
refer business to you

* how your agency is regarded in your community

Now think about how others perceive you. Get
clear on your special expertise and what traits and skills
you could express as your personal brand. Ask people
who know you and whom you trust to sum you up.
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WORKSHEET
What's Your Personal Brand?

This exercise is an integral step in formulating your workplace brand. Please give yourself some quality time away
from the office to complete this worksheet—it will pay big dividends. Answer these questions yourself first, then ask
some of these questions of your team members, your managers, your spouse or partner and other business
colleagues, as appropriate.

1.What’s the single most interesting thing about you?

2.What special interpersonal skills do you have?

3.What other unique traits make you who you are?

4.What do you think sets you apart from your competition?

5.How do people usually react upon first meeting you? If you’re unhappy with your answer,
how would you like to be perceived? In short, what’s your likeability factor?

6.What makes you a good employer?
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7.What are three words or a key phrase you want your team to think of when they evaluate
you as an employer?

8.What things do you care most about in the world?

9.What aspects of your business matter most to you?

10. How do you really feel about your team?

11. What personal traits would job candidates like to know about you?

12. How could you reveal more of yourself in job interviews?

13. Do you dress the part of a successful business person? What could you improve?
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Distilling Your Personal Brand

In as few words as possible, state your personal brand. Be as authentic as possible—this is NOT about creating a
fictional character. It’s about choosing some of your best features to highlight in your interactions with others.

Evaluate the other responses you receive as
objectively as possible. Think about other companies in
your area—which ones have a reputation for being
great places to work? Research why that is. What
tactics of theirs could you apply to your operation?
Brainstorm with your team—what do they know about
happy employees at other companies? Explain the
Employer of First Choice™ concept to them and
enroll their help in transforming your agency from the
inside out. They’ll be more open to change if they help
inspire and drive it.

How to create a great employer brand

Creating a brand that allows you to compete in
atight job market begins with clarity. Once you
understand what your personal brand is and how that
infuses your agency image, the next step is to expand
that to your workplace brand. The idea is to develop
an image of your agency in the minds of job candidates
that makes them want to work for you.

It used to be that we only thought of customers
as something outside of our agencies. Customers were
the people who bought insurance. They’re external
customers. Of course, that’s still true, but there’s also
anewer way to think of our customers; our employees
are also customers and jobs at our agencies are the
products we sell them. Employees are our internal
customers. As products, jobs must attract, develop
and motivate employees, thereby satisfying their needs
and wants while still serving the mission of your agency.
From that point of view, how do you think you’re doing
selling jobs at your agency?

Here are some aspects to consider. All of these
items are covered extensively in the partner to this
workbook, Finding Joy In Your Job.

Elements of a great

employment hrand.:

- You treat everyone fairly

- You offer challenges as well as
growth opportunities

- You emphasize work/life balance

- You value employee input and act
on it

- You understand the high value of
office friendships and encourage
them

- You like to have fun at work and
so does your team

- Your whole team has found the
real meaning of their work

- Your team members feel valued
and respected.
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What’s your employer/employee promise and can
you keep it?

Inherent in every relationship you have with an
employee isa promise, whether or not you’ve stated it
to him. The historical model was simple: be reliable, do
decent work and you’ll get paid on time and have a job
for life. Today, younger generations need and want
much more—and you need to promise and deliver itin
order to attract and retain them. (We’ll delve more
deeply into that topic in a later strategy.)

Here are some new promise models that a leader

mlght say to her team:

Share all your great ideas, and as a team we’ll listen
to them and implement as many viable ones as we
can. Your input is valued, and we’ll all grow and
prosper together.

- You will always be treated with respect and fairness
here. All your questions will be answered openly and
promptly, and any concerns will be handled quickly
and seen through to satisfactory resolutions. While
superior efforts are acknowledged and rewarded,

there is no favoritism. Every team member has an
equal chance to expand his skills, his income and his
satisfaction outcome.
You will actually look forward to coming to work,
because this is a place where team members do jobs
they are well-suited for and few tasks that they do
not enjoy. Each employee has been selected for her
own special aptitudes, and together we make a highly
functional, effective group. This in turn relieves stress
and allows us all to thrive in a more relaxed
environment—where having fun at work is the norm,
not the exception.
Keep in mind that you must be prepared to
keep any promise you make to your team—or have a
great reason why you can’t. Be prepared to share that
with them too. Whenever | give workshops, | always
ask participants what they fear will happen afterwards.
The overwhelming response from team members is that
they do not expect their employers will follow through
with the new promises they made. If that’s been an
issue for you, think about it as you formulate new
promises.

What promise will make
top job candidates
choose your agency?
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WORKSHEET
What's Your Promise

And How Will You Keep Ii?

Give plenty of thought to these questions, especially the implementation aspects. Empty promises will only backfire
onyou. In fact, as a great reality check, begin by listing some unkept promises you made to your team over the last
year. If you’re drawing a blank, just ask them, and they’Il be delighted to remind you!

1. What promises do you already make—and keep with your team?

2. Keeping in mind what you’ve already learned and decided about your personal and agency brand, how can you
extend that to your employer brand?

3. What new promises can you make to job candidates--that you will absolutely keep?

4. How will you make those promises known?

5. How will you demonstrate past commitments and your follow-through?
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6. How will you be sure you stick to those promises? Who is empowered to hold you accountable?

7. Once you have proven you can keep that level of commitment, what higher levels can you aspire to offer?

8. Are you willing to ask your team what promises they’d like you to make?

My Promises To My Team

Now take a few minutes to analyze your answers to those questions. State as clearly as possible what your current
promise is. Commit to an open discussion with your team about this—especially if you have a history of unkept
promises. If you dare, hold yourself truly accountable by creating a Promise Board, where you put in writing for
your team to see exactly what promises you are making to them and where your progress is marked.
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Your team cares about these things

Career paths can be strange, meandering
routes. Perhaps you never expected to grow up to run
an insurance agency. Maybe you’re so busy meeting
your sales goals that you
rarely step back and look at
the larger picture of your
life and how your agency
fitsintoit. Evenifyou’re
not the contemplative
type, | challenge you to sit with
these ideas a bit, and at least
entertain how they could enhance
both your employer branding and
your own job satisfaction. These
are weighty questions, but exploring
them can deeply enrich your life.

For myself, | dearly love
spotting great potential in new team
members and nurturing that to
fruition. I get a real kick out of
helping people figure out their own
strengths and watching them thrive
when those skills are well-utilized. At
the next level when I am able to help
other team members find the true meaning
of their work—that’s when | really get to see them
blossom as they fuel their actions with a sense of
mission.

This new technologically-centric century we’re
living in reveals opportunities we couldn’t have
dreamed of just a few years ago. However, it has also
ushered in a time when we all seek more meaning in
what we do. The events of 2001 and the ensuing
political climate have caused many people to reevaluate
their priorities, to want to spend more time with loved
ones and less time being stressed at work. (And that
probably includes you!)

As | discuss in Finding Joy In
Your Job, employees today
increasingly need to feel connected to
a larger purpose—hboth in their
personal lives and in their jobs. They
want to feel like what they do matters—
beyond just earning a living. They want to
earn a life, while they’re at it.

So think about what you value and how you
express that in your own brand. As well as being good
for the welfare of your team, enlisting them to figure out
the real meaning of their own jobs will contribute to
overall brand clarity. There is real joy for all of you in
acknowledging and enhancing the meaning of what you
do. The best part is getting clear about how it impacts
your satisfaction, too, as well as your bottom line. So
take some time, first alone, then with your team, to
uncover your shared beliefs and develop a clearer view
of what adds a sense of purpose to your working lives.

Standing out from your competition—how purple
areyou?

By now you should be getting a fairly clear idea
about your workplace brand. 1t’s important to also
consider what your competition can say about their
workplaces. Look for things to emphasize that are
unique to you and your agency. If pertinent, consider
exploiting the value of promoting employee experience
and longevity. Perhaps each team member has a sizable
name plate on her desk that reads: “Janet Jones, helping
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to safeguard your life since 2001” or whatever statement

reflects your brand. If you can display some impressive
numbers, think how that might influence a job candidate.
Conversely, if your turnover is high, use that fact as an
incentive to make course corrections fast!

A great book on branding is Purple Cow;
Transform Your Business by Being Remarkable by
marketing guru Seth Godin. In it he suggests that finding
creative ways to distinguish yourself from your
competition is essential. However, it doesn’t have to turn
your life upside down. It’s uniqueness that counts. After
all, if you’d ever seen a purple cow, you’d darn well
remember it! What purple cow ideas could you
implement to make your agency a remarkable place to
work?

Perhaps it’s the huge number of perks you offer
to promote work/life balance, services you could have
obtained for your busy working moms. Or maybe you
bill yourself as the eco-friendly workplace, you reward
green innovations in the office and get involved in local
environmental efforts.

It could be fostering good health. There’san
agency in the Northwest that has signed up with a local
organic farmer, who once a week during the growing
season, delivers boxes of fresh produce to the office for

employees to divvy up. They eat some of it at work and
take the rest home. You can bet it’s something that gets
talked about a lot with friends, family, clients, and so on.
What if this was just one part of this workplace brand:
the healthiest place to work in town. Such an
employer could offer the most comprehensive health
insurance plan to her team; exercise equipment in the
employee lounge; free family gym memberships; catered
healthy lunches every Monday; purified drinking water;

visits from a masseuse every Friday, and so on. Doesn’t
that sound appealing?

If you employ mostly single women, perhaps
you could brand yourself as a workplace that pampers
employees: have a manicurist make office calls on
Fridays; give gift cards for dinners for two at upscale
restaurants; everyone gets to leave early one Friday a
month; new hires get a snazzy iPhone; everyone gets to
take a long, date lunch twice a month; you pay for
memberships on eHarmony.com, and so on. Sure it’s
way out there, but that’s the point—you want people to
be surprised, amazed and to start talking about what an
unusual place to work you have created.

What this brand says is: | realize you are
single and that your social life is more important to
you than your job. | want to do whatever | can to
enhance the quality of your life, so that the hours you do
spend here are as pleasant as possible. | also want to
offer you relevant perks that contribute to your overall
well-being and decrease any sense of being locked into
arigid 40-hour work week.
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However you envision your own purple cow,
throw out everything you've helieved ahout

atiracting employees.
Here’s some space to doodle and dream about your own purple herd.,
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For a well-known example, consider shipping
giant UPS. Big Brown is a place where people can
have a career, not just a job, and they inspire great
employee loyalty and passion. A purple point for UPS is
their partnership philosophy. They like to say UPS
employees think like owners and work like partners. At
UPS every manager is responsible for people
development and it starts on Day One for UPS
employees. They spend more than 380 million dollars a
year on training and development programs and they
measure their effectiveness. Does their system work?
They believe it does. The turnover for UPS
management is 7%, which includes those who are
retiring. Executives at UPS are committed to
remaining an Employer of First Choice™.

Other great examples of companies that have
found their purple cows are: Google, Facebook, Whole
Foods, Starbucks, Apple and Krispy Kreme. Take
Apple, for instance. Once IBM and Microsoft overtook
them in sales, they could have given up as yet another
failed computer start-up. But they didn’t see it that way.
First they branded themselves as the computer of
choice for creative professionals. Then in recent years,
they gained inroads into general consumer markets by
the sheer power of their innovative industrial design and
product placement.

Guess what one product was featured on the
2008 Oscar telecast, seen worldwide by a billion
people? An iPhone, with a close-up of the Apple logo.
It was the moo heard ‘round the world.

What purple cows are waiting to be discovered
in your office? As Godin advises, don’t fear an idea
simply because no one you know has ever done it. If
anything, that’s a good reason to explore it further. He
urges business owners to look for extremes. Be the best
at something. The most (fill in the blank).
The first to try something new. Areal risky business
practice is always taking the tried and true route.
Companies stuck in the 20th century simply cannot
compete in the 21st century job landscape—especially
when desirable applicants can spot a purple cow a mile
away.

One of the best ways to set yourself apart is to
look the part. Let’s get physical; look around your
office. How would a prospective team member view it?
What aspects would you want to point out to a
candidate, and which would you rather hide? When’s
the last time you had the place painted, redecorated—
or decorated in the first place?

Let’s face it. Most of our
team members are women, and
they tend to care a lot more
about their work environment
than men do. They want to take
pride in where they work. They
want it to feel welcoming when they
step through the door. That means
pleasing colors, comfortable chairs,
functional furniture, good lighting
and personal touches. You want
your clients to also feel good about
visiting, don’t you?

Don’tworry, thisisn’t going to turn into an
article from Better Homes & Gardens, but if it’s been
awhile since you invested in your physical workplace,
then consider how much return those dollars will earn.
The more competitive your market, the more
consideration you ought to give this issue. This is exactly
the kind of project your team would no doubt love to
tackle. They’d probably show up on a weekend just to
do the makeover themselves.

First, do an assessment to see what needs
fixing.
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WORKSHEET
What Are Your

Current Workplace Assets?

Ask yourself: When a job applicant looks around your office, why would she want to work
for you? What’s unusual, unexpected, deeply appreciated?

List all physical attributes that he or she might find appealing.

1. 9.
2, 3.

3. 6.

Then list those that don’t cut it or need repair.

1. 9.

2. 3.
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Finally, make a list of things you could add to the environment to improve your employer
image. Better kitchen? Skylights? Plants and flowers? Healthy snacks in the fridge?

1. 4.

2, 3.

How could your workplace brand be expressed in your office?

Improvements 1 Will Make To Our Office

After comparing ideas with your team, decide which ones to implement now and list them here. If one or more
people display extreme enthusiasm for this project, consider giving them a budget and placing them in charge. If this
is something that really lights your fire—or your team’s—dare to innovate and truly create a work space that

inspires creativity and progressive ideas. Make an office that causes all who enter to say “Wow...l wish | could
work here.”
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WORKSHEET
Brand Statementis

From the worksheet on Page 10 write your personal
brand statement.

From the worksheet on Page 13 write your promise
statement.

Now, looking back at everything you’ve done so
far in this chapter, think about your employer brand
statement—exactly what you offer as an employer
that sets you apart from all the rest—your purple cow
idea. Why would a great job prospect want to choose
your agency over others? Here are a few more
examples:

*We are a family-centric workplace, and we love to
hire working moms (and dads); we bend over
backward to accommaodate their special needs and
schedules. This is also a place where their opinions
are valued and respected.

*We care deeply about each person who joins our
team, and by the special benefits we offer, we aim to
be the healthiest place to work in Detroit.

* Shoot for the moon! We are on a mission to see how
much fun we can have on our way to the top.

Write out your employer brand statement.

There’s one more step to finalizing work on
your brand, and while the end product is short, it can
take awhile to get there. Your goal is to distill your
brand statements for yourself, your agency and your
workplace into a USP—a Unique Selling
Proposition—a tagline that you can use in all your
promotional materials, recruitment ads, etc. Be crystal
clear about the advantages of working for you. The key
is to make it a sincere, authentic reflection of you and
your values. It’s the kind of phrase you could imagine
saying to someone who asks about your business. It’s
the one thing you want people to think of when they
think of your agency as a place to work. Write your
USP here.
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Insights from employees

The following blog post is a case in point about
the value of authenticity. This talented young manisa
classic GenY sort of guy. He chose his first job because
he was sold a brand—»by a company that didn’t keep
its brand promise.

Meet Jake, a smart, well-educated 28-year-old
guy with a degree in Civil Engineering, an MBA and an
advanced degree in Geo Tech. He had his pick of great
companies to work for, and he thought he had picked
one that fit in with his values. But after he had been with
the organization for almost two years, he encountered
his first disconnect—because the employer brand he
was sold did not turn out to be authentic. Jake had
made his love of the outdoors clear to his employers,
and while he was told he would have to spend weeks
at a time away from home, he was also promised that
there would be plenty of time for him to enjoy his
outdoor sports. Yet after racking up months of working
long hours way beyond his basic 40 per week, when
Jake asked for time off to spend skiing with unexpected
out of town guests, he was turned down.

On his blog he wrote: “Yesterday at work |
was derogatorily referred to as a lifestylist. Having a
hunch, but still curious as to what exactly was meant by
this, I inquired as to the precise meaning of the term.

“The answer | got was pretty much what |
expected based on the intonation of the original
statement. A lifestylist, in this context, is someone who

places a high value on their quality of life. So much
value, in fact, that they consider their personal life more
important than their job. The result of this is that the
lifestylist enjoys time off from work and, given the
choice, would choose to be enjoying himself rather than
working inacubicle.

“I completely understand why management
would look down on such an individual. It’s an
advantage to have employees who are content with
working all the time and with no desire to be elsewhere.
This attitude often goes hand in hand with expecting
people to work over 40 hours a week for no additional
pay. Why people subject themselves to this for 40 years
of their lives before retiring is beyond me. I am
saddened by the fact that so many people become
drones for the betterment of the corporation. If the
quality of one’s own life is not something to value, I’'m
not sure there is much else out there worth valuing.”

How long do you think it will be before Jake
moves on to an Employer of First Choice™?

Did you know you have brand ambassadors?

Every time one of your employees tells
someone where she works and has anything qualitative
to say about it, she is promoting your brand—for better
or for worse. Some of your brand ambassadors are
your employees—what are they saying to the world
about your agency? Other kinds of ambassadors are
rainmakers in your community who respect you and
refer clients to you. While the second type are the result
of years of networking and establishing trust and
credibility, the first type of ambassador can be recruited
and trained fairly quickly.

Have you involved your team in attracting new
employees? Have you asked them to go out into the
community and talk up your agency as a great place to
work? What kinds of rewards or incentives might you
offer to team members who bring in the next great
employee? A great goal is to have at least half of all new
hires come from referrals, but to do that, you have to
encourage your team to help get the word out. (At least
until your Employer of First Choice™ branding is
well established.) After that, it should function on its
own.

Of course, there are secondary benefits from
sending your brand ambassadors out into the world. It
contributes to your public image, which can also attract
new clients.



Strategy # 2: Brand Yourself As An Employer Of First Choice 69

Branding—in a pistachio shell

(Since pink nuts are the most remarkable, that makes a better brand than a generic nutshell.) Here are the
main points to remember from this strategy:

1. Understand your various brands: personal, agency and workplace and how they work
together to attract both employees and clients.

2.Get clear on your starting point—how are you currently perceived as an employer? What
improvements have you committed to make?

3.Reasons for initiating an Employer of First Choice™ branding—which ones resonate
with you?

4.What’s your personal brand? How does it help you recruit great team members?

5.The elements of a great employer brand. Which ones do you need to work on first?

6. What promises have you made to your team and potential new employees? How well do
you keep them?

7.What’s your big picture vision for your agency? How well do you communicate that to job
applicants?

8.How do you separate yourself from your competition as an employer? What’s your purple
cow?

9.What are your workplace physical assets? What are you going to improve?

10. What’s your new Employer of First Choice™ brand statement?

NOTES
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Taking Action
FAST FIXES

* Do you need a personal makeover? When’s the last time you upgraded your work
wardrobe? There are professional shoppers and style consultants at most large stores
who will be happy to assist you in shaping a more professional image. Get a
consultation and get spiffier.

» Have Casual Fridays taken over the whole week? Have a heart-to-heart chat with your
team if they are showing up in ways that don’t represent you in the best light. It’s easy
for standards to slip over time and during summer months especially, but think how a
potential client would react if they walked in your door today.

MODERATE MAKEOVERS

* What capital investments can you make in your office space to add warmth and make
it more inviting to clients and team? What changes could you make to increase
efficiency and comfort of your team? Do they have the right tools and latest software?

* Assess the unique qualities of your agency and determine some ways to promote those
aspects, especially in your recruitment process. What is your current recruitment
process and how can you apply your new ideas about branding to it? Develop a simple
30-day plan to makeover your workplace brand.

* How can you demonstrate transparency and instill confidence in potential
employees? Would you trust your office manager to take a prospect out to lunch, so
the candidate feels comfortable asking any and all questions about what kind agency
you really run? Or even more interesting, have your most recently hired team member
take the candidate to lunch. Can you imagine how comforting that might be to a
candidate who is weighing several options? How about encouraging a job candidate to
spend half a day observing your operation? What would she learn and what kind of
impression would you all make?
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Right about now, you may be experiencing some overwhelm, and that’s natural. Change
Is difficult to embrace. However, there is quality help for you if you choose to accept it.
Even the best athletes and leaders have mentors and coaches—in fact, that is one of
the reasons most successful people cite for reaching their high level of achievement.
Business coaches can be found nearly everywhere—just do an online search. Better yet,
ask around and seek referrals from colleagues. Most coaches offer a free consultation,
so find one with whom you have rapport.

Suggest to your manager this exercise to discover how your personal brand is
conveyed. At your next district meeting, set aside 30-60 minutes as a group to do this.
Each person is given index cards, each with the name of one attendee on it. Everyone
jots down brief brand impressions made by each owner in attendance. These will be
made anonymously as you look around the room at your colleagues. Then the manager
collects them and distributes them to each of you. Later, assess what changes you
could make based on the responses you got.You might even want to share your results
with your team, observe their reaction and get their input, too.

OPTIMAL OVERHAULS

Find ways to increase agency awareness and apply your brand in your community.
Be sure to involve your team. Can you adopt a stretch of highway and benefit from a
roadside sign that names your company? Could you participate in food or toy drives
and send a mailing about that to all your clients? How about donating a portion of your
profits to a good cause during a certain month or period? Buying bricks in community
projects that will display your company name? Support the arts and get your name in
the program. Advertise on NPR or PBS—anywhere that emphasizes social
responsibility and reflects your values. Could you sponsor a sports team, some kids for
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camp or start a scholarship? Women especially love to take pride in the good works
they can participate in, and they appreciate working for a socially responsible employer.
Are you active in professional organizations where your company name can gain
visibility? If you aren’t already a member, join at least one civic group and become
active.

Rethink your office space: are you in the right location? Do you have enough space?
Do you need a major remodel? What would make you happy to walk in your door each
day? What’s your dream work space? (Hint: it doesn’t have to look like a conventional
office—it should reflect your personal style of doing business.)

Explore the power of the Internet in: promotion, brand development, employee
recruitment.

Use online social media to raise awareness of your company as an Employer of
First Choice™ (great for some Internet-savvy team members). This could be a book in
itself, so I’ll just give you the gist of the idea here. If you spend much time online or if
you have a teenager, then you’ve probably heard of some of the more famous social
networking sites: FaceBook, MySpace and Squidoo. But did you know there are also
sites for business professionals? Try LinkedIn or Ryze. The idea is to create profiles on
these sites to spread the word about how special your workplace is. However, this will
only be effective if you’ve really created a unique workplace brand with exciting ideas
to tout. Then it’s an ongoing process of networking with other people on these sites to
build awareness. We’re such a mobile society now, that the location of the people you
meet online barely matters. People have friends and family spread out all across the
country, and it’s easy to email them a link to someone’s MySpace page. So think
outside your local box, and experiment with putting the word out to the whole world.

NOTES
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WORKSHEET
Show 0if Your Perks

What kind of unique incentives can you offer job candidates? How do they match up with what people value
most now? Find creative ways to present/demonstrate these incentives to prospective employees.

1. Listall the perks you currently provide—from free designer coffee all the way to expense-
paid trips and everything in between.

2. If this is a strong point for you, don’t forget to mention having all the latest computer
technology, along with any training you provide. Opportunities to increase one’s skills are
definitely an asset. People love working with great tools, so if you’ve got ‘em, flaunt ‘em!

3. Now ask your team if you’ve forgotten any.



74 The Employee Attraction System

4. Have an open discussion with them about which new perks they would value most. The
ability to work part time? To work some of the time from home? Job sharing or flex
schedules? Those are all hot commodities in the workplace now, especially as younger
generations begin their careers with a whole different attitude from Boomers and their
parents. In particular, look for incentives that would distinguish you from your
competition. A half day off at a spa every quarter? Gift cards from upscale stores?

5. What’s your policy on childcare? Sick days? Personal days? Time off when kids are
sick or have a school event? Creating a family-friendly, parent-centric workplace could
be an enormous recruitment tool, if you can make it work for you. Be sure to note any
mom- or dad-friendly provisions you offer.
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6. What perks emphasize and reveal your workplace brand?

7. Now think about how you can share this sort of information with prospective team
members. Documenting your perks visually is always helpful. Could you keep a
scrapbook or make a bulletin board with photos of team activities? Could you go all
out and make a video about working for your agency, which you would then turn loose
on the Internet for people to forward to one another? This is called a viral video; to see
an example of one | had made for my book, check out Findingjoyvideo.com . Again,
ask your team for ideas.

8. If you really do a makeover on your agency and create a workplace brand that feels
especially unique in your area, then it’s probably newsworthy. Write up a simple press
release, enclose some great photos and email it to your local media outlets. Be sure to
frame your story in the context of providing a better place to work as well as a way to
be competitive in a tight job market. Then post any coverage you get on your blog
(explained on Page 29).

Now, if you do NOT do businessinanareawith  jobs. So even if you aren’t feeling the pinch yet, it’s

a competitive job market, these ideas may seem over coming, so you might as well be ahead of the curve and
the top to you. You may be thinking: whatever be seen as a progressive employer. Or you could wait
happened to honest pay for an honest day’s work? and be dragged feet first into the future. It’s your

Well, that attitude is going the way of the dinosaurs, as choice, but keep in mind, that becoming an Employer
employees with that sort of work ethic retire and are of First Choice™ also provides many benefits for

replaced by people who expect a lot more from their you, too.
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WORKSHEET
Start A Team Blog

Nothing says: “We’re a 21st century company” faster than being able to send job
candidates to your team blog. It’s not nearly as daunting as you may fear, and we’ll walk you
through the major steps. The best part is, your team can probably do most of the work (which
Is actually the point—this is primarily their blog on what it’s like to work in your office). The
reason for suggesting a blog is that you don’t have to set up any infrastructure or create any
web pages. It’s fast and simple. The real value of this is it creates an archive of
credibility for your workplace brand, because it’s not just some static company web page
that blathers on about what a nice place it is to work. Instead, here’s your actual team, saying
in their own words, what they like about working for you. It’s exactly the kind of information
that applicants under the age of 40 would find appealing.

Goals of blog: Team member recruitment is the
primary goal, but you may come up with additional
uses—just be clear at the outset. Attracting new clients
probably does NOT mix well with this objective.

Plan the content: What aspects of your workplace
brand do you want to illustrate? To be sure the blog
meets your goals, get clear about the messages you
want to convey. How gorgeous your office is? How
much fun you have working there? How well-organized
your space is? How friendly your team is? While the
actual blog should read as a mostly spontaneous, casual
creation, it should actually be carefully thought out
ahead of time to be sure all your objectives are met.

Domain name: Register a unique name for your
Internet blog address that says something positive
about your agency and will be intriguing to job
candidates. For example, my team will be using:
www.workinghereisfun.com . You might use a
variation of bestplacetoworkportland.com,
greatplacetoworkdallas.com, bestteaminboston.com
and so on. As you’ll see in a moment, the idea is to be
a bit mysterious with the name. If you areina
competitive market, by all means, include the name of
your city in your domain name.

Hosting: This is free at many Internet locations
(Blogger, Blogstream), or in some cases, there isa very
minimal monthly fee (TypePad). You may already have
your own website with a free blog as part of it
(WordPress). There are endless blogging resources
online, just Google ‘em.
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Customize it: You will want to do a few minimal things,
such as selecting a color scheme, adding your bio and
photo, putting the name of your agency in the header—
this can be done in under an hour by most people with
an average ability at using the Internet.

Start blogging: There should be a welcome message
pinned permanently to the top of the blog. It would
probably be from you, though it could be from your
whole team. The point of it is to explain to first-time
visitors what the purpose of the blog is. From then on,
blog entries (posts) are made as often as you like and
are automatically archived chronologically as well as
into categories that you determine.

Key tip: Whenever you do have an active job opening,
have an alternate welcome post pinned to the top of the
blog that tells about the opening.

Assign a head blogger: Pick someone to be in charge
of getting it up and running and making sure enough
content is put on it to make it useful. He or she should
also see that new posts are added at least monthly and
especially whenever something significant happens. (A
new team member is added, a career milestone is
celebrated, professional awards, team outings, etc.)

Photos: Be sure to upload lots of photos (it’s a snap)
that tell the story of life in your office. Pictures of all
team members are essential, as well as plenty of
candids from around the office. (Be sure to have them
sign a photo consent form.) Display the perks of
working there. If you have a lounge area that you’re
proud of, show it. Do you eat your lunch outside ina
pretty area on warm days? That’s a photo opp that
shows the quality of work life at your agency. Does
someone bring their dog to work? How about a
birthday party? Anytime you are doing something that
demonstrates an aspect of your workplace brand, that’s
a photo opp. Keep an inexpensive digital camera in the
office, so you won’t miss those great moments.

Audio: If you want to go farther into multi-media,
consider adding audio to your blog. Even just an audio
welcome from you would be nice. Snapvine is a free
service that records your message over the phone and
makes it easy to add to your blog. A message from your
office manager might be good, too. Audio is great for
team member testimonials and for job opportunity info.
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Video: Here’s where it can really get fun! For about
$120. you can buy a Flip digital video camera that fits in
your pocket and only weighs a few ounces. The
learning curve is all of 10 seconds—push the Start
button and you’re making a high-quality video. Plug it
into your computer to transfer the video. Push a few
more buttons and it’s uploaded to the Internet. Really,
: it’s that simple. Nothing

; FT H sells like video. And after

| — all, this IS a sales site,
selling job candidates on
how great it would be to

! work for you. Document
fun activities in your office
and even outings you may
have with your team. | wish
. I’d had one when I took
flip my team whitewater rafting.

) It’s also great for giving a
grand tour of the office. Even the video hosting is free!
Just open a free account at YouTube and Flip will
upload your videos to that page with one click. Then
from your YT page you can capture the code to paste
into your blog. You can shoot a video in your office and
have it online in under five minutes.

Promoting your blog: Here’s the really cool part.
Have 500 or more colorful business cards printed up
(Vista Print is an inexpensive online company). On one
side have a brand statement, proposition or qualifier; it
could even be in the form of a question. Use anything
that sets you apart form your competition. For example:

Want to work with great people?

Where fun and work coexist.
- Want work/life balance?

Looking for a better job in DesMoines?

You just found the healthiest place to work in

Richmond.

Ready for a change and a challenge in Atlanta?

Then on the reverse, in large letters, simply have

your domain name: www.workinghereisfun.com . Do
not put any phone numbers, names or your agency
name on the card. Just the blog address. The whole
point is to send people there to learn what they need to
know about working for you. Trust me, the cards will
be intriguing, especially if your question or statement hits
a hot button for job seekers in your area. Give these
cards to everyone you know to pass along. Drop them
off at college placement offices, daycare centers. Leave
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them at Starbucks. Pin them to bulletin boards. Have
your team think of inventive places to leave a stack of
them. Where do people you’d want to hire spend time?
A local bookstore? Because of the uniqueness of this
approach, many people who get cards will pass them
on to people they know who may be good prospects.
Then let the blog do all the heavy lifting. (Be sure to say
on the blog how interested applicants should contact
you.)

Another idea would be to advertise the blog in
simple classified ads—perhaps even in other categories
besides Help Wanted, using the same technique to
stimulate curiosity. Again, the idea is to just get
candidates to the blog, and then let it do the work.
Consider advertising in a nearby college paper.

Getting your blog found online: Search engines love
blogs—as long as they are updated with some
regularity. If you’re in a competitive job market, then
you might be able to attract applicants directly from the
Internet who are searching for job openings. In that
case, you’d want to optimize your blog to do well in
searches, which is beyond the scope of this workbook
to explain, but you can learn all about it by Googling:
SEO for blogs.

Advanced effects: If you have someone on your team
(or maybe it’s you) who is tech-savvy and creative,
there are endless free tools you can use to spice up
your blog even more with animations of the owner
(Blabberize), slides shows (RockYou), music videos
(Animoto)—you are limited only by your imagination in
how you portray the work experience at your agency.

NOTES



